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The sun, with all those planets revolving around it and dependent on it,  

can still ripen a bunch of grapes as if it had nothing else in the universe to do.  

(Galileo Galilei) 
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INTRODUCTION 

Sustainable development is perhaps the most prominent topic of our time (Shepherd and 

Patzelt, 2010) and challenge for businesses (Ploum et al., 2018). Today, we are facing 

both social issues, such as an ever-increasing population, and environmental issues, like 

climate change. We are thus suffering from ozone depletion, destruction of biodiversity, 

loss of living species, overpopulation, overtourism, and the need of individuals who are 

able to deal with these challenges through their entrepreneurial behaviour is more than 

urgent (Ploum et al., 2018). The serious consequences of environmental degradation have 

been pointed out for decades (Casaló and Escario, 2018), and the current situation 

requires us to recognize that resources, especially our natural ones, are finite (Korsgaard 

et al., 2016).  

According to Dean and McMullen (2007), the role of entrepreneurship in resolving such 

environmental challenges is emerging as a subject of some debate. In the recent years, 

scholar have started to consider entrepreneurship as a solution, rather than a cause, of 

social and environmental issues. In my thesis, I have embraced this view, following the 

growing recognition that businesses need to more directly support, rather than undermine, 

the ecological and social processes on which society depends (Parrish, 2010). Thus, my 

aim, as a researcher, is here to hop on board the exploration of how entrepreneurship can 

usefully contribute to the goal of sustainable development. 

Aligned with the call for more sustainable businesses, entrepreneurship research has 

experienced the birth of several subfields (Gast et al., 2017). Shepherd and Patzelt (2011) 

provide a definition of sustainable entrepreneurship – entrepreneurship focused on the 

preservation of nature, life support, and community in the pursuit of perceived 

opportunities to bring into existence future products, processes, and services for gain, 

where gain is broadly constructed to include economic and non-economic gains to 

individuals, the economy, and society – able to create value through positive externalities 

or a reduction of negative externalities. Different facets of sustainable entrepreneurial 

behaviours have been analysed in the recent years and thus became the dominant 

discourse within entrepreneurship research. Among others, social and environmental 

entrepreneurship appear to be the most cited and discussed. While social entrepreneurship 

encompasses the activities and processes undertaken to discover, define, and exploit 

opportunities in order to enhance social wealth by creating new ventures or managing 

existing organizations in an innovative manner (Zahra et al., 2009), environmental 
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entrepreneurship focuses on preserving the natural environment including the earth, 

biodiversity, and ecosystems (Pastakia, 1998; Schaper, 2005; Shepherd and Patzelt 2011). 

Thus, sustainable entrepreneurship represents a prosperous context to advance research, 

both from a theoretical and practical point of view. In order to pursue the objective to 

extend knowledge about the drivers of sustainable entrepreneurship, trying to add to the 

understanding of individual psychological aspects, I have focused my research on three 

different perspectives of entrepreneurship.  

First of all, I believed to approach the sustainable entrepreneurship context with an 

individual level of analysis was salient. Assuming the perspective of identity theory, 

being beliefs (Hiltin, 2003) and values (Stern, 2000) influencers of personal identity 

(Burke and Reitzes, 1981, 1991), and being passion studied as an antecedent of identity 

for fostering a certain behaviour (Vallerand et al., 2007), I have explored a specific type 

of passion – environmental passion – and its impacts on entrepreneurs’ pro-

environmental behaviour. With this study, using a psychological perspective, as 

suggested by Shepherd and Patzelt (2011) as a way to advance knowledge on sustainable 

entrepreneurship, I have both gained knowledge on the mechanisms that push people to 

invest time and energy in businesses that strongly stress environmental features, and I 

have clarified the nature and the relevance of environmental passion in the development 

of identity and environmental entrepreneurial behaviours. 

In my second article, I focused on the specific role that environmental entrepreneurs have 

in the fight for reducing environmental degradation. As they recognize the importance of 

protecting natural resources (Casaló and Escario 2018), they are entrepreneurs who enact 

their values and beliefs to have an impact on environmental problems through their 

behaviour (O’Neil and Ucbasaran 2016). Since they are used to adapt their behaviour to 

overcome the scarcity of resources to preserve and save natural resources, I have argued 

that, dealing with natural resource constraints in a unique way, they acquire and combine 

resources through peculiar processes. In light of the theoretical approach of 

entrepreneurial bricolage, recognized as one of the “emerging theoretical perspectives” 

for entrepreneurship research (Eisenhardt et al., 2010), I have found the existence of a 

specific bricolage framework: environmental bricolage. 

In my last project, I took a first step into the realm of social entrepreneurship. Adopting 

a more philosophical perspective, I have analysed the concept of authenticity and its role 

in social enterprises. Given its roots in ethical values (Mazutis and Slawinki, 2015), it is 

no surprise that, besides being a relevant construct in the fields of philosophy and 
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psychology, which have studied the concept of authenticity and its meaning and 

discrepancies, management scholars have become equally enamoured by the topic in 

recent years (Lehman et al., 2019). According to Leidtka (2008), the study of authenticity 

in management is relevant for its potentiality to bring new insights or powerful lens for 

management theorizing and practice – particularly at the intersection of discussions of 

ethics and management. Being social enterprises organizations able to better lend 

themselves to authenticity (Mazutis and Slawinski, 2015), I have explored the role of 

authenticity in helping to navigate the typical tensions of social enterprises – mission drift 

(Battilana et al., 2012) and mission lock-in (Staessens et al., 2018; Young et al., 2012). A 

longitudinal in-depth single case study was chosen to explore the social issue of 

overtourism in Barcelona. Authenticitys, a Spanish social enterprise, and its internal 

dynamics, were precious to bring new insights to emerge. Findings revealed that is the 

search for authenticity – in terms of authenticity as consistency, conformity, connection 

and experimenting – what makes a social enterprise navigate the tensions of mission drift 

and mission lock-in.  

Thus, while the first and second papers have been developed in the wine industry, 

considered a green industry at the world level (Barbosa et al. 2018), the last one has been 

set on the tourism industry in the specific setting of Barcelona. Being the tourism context 

a still unexplored industry under an entrepreneurial perspective, I believe I have, at least 

partially, answered the call of Fu et al. (2019) of focusing on social entrepreneurship.  

In the following chapters I present these three papers refining the general understanding 

of sustainable entrepreneurship’s drivers, when engaging in behaviours aimed at 

resolving environmental degradation and achieving sustainable development. Main 

findings and contributions are outlined in each article, providing both theoretical and 

practical implications. 
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ENTREPRENEURIAL BEHAVIOUR: GETTING ECO-DRUNK BY FEELING 

ENVIRONMENTAL PASSION1. 

 

ABSTRACT 

The antecedents of entrepreneurial behaviours with an orientation toward the natural 

environment are attracting academic interest. At this point, however, little is known about 

the relationship between environmental passion, environmental identity and 

environmental entrepreneurial behaviours. This paper is aimed to understanding how 

unique emotions that feed environmental passion impact on development of 

entrepreneurs’ identities and behaviours. With this goal in mind, a qualitative inductive 

study of 22 entrepreneurs was conducted using the Italian wine industry as a research 

setting, and their histories were analysed. The findings suggest that environmental 

passion does affect entrepreneurial behaviours and that different levels of passion lead to 

different identities and behaviours. Thus, the results prove that entrepreneurial behaviours 

with an environmental orientation are passion- and identity-relevant. The interviews 

revealed that they do not make decisions in a calculating manner but rather apply criteria 

related to their passions and identities. The study results show that entrepreneurs that have 

an intense passion for the natural environment develop an environmental identity, which 

in turn leads to entrepreneurial behaviours with a stronger environmental orientation. 

These significant findings open interesting avenues for future research, such as the 

analysis of the studied relationships under a family business lens. The research also offers 

practical implications for helping managers develop an alternative perspective to that of 

traditional economy-oriented entrepreneurs. 

 

KEYWORDS 

Environmental passion; environmental self-identity; environmental identity; pro-

environmental entrepreneurial behaviour; wine industry. 

  

																																																								
1 Status: Journal of Cleaner Production. Minor Revision – 4th round.  
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1. Introduction  

In recent years, a growing number of individuals have embedded an environmental 

perspective in their entrepreneurial actions (Gast et al., 2017). Given the resulting 

expansion of green firms, this emerging trend has drawn academic attention to the 

antecedents of entrepreneurial behaviours characterized by a strong environmental 

orientation. The trend has also made academics more aware of the role played by 

emotions for entrepreneurs whose behaviours have an environmental orientation (Afsar 

et al., 2016; Casaló and Escario, 2018; Ploum et al., 2018). Their results about the relation 

between emotion and environmental orientation call for establishing a deeper knowledge 

of the antecedents of entrepreneurial behaviours that have an environmental orientation. 

Taking the perspective of identity theory, earlier studies have largely recognized that 

beliefs (Hiltin, 2003) and values (Stern, 2000) influence behaviours by affecting personal 

identity. These beliefs and values have such an effect through their incorporation into the 

self of expectations and meanings related to the perception of the self as occupying a role 

(Burke and Reitzes, 1981, 1991). Among the various antecedents of identity 

development, some academics have focused on passion, trying to understand the 

relationship between a strong inclination toward an activity that individuals like and 

identities in entrepreneurship. While Vallerand and colleagues (Vallerand et al., 2003, 

2007) proposed two types of passion (obsessive and harmonious) and studied how they 

come to be internalized in one’s identity, Cardon et al. (2009) conceptualized the nature 

of entrepreneurial passion associated with salient entrepreneurial role identities. In 

addition, Murkiens et al. (2014) further explored the relationship between entrepreneurial 

passions and entrepreneurial identities. Aware of the importance of this passion-identity 

link, Cardon and Kirk (2015) also examined the role of entrepreneurial passion as a 

mediator of the relationship between self-efficacy and persistence.  

Among the different kinds of constructs related to passion, an emerging one is the so-

called environmental passion. This passion comprises the positive emotions, intense 

feelings and inspiration that prompt an individual to engage in pro-environmental 

behaviours (Fineman, 1996; Robertson and Barling, 2013). While the relation between 

environmental values and general environmental identity was pointed out by Gatersleben 

et al. (2012), Van der Werff et al. (2013) clarified the relationship between biospheric 

values and environmental self-identity and how they are related to environmental 

preferences, intentions and behaviours. A broad set of studies has been carried out on the 

relation between overall environmental orientation and environmental behaviours. Van 
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der Werff et al. (2014), explored when past pro-environmental actions lead to more 

environmentally friendly behaviours, hypothesizing that it depends on the extent to which 

initial actions are linked to people’s environmental self-identity. In addition, Ratliff et al. 

(2017) found evidence that attitudes toward the prototypical environmentalist predict 

environmentally friendly behaviour. Further analyses have been carried out by Nejati et 

al. (2011), who examined the influence of attitude towards environment and subjective 

norms on the ecological purchase intentions of customers, by Stern et al. (1999), who 

worked on the case of environmentalism by developing a value-belief-norm theory to 

support social movement, by Blok et al. (2015), who identified the factors that could 

predict pro-environmental behaviour in the workplace, and by Morren and Grinstein 

(2016), who recognized that understanding how determinants of environmental behaviour 

vary across countries and national culture was an urgent, understudied need. Even if 

several constructs about environmental behaviour exist, the focus on environmental 

passion has been driven by its definition as a positive emotion that results in an individual 

wanting to engage in pro-environmental behaviours (Robertson and Barling, 2013), and 

by the grounded academic establishment of passion as antecedent of entrepreneurial 

behaviour. 

Even if passion has been discussed to be a strong antecedent of behaviours, in the field 

of environmental entrepreneurship studies the research on the role of environmental 

passion is still underdeveloped. Being environmental entrepreneurship a tremendous 

opportunity to solve environmental issues (York and Venkataraman, 2010), the study and 

refinement of the concept of environmental passion are worth to be studied within this 

area. In fact, since meanings are often related to feelings (Gruber and MacMillan, 2017), 

unique emotions might be found in environmentally oriented entrepreneurial behaviours 

that enable a more comprehensive description of environmental passion. Recognizing the 

growing demand for a deeper understanding of entrepreneurship with an environmental 

orientation and the increasing role of personal passion in entrepreneurship, the present 

paper attempts to answer the following research question: How does environmental 

passion affect identity in environmental entrepreneurship?  

Because the topic of this paper is nascent and poorly understood, the authors adopted an 

inductive reasoning methodology (Gioia et al. 2013) for their research. The study began 

with interviews of 22 entrepreneurs active in the Italian wine industry. The setting was 

chosen because Italy ranks first in wine quality worldwide (Fortis and Sartori, 2016), 

because the wine business is one where personal passions and feelings are more likely to 
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be transparently observable and because wine entrepreneurs may have intense 

environmentally-related feelings given their industry’s worldwide recognition as a green 

industry (Barbosa et al., 2018).  

The results of this study confirm that environmental entrepreneurs do not only make 

decisions in a calculating manner. Rather, they frequently make choices based on how 

well decisions match their identity (Fauchart and Gruber, 2011). While decisions are 

coherent with identity if that identity is central to the individuals, if individuals hold a 

hybrid identity, it may cause hesitancy when making decisions. The authors found 

evidence that environmental passion is a structured set of feelings that influences the 

entrepreneurs’ decisions and, consequently, their identities. Furthermore, the authors 

gained knowledge on the mechanisms that push people to invest time and energy in 

businesses that strongly stress environmental features. They also clarified the nature, 

intensity and relevance of environmental passion in the development of identity and 

environmental entrepreneurial behaviours. Thus, the concept of environmental passion in 

the entrepreneurial realm has been validated, addressing the call by York and Venkataram 

(2010) for additional knowledge about entrepreneurs’ role in the environmental realm. 

By applying an identity perspective, the authors found that behaviours are mainly driven 

by emotions and meanings that entrepreneurs associated with specific environmental 

activities. In addition, different behaviours may occur depending on the level of 

individual environmental passion. As such, this research may help entrepreneurs to 

regulate their passions and may provide insights for practices that nurture their passion 

for entrepreneurial effectiveness.  

The remainder of the paper is organized as follows. In Section 2, “Literature Review,” 

the relevant literature on passion is reviewed and identity theory extended into the realm 

of the natural environment. Section 3, “Methodology,” outlines the nature of the research 

setting, details the research design and describes the approach to data analysis. In Section 

4, “Results,” the study findings and their significance are explained and the four key 

contributions of this research are elaborated. The paper concludes with a discussion 

(Section 5) of theoretical and practical implications of the results and several guiding 

questions for future research (Section 6).  

2. Literature Review 

Entrepreneurship scholars are fascinated by the concept of passion, and several 

researchers have written on the pivotal role of different facets of passion (e.g., Baum and 
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Locke, 2004; Vallerand et al., 2007). In the entrepreneurial field, passion is considered to 

be an antecedent of entrepreneurs’ personal inclinations to engage in behaviours that 

represent central features of their individual identities (Stryker and Burke, 2000). In this 

vein, passion is a predictor of entrepreneurial behaviour as it pushes entrepreneurs to 

recognize activity as important and to invest time and energy in this activity (Vallerand 

et al., 2007). In addition, entrepreneurs may vary greatly in terms of the intensity and 

focus of their passions (Breugst et al., 2012; Cardon et al., 2013). The concept of passion 

in entrepreneurship is a multi-dimensional construct. For instance, while Cardon et al. 

(2009) developed the concept of entrepreneurial passion and later refined it by analysing 

its sources (Cardon et al., 2017), Omorede (2014) examined the role of passion for a 

social cause in social entrepreneurship. 

Identities are critical elements of personal behaviours because once identities are 

integrated into the self, once they become central, individuals are strongly motivated to 

act in a manner consistent with those identities (Burke and Reitzes, 1981). Relevant 

contributions to the literature have been made on the relationship between identity and 

entrepreneurial behaviour (Fauchart and Gruber, 2011; Sieger et al., 2016). Moreover, 

Gruber and MacMillan (2017) constructively adopted an identity theory perspective 

based on individuals’ emotions and meanings, explaining why different entrepreneurs 

behave in different ways depending on which entrepreneurial behaviour they deem 

appropriate. In addition, according to identity theory, the self is composed of multifaceted 

identities that are organized hierarchically based on their centrality (Stryker and Burke, 

2000). An identity becomes central when the individual places upon its high relative 

importance compared to the other identities (Murkiens et al., 2014). However, recent 

studies suggest that identities may co-exist and occur simultaneously and that individuals 

can thus combine elements of pure identities into a hybrid one (Fauchart and Gruber, 

2011; Murnieks et al., 2014). 

In earlier studies on general individual behaviours, identity has been considered in 

relation to environmental behaviour in terms of two types of emerging identities: 

environmental self-identity and environmental identity. The former refers to the extent to 

which someone sees himself or herself as a type of person who acts in an environmentally 

friendly way and is more action-related. The latter identity is conceptualised as a sense 

of connection to some part of the nonhuman world and a sense of belonging to nature 

(Brick et al., 2017; Van der Werff et al., 2013). Depending on which values and beliefs 

individuals find important and what type of people they want to be, environmental self-
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identity prevails over the environmental identity or vice versa, thus becoming central to 

the individual. While Van der Werff et al. (2013) argue that environmental self-identity 

and environmental identity are not the same, they state that these identities may be related 

but they did not explode this analysis. This self-identity is a significant predictor of an 

individual’s environmental behaviours (Whitmarsh and O’Neil, 2010).  

While it is understood that passion plays a substantial role in entrepreneurship (Breugst 

et al., 2012; Cardon et al., 2005; Cardon et al., 2009; Chen et al., 2009; Thorgren and 

Wincent, 2013) and that environmental entrepreneurship is increasingly an important 

driver in the development of new firms, the role played by individual environmental 

passion in entrepreneurship is still under-investigated. Since a positive relationship exists 

between environmental passion and individual pro-environmental behaviours (Afsar et 

al., 2016), it is reasonable to predict that environmental passion is playing and will play 

the main role in environmental entrepreneurship. The aim of the research presented here 

is to explore the relationships between environmental passion and environmental 

identities and to integrate these two concepts into a model of entrepreneurial behaviours. 

3. Methodology 

3.1 Sample selection 

To address the relationship between environmental passion and identity in 

entrepreneurship, the authors conducted a qualitative field study. It fits with the nature of 

the research question (how) and with the early stage of theory development of the field 

(Gioia, Corley, & Hamilton, 2013). An inductive non-quantitative research strategy is 

suitable with both small business and entrepreneurship contexts, allows to learn directly 

from the field, and results in a deeper holistic understanding (Dana and Dana, 2005). 

Initially, the authors identified the wine industry as an appropriate setting to study 

environmental passion and identity. The industry is recognized globally as a green 

industry (Barbosa et al., 2018), is currently experiencing a gradual shift to more 

sustainable production practices (Villanueva-Rey et al., 2014), and numerous studies 

have emphasised the substantial role played by natural environment and contact between 

man and nature (Annunziata et al., 2018; Pullman et al., 2010; Santini et al., 2013; 

Szolnoki, 2013). Therefore, in the wine industry personal feelings on the natural 

environment are lived by entrepreneurs and are easily observable. In addition, the 

research field was narrowed to the Italian region of Piemonte for several reasons. First, 
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Italy is a leading country in world wine production and ranks first in the quality of wines 

produced (around 45 hl) and the number of wineries (384,000) (Fortis and Sartori, 2016). 

Second, the Italian wine industry enjoys an international reputation for its proactivity in 

addressing the growing concerns regarding pro-environmental business practices (Fortis 

and Sartori, 2016). Third, the Piemonte setting is experiencing a rise in new 

entrepreneurship as many young people are returning to the land there and finding 

professional opportunities in agriculture to build their future. 

The authors employed a theoretical sampling: decisions regarding who to talk with were 

determined mainly by theoretical appropriateness and information-richness rather than 

representativeness (Eisenhardt and Graebner, 2007; Glaser and Strauss, 1967). Pursuing 

data relevant to the themes (Glaser and Strauss, 1967), after examining their websites, 

looking at sections which may let passion for nature shine through – e.g. the way wineries 

tell their stories, the way they describe their passion or history or ongoing projects, the 

choice of specific words they use – the authors initially chose informants who seem to 

care about green matters and to be passionate for the natural environment. In addition, 

once the authors identified the first set of informants (30% of the final sample), they used 

a snowball technique by asking at the end of interviews for recommendations as to who 

could best explicate the subjects of interests. The suggested entrepreneurs were 

recommended based both on the awareness that they have implemented a nature-oriented 

kind of business and on their enthusiasm to follow such view. The informants were in all 

cases the current entrepreneur at their winery. Some of them were founders, and others 

were second or third generations of the founding family who decided to carry on the wine 

activity.  

Each of these entrepreneurs was contacted by phone or e-mail by the first author and 

asked about their availability to arrange an interview for talking about their feelings and 

their way of expressing their personality through entrepreneurial behaviour. This 

procedure involved an iterative process of simultaneously collecting information and 

analysing it which resulted in an evolving sample of informants and increasingly focused 

on data until further data collection and analysis yielded to theoretical saturation (Corley 

and Gioia, 2004; Glaser and Strauss, 1967; Strauss and Corbin, 1998). As Table 1 shows, 

the final sample comprises 22 entrepreneurs (59% male and 41% female) of various ages 

and backgrounds. 
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Table 1. Profiles of entrepreneurs. 

Case Gender Age Agriculture Place of childhood  Educational background Professional background Foundation Year 
#01 Male 33 Conventional Rural  Enology  Farmer 2009 
#02 Male 55 Conventional Rural  Engineering  Mechanical Engineer 2008 
#03 Male 57 Conventional Rural  Chemistry/Enology Entrepreneur (Chemical Industry) 1973 
#04 Female 52 Conventional Rural  Viticulture Farmer 1958 
#05 Male 31 Biodynamic Urban  Law Lawyer 2003 
#06 Male 54 Organic Rural  Agriculture Farmer 1982 
#07 Male 42 Biodynamic Urban  Management Business employee  2000 
#08 Male 67 Organic Rural  Agriculture Farmer 1972 
#09 Male 43 Biodynamic Rural  Agriculture Farmer 1885 
#10 Female 36 Organic Urban  Law Notary 1980 
#11 Female 34 Conventional and Organic Rural  Economics Accountant 1969 
#12 Male 55 Organic Rural  Agriculture Farmer 1968 
#13 Male 38 Organic Urban  Management/Enology Business consultant 1978 
#14 Female 34 Organic Urban  Oenology Sommelier 2011 
#15 Male 71 Organic Rural  Technical studies Farmer 1965 
#16 Female 49 Organic Rural  Economics Business employee 1980 
#17 Male 37 Organic Urban  Oenology Farmer 1902 
#18 Male 49 Biodynamic Rural  Management Business employee 2010 
#19 Female 46 Biodynamic Urban  Oenology/Viticulture Farmer 1968 
#20 Female 32 Organic Rural  Viticulture Farmer 1975 
#21 Female 46 Biodynamic Rural  Agriculture Farmer 1992 
#22 Female 43 Biodynamic Urban  Oenology Farmer 1963 
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Following an inductive approach (Glaser and Strauss, 1967), the authors separated the 

selected entrepreneurs into three groups categorized according to their approach to wine 

production: 1) those who produce wine in a conventional manner, using chemical 

additives (fertilizers, pesticides, fungicides and herbicides) to speed up and control 

production; 2) those who had adopted an organic approach, making wine from grapes 

grown in accordance with organic farming principles, which typically exclude the use of 

chemical additives; and 3) those who had adopted a biodynamic method. This method is 

like organic methods but also employs soil supplements prepared according to Rudolf 

Steiner’s formulas, which are designed to treat the earth as a living and receptive 

organism. The decision to explore distinct types of production was driven by the desire 

to capture all potential entrepreneurial passions underlying the entrepreneurial activity.  

3.2 Data collection 

To address the research question, the authors adopted an inductive approach to data 

collection and analysis following the Gioia et al.’s methodology (2013). This approach is 

consistent with the purpose of theory generation, and it is particularly suitable to address 

questions requiring a detailed analysis of the phenomenon being studied (Kreiner et al., 

2009). In addition, it is meant to systematize the thinking while providing the wherewithal 

to discover revelatory stuff and it may be the place to start for understanding the lived 

experiences of informants (Gehman et al., 2018). To avoid any perception bias, the first 

author of this study collected the data, which allowed the second author to maintain a 

valuable distance (Langley et al., 2013). Data from multiple sources were collected via 

semi-structured interviews, additional documents and non-participant observation to 

guarantee the reliability of results.  

The first author conducted 22 semi-structured, in-person interviews performed with the 

promise of anonymity (Gioia et al., 2013). The interviews typically lasted 30 to 90 min 

and were conducted between July 2017 and the end of November 2017. They were carried 

out in Italian, the language of respondents, audio-recorded and transcribed verbatim. The 

initial interview protocol was mostly standardized across informants. The interviewer 

asked the subjects questions about their feelings about deciding to become entrepreneurs, 

the reasons behind their pro-environmental choices and their attachment to the natural 

environment. During the interviews, follow-up questions were asked which allowed for 

deep clarifications of responses. These additional questions were formulated using 

emerging terms from informants, which were stimulated through discussion to allow new 
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concepts and constructs to emerge. Accompanying each entrepreneur’s interview were 

field notes that covered any additional non-recorded discussions, along with general 

observations and details about the entrepreneur’s mood and emotional expressions. The 

authors also made in-person visits to the fields and companies where the entrepreneurs 

operated. During these visits, they shadowed the winemakers as they went about their 

activities, capturing observations relevant to the research questions and acquiring useful 

information about different entrepreneurial behaviours (e.g., the organic method versus 

the biodynamic method).  

3.3 Data analysis 

The interviews were the main source of data for this study. The observations and 

secondary source data served as important sources for triangulation and supplementary 

materials (Corley and Gioia, 2004). In addition to the interviews, the authors collected 

archival materials and documents from sources such as company websites, blogs, videos 

and local news outlets (see Table 2).  
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Table 2. Data sources. 
Case Primary data (No. of pages) Secondary data and related length (No. of pages/time) 
#01 Interview (7); field notes (1) Website  
#02 Interview (10); field notes (2) Website; Local press (1); Online press (8); blog (1) 
#03 Interview (6); field notes (1) Website  

#04 Interview (6); field notes (1) Website; Local press (6) 
#05 Interview (19); field notes (3) Website; Local press (4); Magazines (13); online interview (2) 
#06 Interview (7); field notes (2) Website 
#07 Interview (6); field notes (2) Website    
#08 Interview (9); field notes (1) Website; Blog (4)  
#09 Interview (7); field notes (1) Website; Magazine (11); press (8); blog (4); video (24’) 
#10 Interview (22); field notes (3) Website; Local press (6) 
#11 Interview (18); field notes (1) Website  
#12 Interview (8); field notes (1) Website; Press (2)   
#13 Interview (7); field notes (2) Website; Book (26) 
#14 Interview (8); field notes (1) Website 
#15 Interview (8); field notes (1) Website 
#16 Interview (7); field notes (1) Website; Press (1) 
#17 Interview (6); field notes (1) Website; Videos (8’) 
#18 Interview (10); field notes (2) Website; Press (3); Wine sample form example (3) 
#19 Interview (8); field notes (1) Website; Magazine (3); Press (5) 
#20 Interview (6); field notes (1) Website; Blog (8); Wine tasting 
#21 Interview (7); field notes (1) Website  
#22 Interview (6); field notes (1) Website  
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In order to ensure the trustworthiness of our data (Corley and Gioia, 2004), we 

meticulously managed our data, filing contact records, interview transcripts, field notes, 

and extra documentation we collected. The latter documentation not only provided a 

secondary data source but also proved helpful for understanding the trend of sustainable 

behaviours among winemakers, as well as their personal feelings about the natural 

environment.  

Both authors began their data analysis following Gioia et al.’s methodology (2013). 

Specifically, they identified three key steps of inquiry that might help to generate novel 

conceptual insights on the relationship between environmental passion and 

entrepreneurial behaviours oriented toward the natural environment.  

In the first step (the open coding) authors independently analysed and coded each 

interview, thus reducing the risk of personal bias. Each author read and listened to the 

interviews and created a dataset of codes using words or short phrases summarizing the 

meaning of different parts of the text (i.e., ‘in-vivo’ codes; cf. Gioia et al., 2013). Through 

several briefings, authors discussed the emerging patterns in the data, compared the 

themes across cases, and mutually solicited critical questions about the data collection 

and findings. In addition, in comparing their opinions and results, they went through field 

notes, websites and documentation to find support and the first degree of reliability of 

their insights. Following this procedure, the authors inductively developed 34 first-order 

codes while remaining faithful to the data (Gioia et al., 2013). Whenever possible, to code 

first-order concepts, they tried to adhere faithfully to informant terms with little attempts 

to distil categories. The next step involved the axial coding, a process that eventually 

reduces the germane categories to a more manageable number. The authors worked to 

establish similarities and to clarify and resolve any differences between the codes. This 

involved a back-and-forth process with constant conversations and coding comparisons 

between the authors to resolve problems of interpretation and coding inconsistency. This 

process produced a final list of 17 first-order codes.  

In the third step of data analysis, the 17 elements were compared to existing theories and 

studies, asking whether the emerging themes suggested concepts that might help them 

describe and explain the phenomena they were observing (Gioia et al., 2013). A more 

deductive stage ensued whereby, through further exploration of the literature, the authors 

were better placed to cluster together with the first-order codes into second-order themes. 

Moreover, they focused on nascent concepts within the existing literature. These themes 

were categories that were combined with insights from the data and the literature to piece 
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together ‘What’s going on here?’ theoretically (Gioia et al., 2013). Through meetings and 

discussions, the authors combined the 17 codes into a final list of six second-order themes.  

The authors then focused on examining the relationships between second-order themes 

and on distilling them even further into aggregate dimensions. They concluded that they 

had three aggregate dimensions displaying entrepreneurial behaviours that depended on 

the intensity of environmental passion and its expression through three different feelings: 

eco-sober, eco-tipsy and eco-drunk. These aggregate dimensions were intentionally 

named using a wine-related terminology that could fit the idea of the emotions’ intensity. 

Thus, for example, the term eco-drunk means a positive awakening driven by a higher 

environmental passion. Table 3 illustrates the process of investigation and presents the 

first-order concepts that led to the categories’ formation. It also shows the three aggregate 

dimensions that emerged from the analysis.  

 

Table 3. Data structure. 
1st Order Concepts  2nd Order Themes  Aggregate Dimensions 
     
Respect for (grand)parents' experience  

Heritage 

 

Eco-sober 

Memories of childhood   
Sense of belonging   
Uniqueness of the area   
    
    
Employability of people  Sustainability  
Care about future generations   
    
    
Long-term economic perspective  Making a living  
Non-financial choice   
    
     
Health and safety of workers  

Healthy lifestyle 
 

Eco-tipsy 

Personal health    
Organic as self-lifestyle   
    
    
Recognition of environmental problems  Environmental 

awareness 

 
Perception of ecological improvements   
Knowledge of environmental solutions   
     
     
Philosophy of life  

Environmental faith 

 

Eco-drunk Harmony with nature   
Need for cultural change 
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The final stage in the analysis was to work with the second-order themes and the 

aggregate dimensions and return to each case to establish a process model (Langley et al., 

2013) capable of summarising how environmental passion affects entrepreneurial 

behaviours (see Figure 1). 

4. Results 

The findings of this study are presented in a structured manner according to the stages of 

entrepreneurial behaviours. To provide a clear understanding of the results, the authors 

have detailed representative quotations supporting each of their second-order categories 

and first-order themes (see Table 4). 
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Table 4. Data table. 
2nd Order 
Themes 

1st Order 
Concepts 

Representative Quotations Case 

    

Heritage Respect for 
(grand)parents' 
experience 

"These are memories that come from your childhood. And you respect them. But, above all, you respect your 
grandparents' long experience". 

#06 

Memories of 
childhood  

"When I was a child, I was used to going at least twice in these lands, for finding truffles, or wine, and friends […] 
and I loved these journeys, I keep it in my heart […]”- 

#19 

To me, this was a magic world, a magical journey. So, I have all these memories, which come with territory's 
knowledge". 

Sense of 
belonging 

"Since my grandparents already own a farm and produce wine, I decided to run it. Not only. I have always been 
passionate about our hills, about our wine, which, in the end, is our history, is where we have our roots. We belong to 
that". 

#01 

Uniqueness of 
the area 

"The ground is the most important part that turns wine into good wine. We have everything. A unique ground, and we 
must be able to promote it. People from all over the world envy it, Chinese for example […] because wine is deeply 
tied to the territory where it is produced. They can copy the bottle's shape or our clothes, but the wine you produce 
here, is unique: you can't replicate it somewhere else". 

#02 

"It is a great territory, with the perfect ground. Rocks are so particular, and the reason is that here, many years ago, 
there was a volcano. Year by year, due to movements of tectonic plates, this territory shews a unique ground's 
stratification, making this area unique". 

#11 

    

Sustainability Employability 
of people  

"As I was telling you before, I believe in these lands. In my opinion, it can give many opportunities. Here it is a small 
reality, but if you count all the hectares around, as was in the last century, well, it means to provide job to many 
people". 

#02 

   
Care about 
future 
generations 

"We look at our daughters, and perceiving their passion, we are stimulated to go forward […]. They are both now in 
high school, but we are trying to transmit our experience, passion and values of sustainability, and we are happy to 
provide them with an honest job for their futures”. 

#04 

 "To me, my job is respect for the natural environment. I really believe in it. Our way to cultivate comes from the 
awareness that agriculture is nutrition and that nutrition is fundamental. And agriculture is behind everything. I 
strongly believe in respecting the ground. You can't be invasive. Otherwise, you destroy the lands, as it is happening 
right now. We are growing in number, and lands are destroyed. A commitment to the earth is a commitment to the 
future". 

#05 
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2nd Order 
Themes 

1st Order 
Concepts 

Representative Quotations Case 

    

"What most matters to me are to be a good example for future generations. I want to demonstrate you can do what 
you want. In a good way, granting high quality". 

#07 

    

Making a 
living 

Long-term 
economic 
perspective 

"I am still investing in it, but without making a profit from it. If you want to keep high quality, you must invest 
money". 

#02 

"Emotional motivation is way stronger than the financial one. Otherwise, we should have stopped before. We have 
always reached a breakeven point, but without counting for structural investments, such as new machines and 
equipment, or new lands acquisition. It is a matter of investments". 

#03 

Non-financial 
choice 

"My choice was not an economic one. It is difficult to earn your living from agriculture. […] In agriculture, you can't 
think in terms of costs, otherwise, it means you are working in an improper way". 

#11 

    

Healthy 
lifestyle 

Health and 
safety of 
workers 

"Above all, I am interested in the health and safety of my workers. I am at peace with myself when they go in the 
vineyards and they do not get intoxicated, or they don't come back home smelling bad, etc. I know what I am using, 
and walking around the wine yards, you can easily recognize and smell if it is an organic ground or it is not". 

#13 

"A safe working natural environment, both for my personal and myself […]. To me, their health is fundamental". #20 
Personal health  "One day I was strolling around my vineyard, and I could feel the chemical smells in my nose and on my skin. And 

then I decided I must stop. Really. I began to understand that something should have been done. Something different, 
something without chemicals". 

#17 

 "Organic agriculture was a consequence of my allergy to chemicals. My father was used to use chemical products and 
I noticed that I could not stand them anymore. […] it was a personal need, driven by the willingness to be healthy". 

#21 

Organic as self-
lifestyle 

"At the beginning, my wife was really sceptical. But then, once she understood the big potentialities of biodynamic 
agriculture, she changed her mind, and now, she really believes in it. Just to let you better understand… every 
morning, she wakes up and prepares extracted juices for the whole family. Now, biodynamic, as homoeopathic, has 
become a lifestyle". 

#18 

    

Environmental  
awareness 

Recognition of 
environmental 
problems 

"In the last decades, people have followed the wrong strategies. Big chemical companies make a huge profit selling 
chemical components and convincing winemakers to focus on quantity, instead of quality. Wrong strategies plus new 
technologies: that was a disaster. For instance, before, the compost was handled in the correct way, and the ground 
was full of microorganisms. Then, we have started to use chemical fertilizers and pesticides, and guess what we did? 
A mess! We saw vineyard were suffering climate changes or drought, and this is because there is not balance on the 
ground, biodiversity. With organic methods, everything gets better". 

#12 
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2nd Order 
Themes 

1st Order 
Concepts 

Representative Quotations Case 

    

"When chemicals arrived, this allowed walking away from real knowledge about agriculture, forgetting everything 
that mattered. And it came with many environmental problems such as pollution and intensive exploitation of grounds 
and vineyards. The production was artificial, not natural as it should have been". 

#16 

Perception of 
ecological 
improvements 

"I began a "knowledge path" through organic methods. I have studied. But it let me see something I never dreamed 
possible. But this was possible only because I have studied, with a deep knowledge of it. When you see certain things, 
it's impossible to go back to previous practices". 

#15 

"I have started to use organic agriculture and I have noticed how everything has changed. It let you see the vineyards 
under a different lens. Not only. You also see life differently". 

#17 

Knowledge of 
environmental 
solutions 

"Biodynamic implies a knowledge of the moon and the planet because they have an influence on agriculture. You 
used to follow a specific timing depending on which activities have to be done. Specific biodynamic sowing and 
planting calendar exists, and, based on that, we decide when to do specific activities such as sowing, weeding and 
harvesting, depending on what we want from our glass of wine. We intend to engage non-physical beings and 
elemental forces. This has not been scientifically proven, but many people have dedicated their entire life to studying 
these methods". 

#18 

    

Environmental 
faith 

Philosophy of 
life 

"Organic and biodynamic are very different. The biodynamic world is very spiritual. It is a philosophy, a credo. You 
must believe in and, if you do, you see uncommon things, you notice the difference with organic methods. But, first 
of all, it is a credo. And I strongly believe in it". 

#07 

"Philosophy? Yes, definitely. Organic looks only at the roots of the vine. Biodynamic is more complex. There is the 
whole universe, and everything has a role: the earth, the moon, etc. […] There is poetry in biodynamic. It is 
something you must believe in. I don't, you can't do it. It is a philosophy you should commit to". 

#21 

Harmony with 
nature 

"Our farm was already self-sustaining. It was an organism which survives by itself. […] What is needed, is produced 
within the farm. But, you know, this is the real biodynamic philosophy. Today, many talk about biodynamic, but the 
real philosophy, the Steiner's philosophy, implies a self-sustaining system. You should produce your own manure and 
animal feed, the compost and all you need to be biodynamic. That's the only way to create something positive on the 
ground, something alive. Everything is in harmony". 

#09 

Need for 
cultural change 

"Personally speaking, I really believe in biodynamic agriculture. But, in my opinion, this is a transition. It is a natural 
transition that comes with a strong cultural change. And people should begin to accept it, and that's not easy. We have 
the idea to move to biodynamic methods, but it's a step process. Biodynamic is a cultural change, a change in people 
mentality". 

#13 
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Drawing from previous literature on identity theory, they developed a model to better 

understand the impacts of environmental passion on pro-environmental entrepreneurial 

behaviours (Figure 1).  

 

Figure 1. Impact’s model of environmental passion on entrepreneurial behaviours. 

 
Figure 1 depicts how entrepreneurial behaviours are shaped first by environmental 

passion and second by identity. According to the interviewed entrepreneurs, six feelings 

characterised their environmental passion: heritage, sustainability, making a living, 

healthy lifestyle, environmental awareness and environmental faith. A detailed 

description of these feelings is provided below. First, however, attention should be placed 

on two main considerations.  

The model is composed of three dimensions. Consistent with identity theory and the 

literature on passion and its nature as the antecedent of identity (Stryker and Burke, 2000; 

Vallerand et al., 2007), the left-most box in Figure 1 is linked with the middle one, 

meaning that environmental passion triggers environmental self-identity and 

environmental identity. When an identity is activated and becomes central to the 

entrepreneur, a specific entrepreneurial behaviour occurs – eco-sober, eco-tipsy, eco-

drunk – since entrepreneurs engage in behaviours that represent the central features of 
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their identity.  

In the model, environmental passion, identity and pro-environmental entrepreneurial 

behaviours are dynamic elements. The authors have described how environmental 

passion is a set of feelings, but its intensity is what determines how many and which of 

these feelings are experienced by the entrepreneur. Similarly, identity is split into 

environmental self-identity – when the entrepreneur sees himself or herself as someone 

who acts pro-environmentally (Van der Werff et al., 2013) – and environmental identity 

– when the entrepreneur perceives himself or herself as part of the natural world (Brick 

et al., 2017). Since environmental passion and identity show degrees of intensity, 

entrepreneurial behaviours inevitably occur through growing attention to the natural 

environment. They evolve from an eco-sober to an eco-tipsy and from an eco-tipsy to an 

eco-drunk entrepreneurial behaviour.  

In the first stage, for instance, environmental passion is at its lowest level. It consists of 

heritage, sustainability and making a living. Passion leads the entrepreneur to define 

himself or herself as someone who behaves pro-environmentally but not to conceive of 

himself or herself as a natural element. He or she thus develops an environmental self-

identity. Passion and this identity let the entrepreneur engage in eco-sober entrepreneurial 

behaviour. In the same way, environmental passion affects identity and behaviour in the 

two next stages, depending on its intensity and its inclusion of more feelings, which 

gradually moves the entrepreneur toward an environmental identity and engagement in 

eco-tipsy or eco-drunk behaviours. Thus, while the second stage of environmental passion 

is characterized by heritage, making a living, sustainability, healthy lifestyle and 

environmental awareness, the third one occurs through a combination of these first five, 

plus environmental faith. The three behaviours are described in more detail below. 

4.1 Eco-sober entrepreneurial behaviour 

Eco-sober is the first entrepreneurial behaviour. It characterises entrepreneurs who 

believe in their contribution to environmental solutions and in entrepreneurial behaviours 

for tackling green issues such as environmental degradation. Their concern for the planet 

is expressed by their environmental passion, which becomes central for their identity. 

According to what the entrepreneurs said, their actions reflect their environmental self-

identity as they practice entrepreneurial behaviours with an environmental orientation and 

perceive themselves as people who act pro-environmentally, believing in the power of 

their actions to sustain the natural environment: 
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Our agriculture is not invasive. We also try to practice green agriculture within 

our family. With our behaviour, we seek to protect the natural environment, and 

the idea that we do not damage the natural environment is satisfying. The good 

thing is that you complete a day and you do not feel guilty because you have not 

ruined the planet. (Interviewee 18) 

 

Environmental passion is the antecedent of their entrepreneurial behaviours, and its 

intensity is created by the first four main feelings – some of them typical of traditional 

entrepreneurs and others more context-specific. These feelings are described below. 

 

4.1.1 Heritage. Heritage refers to memories and knowledge that come from parents and 

grandparents, as illustrated by a local press article about interviewee 2’s business: 

 

Passion is probably handed out through the DNA. Since I was a kid I was 

following my dad into the vineyard, learning with constant curiosity the pruning 

techniques and the long, periodic activities which let he reap the benefits of his 

work. I remember my curiosity to taste that red liquid was finally satisfied when I 

was 4 years old. (Local press) 

 

Entrepreneurs remember their childhood in the vineyard and what they have learned, and 

these memories create a strong feeling of attachment to their own territory and natural 

environment. Most of the entrepreneurs showed a strong level of heritage. One of them 

expressed this feeling with respect to his grandparents’ experience: 

 

Thanks to the elders that passed down the values and secrets of our lands, some 

people of my generation had the chance to stay here. We strongly respect them 

and their knowledge. (Interviewee 20) 

 

4.1.2 Sustainability. Winemakers strongly care about future generations. For instance, 

they believe in the strength of their lands to provide jobs for local people and so develop 

the local economy. During their job experience, they have developed a robust inner 

personal feeling of caring about the natural environment and, consequently, about future 

generations (Brundtland Report, 1987), providing them with healthy lands and green, 



31 

sustainable job opportunities. One entrepreneur who sought sustainability stated that 

 

I can't stand the idea of exploiting a resource that we have inherited. We are 

extremely lucky for that. I would like to take care of our planet, to be able to keep 

something for future generations. (Interviewee 18) 

 

4.1.3 Making a living. The winemakers spoke very little about being profit-driven and 

more about just wanting to earn a living or cover their costs (Kirkwood and Walton, 

2010). Investments were mandatory, and none of the interviewees mentioned a desire to 

make, at least from a short-term perspective, a personal profit. Some of them were 

definitely “not profit-driven”, underlining that they prioritised other feelings such as 

taking care of the natural environment. Overall, they showed emotional motivations. In 

other words, the choice to undertake these ventures was not driven by economic reasons, 

as expressed by these statements from entrepreneurs: 

 

In the end, it was a choice. And it’s here that my values came in, because I had to 

choose between my job and this farm, and I opted for the second one. This was a 

choice between values and beliefs and money. I decided not to take the easiest 

path. (Interviewee 10) 

 

Sustainability is not a dress that makes you look more attractive. There must be a 

soul, a beating heart. You must believe in it even if, often, it means to make choices 

that apparently, in the immediate profit logic, seem uneconomical. (Blog – 

interviewee 20) 

4.2 Eco-tipsy entrepreneurial behaviour 

The second stage of environmental passion implies eco-tipsy behaviour. This is a 

sequential step, meaning that the feelings associated with eco-tipsy behaviour are an 

addition to the ones characterising eco-sober behaviour. A strong level of environmental 

passion leads to an identity that falls somewhere between environmental self-identity and 

environmental identity, as the entrepreneurs care about maintaining and improving the 

natural environment while conceiving of themselves as being part of something bigger. 

Since both environmental self-identity and environmental identity are central to these 

entrepreneurs, their identity seems to be hybrid instead of pure, causing hesitancy when 
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making business-related decisions. At this point, two dimensions should be added to the 

previous feelings that shape environmental passion. 

 

Healthy lifestyle. This refers to the search for personal or familial well-being. A healthy 

lifestyle also includes consuming healthy food and wine. It is a real way of life for the 

people who engage in it. They prefer sustainable production that tends to eliminate 

chemical components, as it makes the ground they step on and the air they breathe a bit 

more natural. For example, some of the winemakers have moved from conventional 

practices to organic methods in pursuit of health and safety for themselves, their family 

or their workers: 

 

We gave more value to our health, and this is why we began to opt for an organic 

production [...]. First of all, what matters to us is to feel good. We are maybe a 

little selfish, but who knows[...]. (Interviewee 6) 

 

Environmental awareness. Environmental awareness refers to the amount of an 

individual’s environmental knowledge, to his or her ability to bring about positive change 

in the natural environment by changing his or her pro-environmental behaviours and to 

the recognition of environmental problems and their causes (Afasr et al., 2016; Madsen 

and Ulhøi, 2001). Entrepreneurs recognise current environmental issues, and they are 

aware that the environmental condition is changing. One of the entrepreneurs confirmed 

that climate change has had an impact on his vineyard: 

 

I became aware that the hole in the ozone layer really exists and has effects. It 

does not only mean you have to use sun cream but now the sun is strong enough 

to burn the grapes. Or, to provide you with another example, boars have arrived 

in our area, and they are a problem for the vineyards. Something is changing, and 

we should be aware of that. (Interviewee 10) 

4.3 Eco-drunk entrepreneurial behaviour 

The last stage of environmental passion’s development applies to entrepreneurs who 

exhibit eco-drunk behaviour. While eco-sober or eco-tipsy behaviours were adopted by 

entrepreneurs who produce wine in a conventional or an organic way, in the research, 

only biodynamic winemakers appeared to be committed to the eco-drunk behaviour 
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because of their specific agricultural production. Biodynamic agriculture is a form of 

alternative agriculture that is like organic farming but includes various esoteric concepts 

drawn from the ideas of Rudolf Steiner. Steiner argues that everything is interconnected 

and that farmers are characterised by their spiritual or mystical perspectives. The eco-

drunk entrepreneurs told the interviewer that they perceived themselves as being part of 

nature, that they felt a deep connection with nature that influenced how they acted toward 

the natural environment, as this example illustrates: 

 

We are humans because a mineral let the plant follow its evolution process [...] 

and so on. Humans are nature itself, its evolutionary history. Nature is not 

something “bucolic” where you stay out there, and you do not kill insects, but it 

is more complete. I do not perceive the man in nature, but the man as nature. 

(Interviewee 19) 

 

These entrepreneurs often wonder about humans’ proper role on earth, and they strongly 

identify with nature and the natural environment, as described below: 

 

There are capable farmers, able to bring out the best in their vineyards, to 

interpret and describe a territory through their wines; but there are others – 

sometimes less capable, but that’s not the point – that go beyond, identifying 

themselves with the land to become its paradigm. [...] Here, the vineyard is 

passion without compromises, especially when you do everything by yourself. To 

be a winemaker here, you must really believe it. […] In his history there is nothing 

extraordinary, but authenticity. Even the biodynamic choice has been naturally 

made: after all, is there any other possible way to work the land? (Press – 

interviewee 18). 

 

Sometimes, the eco-drunk entrepreneurs are even defined as wizards because they use 

practices that deeply follow natural laws and lunar and astrological cycles – for example, 

in the making of biodynamic preparations. One of these is horn-manure preparation. This 

is made from cow manure that is fermented in a cow horn buried in the soil for six months 

through autumn and winter. It is then used as a soil spray to stimulate root growth and 

humus formation. Another example is the horn-silica preparation, which is made by 

packing powdered quartz inside a cow horn and burying the horn in the soil for six months 
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through spring and summer. The resulting preparation is then applied as a foliar spray to 

regulate growth. 

 

Environmental faith. This term refers to a credo within an eco-centric philosophy that 

there is only one acceptable way of behaving. Entrepreneurs with environmental faith see 

themselves as part of nature. Consequently, they believe in the power of living in harmony 

with nature and its biodiversity. Biodynamic agriculture is a philosophy, and 

environmental faith allows winemakers to embrace it. The entrepreneurs who use, or want 

to begin using, this type of agriculture confirmed the power of this feeling: 

 

Biodynamic moves away from organic because it is something more philosophical 

– it is a credo. It is the willingness to understand some wizard doctrines. But it is 

so intriguing that we had to start experiencing it. (Interviewee 6) 

 

Biodynamic? Not yet. It is really intriguing for us, but I still miss the “faith part”. 

I am not there yet. You must believe in it – it’s like a credo. For instance, I believe 

in universal laws and in the power of nature, but this, in my opinion, is a stronger 

faith. (Interviewee 14) 

5. Discussion 

This study moves forward the understanding of passion in entrepreneurship, improving 

on the research practice of informed scholars (Whetten, 1990) by developing a model that 

explains the feelings that built the study participants’ environmental passion and how 

various levels of environmental passion led to different identities and entrepreneurial 

behaviours.  

The findings advance and disassemble the concept of environmental passion (Robertson 

and Barling, 2013). The authors observed that in the entrepreneurial field with an 

environmental orientation, environmental passion is a set of specific feelings. They found 

that some of these feelings are new and context-specific, namely heritage, healthy 

lifestyle and environmental faith, while others already exist in the current literature, 

namely sustainability (Brundtland Report, 1987), making a living (Kirkwood and Walton, 

2010) and environmental awareness (Afsar et al., 2016; Madsen and Ulhøi, 2001). 

Heritage not only refers to tradition but to a mix of feelings related to the entrepreneurs’ 

homeland. Specifically, it is respect for parents and grandparents’ experiences that allows 
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entrepreneurs to generate country memories and to learn the tricks of the trade. It denotes 

a deep sense of belonging. Moreover, environmentally oriented people are driven by 

heritage to promote ecological practices for themselves and for nature. Hence, healthy 

lifestyle refers to their inclination to favour personal, familiar and social health over, for 

instance, producing an extra bottle of wine and to be organically oriented. In conclusion, 

environmental faith is the feeling able to turn an eco-tipsy behaviour into an eco-drunk 

one by absorbing the biodynamic philosophy as a credo for life. The research underlines 

the relevance that a single feeling may hold for passion, and consequently entrepreneurial 

behaviours. Thus, the findings suggest that entrepreneurial behaviours are passion-

relevant in addition being to identity-relevant. 

The authors support the relevance of environmental passion in the entrepreneurial realm. 

They showed that it is not just a spark that ignites entrepreneurial behaviours but also a 

perennial and necessary source of energy that can sustain and fuel entrepreneurs in their 

journeys (Mueller et al., 2017). If passion is the starter of sustainable entrepreneurial 

behaviour, or a factor of persistence, or even a factor of excelling, is not clear yet but 

definitely worth to be investigated. The number of studies on the role of entrepreneurship 

in solving environmental issues is growing (Cohen and Winn, 2007; Dean and McMullen, 

2007). While earlier research already suggests that passion may be a critical ingredient in 

the entrepreneurial realm (Breugst et al., 2012; Chen et al., 2009; Thorgren and Wincent, 

2013) the findings of this study provide an analysis of passion’s environmental side. The 

results point out that environmental passion is a driver of entrepreneurial behaviours and 

that its intensity leads to diverse levels of entrepreneurial behaviours. Thus, 

environmental passion not only has a role as an antecedent of entrepreneurial behaviour 

but also holds different intensities. The more intense the environmental passion, the more 

the environmental identity is central to the entrepreneur and the more his or her 

entrepreneurial behaviours will be environmentally oriented. Finding that, in the 

environmental realm, the intensity and foci of entrepreneurs’ passion may vary greatly 

(Breugst et al., 2012; Cardon et al., 2013), the authors have advanced the understanding 

of environmental passion, a passion that emerges with different identities depending on 

the strength of the feelings that motivate entrepreneurs to devote time and energy to their 

activities.  

Furthermore, the study contributes to the literature of identity, providing original and 

useful insights (Corley and Gioia, 2011). Mainly, the authors have learned that even if 

identity centrality often occurs because an individual places importance upon a focal 
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identity compared to others (Murnieks et al., 2014), environmental identity and 

environmental self-identity can co-exist, creating an entrepreneurial behaviour that stands 

between extremes. Besides confirming existing studies that pointed out that identities are 

organized hierarchically such that an identity placed higher is more central to the 

individual (Cardon et al., 2009; Stryker and Burke, 2000), the authors also have provided 

insights into the relevance of the co-existence – centrality – of identities, showing how, 

in the studied setting, this co-existence may occur. Specifically, they argue that they have 

significantly contributed to the call by Sieger et al. (2016) for research that examines 

“hybrid identities” that occurs when beliefs’ and motivations’ indecision causes inner 

turmoil when making decisions and behaving (Fauchart and Gruber, 2011). Eco-tipsy 

entrepreneurs reflect a hybrid identity. Their level of environmental passion leads to an 

identity that swings between the two pure identities (environmental self-identity and 

environmental identity) as they care about maintaining and improving the natural 

environment while just starting to conceive of themselves as part of something bigger. In 

this state, they have not reached the highest level of environmental passion that could lead 

them to behave and make decisions based on their environmental identity only. These 

findings explain why entrepreneurs with different types of identities – and especially 

different intensities of these identities – make behavioural decisions that stretch from 

“simply” tackling environmental degradation to embracing environmental laws as a way 

of living and behaving.  

Moreover, aligned with the recommendation by Ploum et al. (2018) about the need for 

individuals aimed at contributing to changes toward sustainability, this research may have 

practical implications for helping managers embrace knowledge about entrepreneurial 

behaviours with an environmental orientation, thus contributing to changing the dominant 

narration towards more environmental-values embracing. The study adds to the 

weakening of traditional narrow views on business, being predominantly profit-driven 

activity, explains why entrepreneurs choose to pursue behaviours and actions, and 

provides novel insights into the differences among environmentally-oriented 

entrepreneurs.  

In addition, mentors and educators might inspire future entrepreneurs to explore their 

identities and passions. They can encourage them to embrace those passions and identities 

that are salient and central to them and their relationship with the natural environment to 

pursue business ideas that align with their feelings. Given the increasing attention on 

business models and sustainability (Schaltegger et al., 2016; Stubbs and Cocklin, 2008; 
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Varadarajan, 2017), not only managers and entrepreneurs but especially millennials, may 

rely on their environmental passion to develop new and nature-oriented business models. 

Furthermore, interactions between individuals and groups inside and outside companies 

may help in fashioning new business models for sustainability (Roome and Louche, 

2015), and new structures of sharing environmental passion may strengthen interactions 

which, in turn, may lead to innovative practices.  

According to the stories of some informants, the intensity of their passion has grown year 

by year, doing their job and both recognizing and embracing their feelings. Some 

entrepreneurs have moved from traditional production to a biodynamic one, after having 

perceived and accepting the growing – and sometimes, unexpected – level of attachment 

they had to nature, soil and grapes. Their passion has increased and let them move to a 

greener way of working. Thus, constant experience and personal contact with natural 

aspects may increase the intensity of environmental passion.  

6. Conclusions and guiding questions 

Current research has only begun to identify the channels through which passion 

influences specific behaviours (Mueller et al., 2017). Consistent with the research setting, 

the authors studied how environmental passion impacts entrepreneurial behaviours, 

positing that three levels of passion lead to three different entrepreneurial behaviours. 

Therefore, after providing a preliminary link between the two concepts and the literature, 

they present here several guiding questions for future research, using the study’s 

limitations as a starting point. 

First, after carrying out this research in the specific setting of the Italian wine industry, 

they are aware that the cultural context where entrepreneurs not only operate but have 

grown up may have a role in their passion development. Moreover, the experience of 

specific feelings may come from a specific country’s culture, as some countries are more 

environmentally oriented than others. Hence, the authors propose a cross-country study 

as future research to provide interesting insights on the passion-identity-behaviour 

relationship and on how individuals understand the environmental dimensions of their 

lives: “How do cultural influences shape passion and environmental identities of 

entrepreneurs?”. 

Second, the authors did not use the dualistic model of passion that Vallerand (2015) 

proposes, which distinguishes between harmonious and obsessive passion. Harmonious 

passion results from an autonomous internalisation of the activity into the individual’s 
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identity, whereas obsessive passion arises from a controlled internalisation of the activity 

into the individual’s identity. This leads to a second set of guiding questions: “Is 

environmental passion a harmonious passion? May it turn into an obsessive one?” 

Obsessive passion may lead to obsessive behaviour, which may occur even if certain 

feelings of passion are more intense than others. In this research setting, environmental 

faith was the passion more inclined to generate bizarre agricultural practices and farming 

techniques. This cannot surely be described as obsessive entrepreneurial behaviour, but, 

the authors argue, it may evolve and turn into a real obsession for nature.  

Moreover, future research is necessary to extend the knowledge of entrepreneurs’ hybrid 

identity centrality. As the findings suggest, eco-tipsy entrepreneurs behave according to 

a hybrid identity that occurs when both environmental self-identity and environmental 

identity become central for them. Future research avenues may address the following 

questions: “Does one of the two identities prevail and become central? How and when 

does it happen?” Entrepreneurial strategic decisions are made that combine the meanings 

of two identities (Fauchart and Gruber, 2011), and an understanding of the dynamics of 

these identities may reveal valuable insights.  

Furthermore, the data used in this study do not capture longitudinal interviews and 

observations, which would help researchers understand several aspects of passion and 

identity. Hence, future studies should investigate the enduring nature of environmental 

passion as it relates to identities’ longevity. This is based on Burke and Reitzes (1981), 

who state that identities place people in social categories that they are then motivated to 

maintain and confirm. Moreover, the authors suggest examining identities in relation to 

entrepreneurial behaviour with a long-term perspective, aligning with the call for future 

research of York et al. (2016). The latter argue that the literature on identity and 

entrepreneurship should not only ask how identity influences entrepreneurial action but 

also how identity is changed through entrepreneurship. Hence, an additional question 

captures these insights: “How does the impact of environmental passion on identity and 

behaviours change over time?” Furthermore, this research setting is suited for in-depth 

biographical research on entrepreneurs. As Fauchart and Gruber (2011) noted, this kind 

of analysis may be helpful in clarifying the causal relationship between passion, identity 

and behaviour. A biographical study may let answers emerge to these questions: “How is 

environmental passion and, consequently, environmental identity, initially developed?” 

or “Have entrepreneurs experienced a specific epiphany that triggered their 

environmental passion?” 
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Finally, the high percentage (80%) of wine family firms in the sample confirm that family 

businesses have a crucial role in the wine sector (Köhr et al., 2016). Since biodynamic 

methods are often introduced by the new generation, it makes the analysis of founder 

entrepreneurs’ and second-generation entrepreneurs’ identity a valuable area of analysis. 

“How does the divergence of their identity affect firm management?” is a question worthy 

of being addressed. In addition, while on one side first and second generations may differ 

in their environmental passion, on the other side, family members, due to strong networks, 

may be “infected” with one’s passion. It makes this kind of business a challenging context 

to further explore environmental passion. 

By studying environmental passion, identity and entrepreneurial behaviour, and finding 

that passion is made up of unique feelings, the authors have provided a basis for 

expanding the development of these fields. They expect that scholars from different 

theoretical perspectives will make valuable contributions and advance this knowledge by 

sharing their different backgrounds and interests. They hope that readers find their 

research questions fascinating and decide to analyse them via different lenses, both as a 

set of analyses and as a research method. 
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TRANSFORMING WATER INTO WINE: ENVIRONMENTAL BRICOLAGE 

FOR ENTREPRENEURS2.  

  

 

 

ABSTRACT  

Application of bricolage in the entrepreneurial realm requires further refinement and 

development in unexplored entrepreneurial contexts. Our analysis puts bricolage into the 

hands of environmental entrepreneurs and shows how they can acquire and combine 

resources in a natural resource-scarce environment. We thus shed light not only on basic 

constructs that belong to bricolage literature – making do, refusal to enact by limitation 

and improvisation – but also on three further unique processes associated with 

environmental entrepreneurship: environmental gain, sensibilisation and network 

establishment. Using data from a qualitative study, we argue the existence of a specific 

bricolage framework: environmental bricolage.  

 

KEYWORDS 

Environmental entrepreneurship; bricolage; environmental bricolage. 

  

																																																								
2 Status: Journal of Cleaner Production. Under Review.	
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1. Introduction 

Our society faces several growing issues related to the natural environment, such as 

climate change, ozone declines, widespread air and water pollution (Cohen and Winn, 

2007). In recent years, prompted by these issues, a group of individuals began to enact 

their beliefs to give a contribution to the solution to natural environmental problems 

through their entrepreneurial behaviour: the so-called environmental entrepreneurs 

(O’Neil and Ucbasaran, 2016). 

Increasingly, environmental entrepreneurs have become a domain of enquiry in the 

entrepreneurial academic realm and earlier studies emphasised that environmental 

entrepreneurs’ behaviours are mainly driven by their awareness of the importance of 

protecting natural resources (Casaló and Escario, 2018; Fisher, 2012). The specific 

concerns about natural resources let environmental entrepreneurs take extra efforts in 

resources-related processes of their entrepreneurial action. While most of the 

entrepreneurs deal with the obvious problem of scarcity of resources, environmental 

entrepreneurs voluntary decide to cut the natural resources they use in their firms even if 

they are not scarce. For instance, even if the water is largely available in the land, the 

environmental entrepreneurs willingly decide to do not use water and they limit the 

portfolio and amount of available resources for their entrepreneurial action. In this vein, 

environmental entrepreneurs are facing higher resource constraints than traditional 

entrepreneurs face and they are forced to developing specific processes to acquire and 

manage resources in their enterprises.  

Inspired Di Domenico, Haugh and Tracey (2010) study on social entrepreneurs’ 

behaviour that pointed out the novel framework of social bricolage, in the light of the 

broad theoretical approach of entrepreneurial bricolage, we think the growth of 

environmental entrepreneurship raises an interesting issue about characteristics of 

resource acquisition processes developed by environmental entrepreneurs. More 

specifically this study is aimed to address the following question ‘How do environmental 

entrepreneurs acquire and combine resources?’ may represent an opportunity to refine the 

concept of entrepreneurial bricolage. 

To answer our research question, we utilized an inductive reasoning methodology, as 

suggested by Gioia, Corley and Hamilton (2013) for investigating subtle, nascent or 

poorly understood contexts. An inductive and non-quantitative research is a useful 

strategy, applicable to both small businesses and entrepreneurship, which include the 



48 
 

ability to learn directly from the research subject (Dana and Dana, 2005). We believed 

the Italian biodynamic wine industry was the right setting for our study because of its 

worldwide recognition as a green industry (Barbosa et al., 2018).  

Our results provide a novel framework of environmental bricolage which highlights that 

environmental entrepreneurs acquire and combine resources according to the main 

principles of bricolage but, at the same time, they embed the aim to not only preserve 

natural resources indispensable for their entrepreneurial business but also to exert a 

positive impact on the environment itself.  

The remainder of this paper is organised as follows. In the next section, we review the 

relevant literature on both environmental entrepreneurship and bricolage to layout our 

theoretical framework. In the research design and methods sections, we describe our 

sample choice, our selected methodology and our approach to data analysis. Then, we 

present our findings and give evidence of the environmental bricolage framework. 

Finally, we first outline our main contributions, then point to some limitations of the study 

and ultimately propose an agenda for future research.  

2. Literature review 

Considerable research has shown that entrepreneurs are playing an important role in the 

transformation towards a more environmentally sustainable world (e.g. Kirkwood and 

Walton, 2014; Markman et al., 2016; Walton and Kirkwood, 2013). In this vein, earlier 

research pointed out the existence of environmental entrepreneurs, defined as 

entrepreneurs who lead the discovery, evaluation and exploitation of economic 

opportunities that are present in environmentally relevant market failures (Dean and 

McMullen, 2007), to contribute to preserving the natural environment (Shepherd and 

Patzelt, 2011). Environmental entrepreneurs, through their entrepreneurial behaviour, 

aspire to contribute to the preservation of natural resources (Fisher, 2012). Natural 

resources possess unique characteristics which are not easily amenable to market 

allocation (Dean and McMullen, 2007), causing distinctive natural resource constraints 

which push the environmental entrepreneurs to innovative and creative behaviour in 

resource creation, acquisition and combination, to preserve (and improve) the quality of 

the natural. Since environmental entrepreneurs are used to adapting their behaviour to 

overcome the scarcity of resources, we expect that they will deal with natural resource 

constraints in a unique way.  
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The concept of resource scarcity is at the core of bricolage. Originally introduced by Lévi-

Strauss (1966), bricolage was defined as the process of making do with ‘whatever is at 

hand’. Baker and Nelson (2005), who first brought the theory into the entrepreneurial 

realm, extended the concept beyond making do to include refusal to enact (or be 

constrained) by limitations, emphasising an entrepreneurial resistance to environmental 

constraints imposed by others. Bricolage involves reinterpreting depleted environments, 

paying attention to the resources that others dismiss and putting these back into play, 

creating something from nothing in an innovative way (Fisher, 2012; Linna, 2013). 

Finally, the construct of improvisation, meaning the ability to adapt standard ways of 

working and to think creatively to counteract environmental limitations, has been found 

to be a precursor of bricolage (Baker and Nelson, 2005). 

In the realm of entrepreneurship, authors have suggested the lens of bricolage for 

explaining various entrepreneurial dynamics (e.g. Linna, 2013; Sarkar, 2018). Many 

scholars (e.g. Bojica et al., 2018; Janssen et al., 2018; Ladstaetter et al., 2018) have 

stressed the uniqueness of social entrepreneurship, where several forms of bricolage have 

been identified: internal vs external bricolage (Vanevenhoven et al., 2011), material and 

ideational bricolage (Molecke and Pinkse, 2017), and conventional-based bricolage 

(Duymedjian and Rüling, 2010). Other academics have studied bricolage in venture 

creation, a moment when most entrepreneurs suffer substantial resource constraints 

(Senyard et al., 2010). Although much about the bricolage of social entrepreneurs has 

previously been said, other types and contexts of entrepreneurship should be investigated 

(Di Domenico et al., 2010; Janssen et al., 2018). Moreover, as Sarkar (2018) also noted, 

more attention needs to be paid to resource assembly and not only to opportunity 

discovery in the entrepreneurial realm. Resource constraints faced by environmental 

entrepreneurs are distinctive and unique. Thus, the specific context of environmental 

entrepreneurship represents an opportunity to further refine the concept of entrepreneurial 

bricolage. This acknowledgement is implicit in our research question: ‘How do 

environmental entrepreneurs acquire and combine resources in a resource-scarce 

environment?’. We believed that the individual level of analysis was the most 

appropriate. Defined as dreamers and pioneers (Mair and Martí, 2006) the individual 

bricoleurs focus on solving problems not previously tackled, combining easily accessible 

(and often free) resources – both tangible and intangible –. 
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3. Methods and data  

3.1 Sample selection  

We followed Eisenhardt and Graebner’s (2007) guidelines for ‘theoretical sampling’ and 

we focused on a specific setting that would assist in our theory-building efforts: the wine 

industry. Our sample consisted of wine entrepreneurs who belong to the Italian wine 

industry and who had adopted a biodynamic agricultural approach. Our rationale for 

selecting this sample was three-fold. First, the wine industry is known to be facing several 

environmental issues (Ene et al., 2013), which makes it a context where resources, such 

as water and soil, or natural dynamics essential for wine production, are seriously 

threatened. Attention to natural resource constraints has prompted wine entrepreneurs to 

search for biodiversity and efficient machinery, with the aim of optimising products’ 

(pesticides and fertilisers) use and water (Annunziata et al., 2018).  

Secondly, it is an appropriate setting given its worldwide recognition as a top wine 

producer in terms of the volume and number of existing wineries, the quality of wines 

produced and the biodiversity of cultivated grapes. Italian agriculture is also a European 

frontrunner in recycling, industrial waste recovery and carbon dioxide emission reduction 

(Fortis and Sartori, 2016).  

Lastly, according to Villanueva-Rey, Vázquez-Rowe, and Moreira (2014), both organic 

and biodynamic viticulture has begun to be applied in many vineyards as attractive 

alternative agricultural techniques, and Italy is spearheading this trend. Biodynamic 

viticulture is a specific type of organic viticulture based on a holistic approach concerning 

the exploitation of the natural resources, taking into consideration the sustainability of 

various elements, such as the crops themselves, animal life preservation and the 

maintenance of a high-quality soil, in order to recover, preserve or improve ecological 

harmony. Labels and certifications often prove the quality of wine produced and land 

biodiversity. In the biodynamic agriculture field, Demeter is the largest certification 

organisation. Established in 1928, it currently covers over 50 countries. Demeter certifies 

that biodynamic products meet international standards in production and processing, 

verifying that objectives, including biodiversity and ecosystem preservation, soil 

husbandry, livestock integration, the prohibition of genetically engineered organisms and 

viewing the farm as a living ‘holistic organism’, are fulfilled. In the Italian context, up to 

61 wine realities (producers, distributors, etc.) achieved Demeter’s biodynamic 

certification. The sample of this research was selected based on these certified 
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entrepreneurs. Even if, out of the sample, some informants were the founders of the 

winery, while others were second-generation entrepreneurs, they all had been responsible 

for the introduction and implementation of biodynamic production and related resource 

processes. Table 1 provides their demographics.  

 

Table 1. Environmental entrepreneurs.  

Case Gender Age Region Founder Demeter certification 

#01 Male 41 Tuscany No 2015 

#02 Male 73 Emilia-Romagna Yes 2001 

#03 Male 37 Veneto Yes 2017 

#04 Male 35 Trentino-Alto Adige Yes 2004 

#05 Male 33 Trentino-Alto Adige Yes 2010 

#06 Male 55 Veneto Yes 2005 

#07 Female 35 Lombardy Yes 2010 

#08 Male 42 Trentino-Alto Adige Yes 2004 

#09 Male 65 Emilia-Romagna Yes 2009 

#10 Male 67 Lazio Yes 2007 

#11 Male 56 Emilia-Romagna No 2013 

#12 Male 52 Emilia-Romagna No 2015 

#13 Male 58 Piedmont No 1996 

#14 Male 56 Piedmont No 2013 

#15 Female 47 Abruzzo No 2014 

#16 Male 47 Abruzzo Yes 2012 

#17 Female 37 Piedmont Yes 2007 

#18 Male 55 Piedmont No 1971 

#19 Male 31 Piedmont No 2007 

#20 Male 34 Lombardy Yes 2015 

 

Although the final sample consists of small number of entrepreneurs (20), the choice is 

aligned with a qualitative research strategy, which needs not have a large sample as it 

allows to concentrate on a very small sample of individual entrepreneurs – here, 

Demeter’s certified biodynamic entrepreneurs – (Dana and Dana, 2005).  
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3.2 Data collection 

To generate new and theoretical insights, we adopted a qualitative inductive research 

approach. Such inductive enquiry is especially appropriate when asking ‘how’ questions 

(Barratt et al., 2011). Data collection included primary and secondary data sources, 

where, respectively, primary data were identified through semi-structured interviews, 

while secondary data sources included wineries’ websites and eventual online interviews 

(videos) available on their websites.  

First, we identified our informants from Demeter’s biodynamic winemakers’ list and 

executed a preliminary analysis by looking at their websites to confirm the wine 

entrepreneurs’ real biodynamic production and to search for some resource-related 

information). Second, we called them and arranged a field visit to conduct an interview. 

Out of 61, we reached a ‘theoretical saturation’ (Glaser and Strauss, 1967) talking with 

20 biodynamic entrepreneurs, depending on their availability to speak with us and to 

explain how they overcome natural resource constraints. We employed a semi-structured 

interview to provide as wide a scope as possible for data collection (Corley and Gioia, 

2004). Interviews lasted from 45 to 60 min each and were combined with notes taken in 

Italian, which were then translated into English. To respect the anonymity of our 

informants, the names have been allocated a code (see Table 1). We developed an 

interview guide, which included broad questions about the background, motivations and 

activities of the entrepreneurs and specific questions about their relationship with the 

environment and their determination to preserve it. Once these concepts were identified, 

informants, using emerging terms, were stimulated through discussion to allow new 

concepts and constructs to emerge (Yin, 1999), focusing the discussion on processes and 

methods they used to acquire and combine resources. The semi-structured interviews 

were conducted over seven months (May to November of 2018). Data were collected by 

the first author, allowing the second author to maintain a valuable distance. Interviews 

were recorded to ensure that the answers were not misinterpreted and later transcribed 

verbatim with both authors reading and analysing them, thus reducing the risk of personal 

bias.  
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3.3 Data analysis 

Since Gioia et al.’s (2013) methodology has been suggested as well-suited for 

understanding the lived experiences of informants (Gehman et al., 2018), we based our 

analysis on it and started by reading and listening to the interviews several times, 

constantly dialoguing between ourselves, looking for similarities and differences amongst 

emerging categories and solving problems of interpretation. We delved deeply into words 

and their meanings to find evidence of potential new bricolage processes. Firstly, we 

individually applied an open coding (Strauss and Corbin, 1998), retaining, whenever 

possible, the informants’ own terms (Corley and Gioia, 2004; Gehman et al., 2018). After 

consulting with each other, we came up with a constellation of 31 first-order concepts. 

Through a highly iterative process and by establishing similarities and resolving, or 

clarifying, differences amongst the codes, the number of initial codes was reduced to 20 

first-order themes. Next, we proceeded with axial coding (Strauss and Corbin, 1998), 

looking for relationships, deeper structures and processes within these categories, thus 

engaging in second-order themes. In this step, we approached the theoretical realm, 

further exploring the literature, to find emerging themes that might have helped us 

describe and explain the phenomena we were observing (Gioia et al., 2013). In this step, 

our analysis, which combined new insights with literature, provided support for existing 

constructs of bricolage – making do, refusal to enact (or be constrained by) limitations, 

and improvisation – but also allowed new environment-related concepts to emerge. Even 

this step was a back and forth process, which, through meetings and discussions, allowed 

us to combine the 20 codes into a final list of six second-order themes. The last step 

required the identification of the aggregate dimensions, focusing on examining the 

relationships amongst and within second-order themes and setting on environmental 

bricolage as a unique aggregate dimension. Table 2 provides a graphic representation of 

the data structure.  
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Table 2. Data structure. 

First-order concepts  Second-order themes  Aggregate dimension 
  

Making do 

 

Environmental bricolage 

Use of old knowledge and production techniques   
Recombination of resources   
Exploitation of local resources   
   
  

Refusal to enact by 
limitation 

 
Cultural acknowledgement    
Inadequate (unsustainable) market return   
Climate-related business   
   
  

Improvisation 

 
Initiating several experiments and adapting them   
Self-taught knowledge   
   
  

Environmental value 
creation  

 
Consciousness of the planet   
Recycling   
Biodiversity creation for equilibrium   
Environmental choice of resources   
Environmental piety   
   
  

Sensibilisation 

 
Land promotion   
Transmission of knowledge   
Environmental sense-giving   
Community involvement   
    
  

Network 
establishment  

 
Network as a resource provider   
Learning through network   
   

4. Findings 

Our analysis suggests the existence of a peculiar and distinct resource bricolage model 

related to environmental entrepreneurship: the environmental bricolage. Table 3 provides 

representative quotations supporting each of first- and second-order themes.
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Table 3. Data table. 

SECOND-ORDER 
THEMES 

First-order concepts 

Representative quotations Case 

   
MAKING DO  
Use of old knowledge and 
production techniques 

‘Biodynamic is a philosophy. But, in my opinion, is it also a science. An applied science. We already knew 
many techniques, we already saw something from our grandparents, from their tales. You may have heard 
them saying “we bottle and prune following the moon”. We received a strong influence from them, which we 
then adapted in our activity, giving it a pseudoscientific basis’.   

#14 

Recombination of resources ‘Well, we needed some electrical pumps. But, in those years, to get an electrical pump was quite impossible. 
How did we do it? Well, we searched a lot, and, in the end, we found something. But in the beginning, we built 
it by ourselves, using the washing machine motors. […] we made do with what we had’.  

#13 

Exploitation of local 
resources 

‘To cultivate in a biodynamic manner is way more complicated. You must manage the soil. You work the land. 
You put bacteria in the soil, the same bacteria you cultivate in the farm. It means the fertilization is made with 
resources from the farm itself. The goal is to create a humus layer, that now, in current farms, in current 
vineyards, has almost completely disappeared’. 

#06 

REFUSAL TO ENACT  
BY LIMITATIONS  

Cultural acknowledgement ‘The biggest obstacle is surely the cultural one. Biodynamics obviously bring a different cultural message, that 
is a philosophy about the whole life, not only about farm. But, you know, if the organic is already a niche, 
Demeter is an even smaller niche. As we were saying before, it is another very difficult cultural transition’.  

#03 



56 
 

SECOND-ORDER 
THEMES 

First-order concepts 

Representative quotations Case 

   
Inadequate (unsustainable) 
market return 

‘In the last years, big producers started to move towards organic products and, obviously, they have a 
commercial power way higher than mine […]. Now, at the supermarket, you see more biological products than 
traditional ones. Do you know why? Because you get paid. […]. But I was convinced my way was the right 
way, the honest way to work. So, I kept in behaving honestly’.  

#11 

Climate-related business ‘Since you are at the mercy of rains and climate, this is a very fluctuating business. You may have years where 
you have an insane production and some others where you produce less […]. The main issue for a farm is the 
climatic variable, it is always uncertain, and you can’t control it’.  

#19 

IMPROVISATION  
Initiating several 
experiments and adapting 
them 

‘You must experiment; you must test. Since I was ignorant about it, I have done so many trials. And the results 
were not always the best.  Step by step […]. Obviously, you must test everything. It was a continuum trial, an 
experiment. Sometimes we put into the soil the horn manure, sometimes the horn silica, it depends. But we do 
not follow a strict rule, we observe, we try, and we bet on quality. It is an in itinere process’ 

#12 

Self-taught knowledge ‘I needed books to learn. So many readings. And classes. I actually read a lot about the main biodynamic 
influencer. Even now, as soon as I have a moment, I try to read as much as I can. Think that I look forward to 
summer holiday to go to the seaside, these three to four days, every three years more or less, and while my 
wife plays with my daughter, I am happy because I can read’. 

#14 

ENVIRONMENTAL GAIN 
Consciousness of the planet 

 
‘I have studied agriculture, and during my studies, I have developed the belief that the three main elements for 
agriculture, that are air, water, and soil, are limited. This is the reason why I moved towards a more respectful 
way of production, of cultivation, of farming’.  

 
#03 
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SECOND-ORDER 
THEMES 

First-order concepts 

Representative quotations Case 

   
Recycling ‘In everything I do, I care about the recycling aspect. But, I mean, I have no choices. […]. For instance, I try 

to use bottles or corks which are biodegradable or, at least, recyclable. This is why, if I buy something, to me, 
it makes no sense to buy something with a strong environmental impact’. 

#15 

Biodiversity creation 
for equilibrium 

‘The main objective of the biodynamic methods is to create auto-sufficiency. And I believe I have reached it. 
My farm lives in harmony, with animals, even wild animals’.  

#11 

Environmental choice of 
resources 

‘Yes, the backpacks […]. The real problem is to find them. Now you can find them only made of plastic, but 
I don’t want them. I want a copper backpack. They do not pollute as plastic does’.  

#05 

Environmental piety ‘[…]. It was clear to me that it was possible to have a different approach, that corresponded exactly with what 
I was looking for. It was not only the rejection of chemical products. It was way better, way more complex 
than the organic vision. Biodynamic, to me, was a way to find the good alternative. […]. With these techniques 
you help the soil, you bring something to it, something positive’.  

#01 

‘Then, I was able to turn a poisoned soil into a healthy one. And this is the greatest satisfaction ever’.  #11 
SENSIBILISATION  
Land promotion ‘With this job, I have tried to respect and help the environment. In fact, I have not only decided to study native 

vineyards, but also to reinstall them’.  
#10 

Transmission of knowledge ‘From attending some courses, we started to organize some. At an international level, also. For instance, the 
last one ended last week. […]. It was a ‘full immersion’ of four days, but you could learn a lot.’  

#09 

Environmental sense-giving ‘Before your visit, I was here with some clients. […] I believe that they went back home fascinated by my 
story, fascinated by what I have told them, how I have told them. It is important to transmit it, to talk about it. 
But, more than this, it is fundamental how you talk about it. Because if you use your passion, your inner 
passion, well, you hit the heart of the person in front of you’. 

#02 
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SECOND-ORDER 
THEMES 

First-order concepts 

Representative quotations Case 

   
Community involvement ‘We organize children’s courses. We collaborate with schools and kindergartens. And they were very 

successful. Every year we are forced to close the registrations because there is not enough space. […]. It is a 
way involve the community, aiming to change something’. 

#09 

   
NETWORK ESTABLISHMENT  
A network as a resource 
provider 

‘We are two hundred partners, and we produce them [composts]. We make the horn manure the first weekend 
of October, and the horn silica the first of May. We do composts all together, and there is a continuous 
exchange’.  

#04 

Learning through network ‘I am always attending conferences, courses. It is a continuous instruction. With the associations, we have 
meetings; we exchange understanding and knowledge. There is a strong cohesion with the other farmers. And 
I am really grateful for it. This is how farmers should behave’.  

#04 

Certification organization as 
a knowledge provider 

‘Demeter offers many courses about biodynamic practices. And it is a big advantage for us. It is also able to 
guarantee you along the whole supply chain, till the end of your production. Controls are strict but very useful’. 

#15 
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4.1 Making do 

Lévi-Strauss (1966) described the first concept of bricolage, making do, as ‘always make 

do with whatever is at hand’. The interviewed environmental bricoleurs engage in 

resource acquisition processes, such as the use of old knowledge and production 

techniques, recombining and exploiting local resources. 

The Italian wine industry is not only characterised by physical resources. Hidden assets 

(Linna 2013), such as traditional or indigenous knowledge, have a fundamental role, but 

they were often moved to the background due to more modern chemical and agricultural 

practices. However, biodynamic production involves a new forma mentis based on 

techniques and knowledge discarded by others. This concept was very well explained by 

informant #11:  

I already have some knowledge about it because my father, around 1946, 

hung out in these areas. I don’t know what he was doing when he was here, 

or why he came here, but he grabbed my books about biodynamic 

production. The first volume, from 1946, contains the same information, the 

same ‘secrets’ we are talking about today.  

Moreover, the concepts of recombination and exploitation of local resources, which are 

ascribable to the concept of making do, were clearly expressed by our informants. 

Specifically, environmental entrepreneurs make do with what they already have, both 

regarding production machinery and agricultural products for biodynamic production. 

This idea is emphasised by the following statement: 

The soil was ready because the company was already ongoing, and we 

already hold a biodynamic approach. But, regarding resources, we began by 

preparing everything by ourselves. For instance, a very nice thing is the 

preparation of the cow horns manure. It’s really funny. We always prepare 

them in September, during Saint Michael Day. We use what we have, our 

resources, to produce these horns for biodynamic agriculture. That’s how we 

get our hands dirty. I don’t think that those who buy the composts are real 

biodynamic farmers. To preserve the land, to create equilibrium, you must 

do it by yourself.  

Here, informant #15 expresses two concepts. While the first one is related to the 

recombination of resources (cow horns and manure), the second is linked to the idea of 

caring about the environment by using only local resources. Entrepreneurs are extremely 
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conscious about biodiversity loss, and they believe in reclaiming it by exploiting local 

natural resources. 

4.2 Refusal to enact by limitations 

Environmental entrepreneurs face several limitations but, at the same time, they tend to 

disregard these limitations; instead, they try new solutions, observing and dealing with 

the results (Baker and Nelson, 2005). Due to their intrinsic esoteric aspects, biodynamic 

methods are not easy to accept, being significantly different from both conventional and 

organic agriculture. Consequently, as informant #09 pointed out, people do not 

acknowledge this kind of production as the correct one, believing it is something too far 

from what they can conceive as true and effective: 

The main obstacle is surely the cultural one. The difference between the 

conventional approach and the organic one is minimal. Regarding products 

used, you substitute chemical processes with some natural processes. But the 

agricultural cycle, the way of production, is the same. With the biodynamic 

approach instead, you must change your paradigm. Completely. You must 

reach harmony with another kind of world.  

 

In addition, entrepreneurs face an inadequate (unsustainable) market return. However, 

even if their business is not profitable enough, they irrevocably refuse to be constrained 

by this limitation, trying to adapt their business by focusing on their products’ quality 

rather than quantity. This leads to an obvious reduction in sales and a related lower market 

return.  

Biodynamic bricoleurs challenge limitations imposed by natural resource constraints by 

adapting their working techniques to the new natural environment they currently face, 

which has already been partially modified by climate change. Entrepreneur #04 stated: 

Then, you have the agronomic aspect. We, as farmers, have the task to stop 

Co2, not to increase it. Otherwise, the consequences are devastating. You can 

also perceive it. I mean, it’s the 15th of November, and it’s 16°C. It’s not 

normal at all. This is not the right temperature. We must figure out a solution. 

We need a radical change.  

Due to climate change, and the fact that agricultural activity, per se, is a kind of activity 

subject to climatic variables, such as rain, wind, snow, etc., respondents explained how 

they had to change their behaviour to face resource availability differently than they had 

previously.  
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4.3 Improvisation 

In order to reply to resource constraints, environmental bricoleurs often incur in 

improvisation, as Entrepreneur #17 stressed: 

Since I haven’t ever tried to cultivate with a biodynamic method, you must 

try. You trust in what he/she says, or what another he/she says. But each soil 

is different; each culture is different. What works for you, for your vineyard, 

is maybe ineffective for me. You must adapt to the situation, try, make 

mistakes, and try again. Each situation is different.  

Improvisation appears to be “a deliberate and substantive fusion of a novel production” 

(Miner et al., 2001) where entrepreneurs often improvise by conducting a range of 

projects, constantly responding to potential opportunities (Di Domenico et al., 2010). 

Environmental entrepreneurs, through experiments and trials, find the best-fit approach 

for cultivating and managing their vineyards. This confirms the occurrence of 

improvisation as a precursor to bricolage (Baker and Nelson, 2005).  

Moreover, several informants told us about their knowledge acquisition process, based 

mainly on self-education. Biodynamic agriculture, even if rooted in old agricultural 

techniques, is quite a new approach. Informants accurately described their learning 

process as a method of taking steps, such as reading books, attending courses, spending 

time attempting to select the right knowledge sources or simply googling ‘biodynamic 

agriculture’ to find initial information. For both intellectual and practical learning, they 

had to persevere to try to make things work.  

The constructs of making do, refuse to enact by limitations and improvisation are often 

associated with resource bricolage. However, we found that, given its peculiar resource 

constraints, three further resource acquiring and combining processes characterise 

environmental bricolage. We discuss these processes in the next sections.  

 

4.4 Environmental Gain 
The need to preserve the ‘beauties of the earth’ and the importance of protecting natural 

resources has been emphasized by many scholars (e.g. Shepherd and Patzelt, 2011). Even 

if environmental entrepreneurs are defined as solvers of environmental degradation who 

expressly resists this natural resource exploitation, all the informants stated that they aim 

to go beyond it. They do not only restore the environment, but they also feel the need to 

achieve an environmental gain. Given their belief that this is the only fair way of 
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behaving, their objective is to bring a positive impact to the environment, helping it to 

regain its lost biodiversity. This process involves five approaches to resources: 

consciousness of the planet, recycling, biodiversity creation for equilibrium, 

environmental choice of resources and environmental piety.  

Across our cases, true respect of natural resources and consciousness of natural laws and 

related current destruction were perceived. Processes, such as recycling and an 

environmentally responsible choice of resources are driven by an awareness of the planet, 

nature and its forces and laws. This was borne out by the quotations of various informants: 

Nowadays, people are focused on ‘today and now’. But we are killing, 

destroying our planet. How is it possible that seeing all this, we do not act? 

I often wonder about parents with children and, especially, about bad 

education they provide them. How can they leave their children in a place 

with nothing? Temperature level is increasing by 3°C, and it means glaciers 

are melting, it means we are slowly destroying the planet (#17). 

The responsible use of resources was also emphasised with regards to the acquisition 

process and the entire production chain. In every single step of it, environmental 

bricoleurs care about the environment above all. Moreover, recycling means waste 

minimisation and gain for the planet. Biodynamic production is used to generate a soil 

equilibrium, a sort of harmony within nature itself, which is strictly related to a decrease 

in resource use. Creating a self-sufficient reality allows the entrepreneur to naturally 

dispose of resources, without the need to buy them, and, at the same time, to generate a 

positive impact through biodiversity achievement. Environmental bricoleurs see the 

environment as a complex, interconnected system in which every element has a role and 

may have an impact on the other elements. This could be called an ‘environmental piety’, 

a fidelity to environmental obligations. In the choices they make, they always feel a 

devotion to and an affection for the environment. They not only respect it; they treat it in 

a good way. Thus, they strive to create a positive impact. A strong connection with the 

environment is the key to bricoleurs’ behaviour that promotes value and biodiversity:  

Everything lies in the way you work and how you grow the vines. We should be 

able to walk a mile in vine’s shoes. Vines produce grapes to reproducing, not for 

us, not for making wine. If we have it in mind, then we do not use chemicals, or 

pesticides, etc. If you think like that, you will not adopt so many conventional 
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practices, but rather you would try to generate value, to create something new 

(#05). 

4.5 Sensibilisation 

Evidence from the interviews highlights the use of sensibilisation as a method to 

overcome resource constraints and acquire resources. Entrepreneurs, thanks to the land 

promotion, the transmission of knowledge, environmental sense-giving and community 

involvement, aim to change people’s mind-set and, consequently, their behaviour. More 

accentuated and comprehensive care for the environment leads to greater resource 

preservation and reduces environmental degradation. Entrepreneurs recognise soil as the 

most precious resource, something they cannot afford to lose. Sensibilisation actions are 

driven both by their environmental piety and by the awareness that wine quality is 

intimately related to soil quality. Italy boasts a high biodiversity of cultivated grapes 

(Fortis and Sartori, 2016) that its winemakers want to protect: 

Valtellina is a land made of terracing, especially if we talk about vineyards. 

Terracing is difficult to treat and to cultivate, and, for these reasons, it has 

been left behind in the past years. What we do is to try to make people and 

farmers who live around here, to think different. That is, to not leave these 

lands, but try to rebuild them. We look for attracting their interest in a 

healthier kind of agriculture (#07). 

The use of sensibilisation can be considered an important channel not only for the 

transmission of technical knowledge but also for environmental sense-giving. Sense-

giving is defined as an attempt to influence an outcome, to communicate one’s thoughts 

about change to others and to gain their support (Gioia and Thomas, 1996). According to 

this definition, similar to the one used by Mair and Marti (2009), who stated that 

bricoleurs try to influence the way in which others understand them, we defined 

‘environmental sense-giving’ as the attempts of environmental bricoleurs to change 

people minds by explaining the concrete reasons at the basis of their ideas. Their efforts 

are focused on trying to ‘hit’ people to make them change their vision of the world and 

recognise that a solution to degradation is more than urgent. 

The last aspects, instead, refer to the process of creating social value through community 

involvement. It becomes a means for developing environmental attention to open 

peoples’ eyes about natural issues, aiming to shape their behaviours towards responsible 

actions and resource preservation.  
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4.6 Network establishment 

Establishment of a network also characterises environmental bricolage. Network 

bricolage was defined by Lévi-Strauss (1966) as a ‘dependence on pre-existing contact 

networks as the means at hand’. We have previously explained how these entrepreneurs 

have acquired their knowledge through a self-education process, but the network is also 

an important source of tangible and intangible resources. Environmental bricoleurs 

exploit being part of a team, usually at a regional level. Their network is not only a source 

of continuous learning but also a means for assembling resources they need in their 

production processes:  

We have a strong group here in Alto Adige. I believe we are now more than 

200. And we have our days where we prepare the composts and take what 

we need […]. We also do some other activities together, related to the 

resources we need, such as the harvest of the flowers. I am talking about the 

valerian, the dandelion, the achillea, etc. (#08). 

Another emerging aspect is worth emphasising: the certification organisation as a 

knowledge provider. The application of biodynamic agriculture was often demonstrated 

by Demeter certification that was for some respondents, especially at the beginning of 

their activity, a source of valuable advice. As Informant #05 pointed out: 

To obtain the biodynamic certification is far from an easy process. In 

comparison with organic certification, controls are much more restrictive 

and done in-depth. I mean, people come here to see the land; they take and 

analyse samples. This can surely bother you but, in the end, is a way for you 

to have feedback and suggestions about your agricultural techniques. You 

can understand if you’re achieving or not your goal of biodiversity creation.  

  

In summary, the six constructs described have allowed us to extend the generic concept 

of bricolage into the context of environmental entrepreneurship. In Table 4 we propose 

our conceptual framework of environmental bricolage.  
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Table 4. Framework of environmental bricolage.  

Proposed framework 
of environmental 

bricolage 
Explanation 

Making do Combination of natural resources/making do with resources at 
hand. Creating something from nothing using limited natural 
resources, making do with locally available resources, and 
exploiting hidden and untapped intangible resources, such as 
old knowledge.  

Refusal to enact by 
limitations 

Refusing to be constrained by limitations in their mission 
achievement. Trying solutions to overcome a closed cultural 
acknowledgement, an inadequate market return and a business 
dependence upon climate change and loss of biodiversity and, 
consequently, upon resources.  

Improvisation Improvising through trial and error. Trying best-fit approaches 
within the constraints of the materials and limited cultural 
resources.  

Environmental value 
creation 

Generating a positive impact on the environment. Overcoming 
resource scarcity through recycling, choosing machinery 
which does not damage the environment and working hard in 
re-establishing a natural equilibrium.  

Sensibilisation Environmental preservation as an attempt to change people’s 
mind-sets and to align their goals with the ones of the 
environment.  

Network 
establishment 

Networking for acquiring precious resources, in terms of 
knowledge, culture, and essential natural resources. 
Certification organization as a resource provider.  

 

5. Discussion 

Our research showed evidence that a distinctive bricolage exists in environmental 

entrepreneurship. We proposed a conceptual environmental bricolage framework, made 

up of six different processes that environmental bricoleurs use to identify, acquire, use 

and combine resources in a resource-scarce environment: making do, refusal to enact by 

limitations, improvisation, environmental gain, sensibilisation, and network 

establishment. Thus, environmental entrepreneurs tailor their activity as the only fair 

acceptable way of behaving, able to provide a positive impact on the environment, to 
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resist environmental degradation and to preserve the ecosystem and its biodiversity. 

Biodynamic production is a unique way to let the environment gain.  

Being mindful that Fisher (2012) stated the need to explore new entrepreneurial theories 

(e.g. effectuation, bricolage, etc.) and their role in comprehending entrepreneurial 

behaviours, we have followed the need to improve the understanding of specific 

entrepreneurial actions by applying and carefully adjusting the concept of bricolage to 

context-specific entrepreneurial actions. Thus, we believe our contribution is two-fold. 

This study contributes to the concept of bricolage as resource acquisition and combination 

process in a different context thus advancing the understanding of bricolage as a broad 

concept. We confirmed that the constructs of making do, refusal to enact by limitations 

and improvisation are also valid for environmental bricolage, but we further uncovered 

three new constructs: environmental gain, sensibilisation and network establishment. 

Consequently, environmental bricolage is distinct from social bricolage or previous 

conceptions of bricolage.  

Moreover, we have produced insights for environmental entrepreneurship literature, 

demonstrating that natural resources are so relevant for environmental entrepreneurs that, 

in the resource-related processes, they adopt a unique bricolage approach to face these 

constraints. Data from informants validate that environmental entrepreneurship is not 

only a means to fight environmental degradation and loss of biodiversity, but it also 

allows bricoleurs to have a positive impact on nature, providing an environmental gain to 

the planet. This has a practical implication for entrepreneurs, who are legitimised to use 

bricolage as a way to acquire and combine resources to unlock potential new sources of 

value (Welter et al., 2016). The research conducted also has a role in highlighting that 

environmental entrepreneurs need to understand the importance of bricolage as a means 

through which greater environmental and social impacts may be achieved, and through 

which they can pursue both environmental and economic goals.  

Ultimately, our research may have implications for mentors and educators. The definition 

of the social bricoleur by Mair and Marti (2006), as a dreamer and a pioneer, because he 

tries to solve problems not previously tackled, also enjoys support from some of our 

informants. Environmental bricoleurs are creators (Welter et al., 2016), are visionaries, 

who know how to deal with resources in the choices they make and the learning 

experience they get from a fair resource combination. Moreover, as suggested by Mair 

and Marti (2009), during the bricolage process, different types of resources come into 

play (material, human and cultural). Thus, first of all, mentors may encourage 
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entrepreneurial teaching through the use of bricolage; secondly, they can encourage 

future entrepreneurs to evaluate the bricolage process as a resource learning provider, a 

knowledge generator, and as an experiential learning opportunity (e.g. An et al., 2018; 

Boxenbaum and Rouleau, 2011; Duymedjian and Ruling, 2010).  

6. Conclusions 

The study provides an in-depth understanding of how environmental bricoleurs acquire 

and combine resources in a context where several types of resource constraints exist. 

Wine entrepreneurs have developed specific practices in dealing with resources that range 

from recycling to both continuously recombining available resources and exploiting 

networks as material and cultural resource providers. However, even if a specific 

bricolage framework emerges from our data, we recognise that much work is needed to 

refine and extend it.  

This study was based on qualitative data, with primary and secondary data sources 

analysed using Gioia et al.’s (2013) methodology. In accordance with this method, our 

goal was not to provide statistically generalizable conclusions (Omorede, 2014). 

Nevertheless, a way to enhance the credibility of this study would be to further carry out 

qualitative methodologies, so that the concept of environmental bricolage may be better 

refined and consequently tested through the use of quantitative research.  

The second limitation is that this was not a longitudinal study. Multiple longitudinal 

interviews may reveal if entrepreneurs persist in using the bricolage approach, or if they 

move to other processes. Our suggestion is based on the difference between parallel and 

selective bricolage as introduced by Baker and Nelson (2005). While parallel bricolage 

refers to the adoption of a bricolage homogeneously and repeatedly used across multiple 

domains, other bricoleurs adopt it selectively. A longitudinal study may reveal if 

environmental entrepreneurs reject bricolage, or if environmental bricolage’s processes 

are then mixed with processes of social bricolage, according to potential changes in 

individual entrepreneur’s goals and values.  

Additional limitations are related to the sample and the context of the study. The decision 

to focus only on the wine industry is a limitation, but also an appropriate choice because 

of its characterization as an industry where natural resources are visibly diminishing 

(Santini et al., 2013). Moreover, we carried out our interviews in the Italian context. 

However, since the Demeter certification operates on an international scale, we suggest 

developing future studies comparing other countries. This could refine both the role that 
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institutional, social and environmental contexts play in resource acquisition and 

combination processes for environmental entrepreneurs and the role that the certification 

community and the sharing of values may have on environmental bricolage processes. 

All the entrepreneurs we analysed belong to the biodynamic community, and with our 

research design, we could not fully understand the different contribution that joining a 

community of environmental entrepreneurs could provide compared to environmental 

entrepreneurs who live in areas where this community is not available.  

Lastly, the proposed framework of environmental bricolage is focused on those 

environmental entrepreneurs who aim at creating environmental value by reducing the 

consumption of resources that are scarce and exerting a positive impact on the 

environment itself. However, academics are, currently and to a large extent, also paying 

attention to the use of ecosystems capacity as a waste storage. Such activities may require 

an additional study of bricolage, and represent a bright opportunity to validate and refine 

the model of environmental bricolage in other resource constrained industries.  
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NAVIGATING MISSION DRIFT AND MISSION LOCK-IN IN SOCIAL 

ENTERPRISES: THE ROLE OF AUTHENTICITY3. 

	

 

Abstract 

This study explores the role of authenticity in social enterprises. We argue that the search 

for authenticity, which is composed of different perspectives and entails several internal 

dynamics, is what enables a social enterprise to navigate the typical tensions integral of 

its organizational form:  mission drift and mission lock-in. Relying on an inductive in-

depth case study of a social enterprise which operates in the field of tourism and, more 

specifically, addressing concerns about overtourism, we show that the authenticity sought 

by the company takes the form of consistency, conformity, connection, and 

experimenting. This helps the social enterprise navigate the above-mentioned tension.  

 

Keywords: authenticity, social enterprises, mission drift, mission lock-in, tourism. 

  

																																																								
3 Status: Journal of Business Ethics. To submit.	
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1. Introduction  

 The concept of authenticity has fascinated scholars across a wide variety of 

disciplines (Liedtka, 2008), and a growing number of definitions have been associated 

with it. Across a spectrum ranging from ancient philosophers to current academics, 

authenticity seems to go beyond the simple and more traditional view of being true to 

oneself (Wang, 1999). Studies on authenticity encompass several contexts, but recently 

this concept has knocked on the door of management studies, since it informs a number 

of central topics related to management, organizations, and business (Lehman, O’Connor, 

Kovács and Newman, 2019).  

 In this paper, we explore the role of authenticity in a social enterprise, following 

the call by Mazutis and Slawinski (2015) for future research on the relationship between 

authenticity and social enterprises. Since they combine social and economic goals, it is to 

be expected that questions about authenticity might also be important for social 

enterprises, just as Liedtka (2008), pointing at the intersection of strategy and business 

ethics, has argued that the search for a more authentic corporation might improve both 

the moral good and business outcomes. Social enterprises have received increasing 

attention in recent decades (Ramus and Vaccaro, 2017), representing a fresh and novel 

way to tackle complex social issues. However, social entrepreneurs may face the risk of 

incurring mission drift or mission lock-in, which leads them to, respectively, pay more 

attention to the economic aspects, thus pushing the social mission into the background 

(Battilana, Lee, Walker and Dorsey, 2012), or vice-versa (Copestake, 2007). Therefore, 

in this paper we focus on the following research question: “How can authenticity help 

social entrepreneurs navigate the tensions of mission drift and mission lock-in?” 

 To answer our research question, we analyse a single in-depth case study: 

Authenticitys. Established in 2014, this social enterprise consists of an online platform 

that, by connecting visitors with local experiences, aims to bring them to positively 

impact cities, generating a community of conscious travellers. Although Authenticitys 

operates internationally, most of the data were collected in Barcelona, the headquarters 

of the enterprise, where the power of social impact can be significant, Barcelona being a 

city that suffers heavily from overtourism. The analysis of our data suggests that the 

search for authenticity—through consistency, conformity, connection and 

experimenting—helped Authenticitys to navigate mission drift and mission lock-in.  

 The remainder of this paper is organized as follows. In the next section, we review 

the relevant literature on authenticity in management, social enterprises’ tensions, the 
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concept of authenticity in tourism and overtourism, to lay out our theoretical framework. 

In the methodology section, we describe our research context, our case study and our 

approach to data analysis. We then present our findings and conclude by discussing them, 

outlining our main contributions, and finally proposing avenues for future research.  

 

2. Literature Review 

2.1 Authenticity in management literature 

 What does authenticity mean? While ancient philosophers saw it as an individual 

moral virtue in the midst of social decadence, often exemplified by the figure of Socrates, 

more contemporary thinkers regard it as the capacity to make ethical choices involving 

conflicting individual and collective goals (Novicevic and Harvey, 2006). Even if, 

broadly, authenticity is often defined as being true to oneself (e.g. Harter, 2002; Peterson, 

1997), it is also explained as one’s behaviours being consistent with one’s personal values 

(Gardner, Avolio, Luthans, May and Walumbwa, 2005), or doing what one says (Eggers, 

O’Dwyer, Kraus, Vallaster and Güldenber, 2013). It is related to making choices 

(Svejenova, 2005); choices that are coherent with the past (Bovens, 1999) or with an 

envisioned future about who the individual would like to become (Ibarra, 1999). 

Recently, in analysing the construct of authenticity, Lehman et al.’s (2019) literature 

review outlines that, despite its apparent consensus, the same term ‘authenticity’ is used 

in different ways by various scholars. According to the authors, authenticity has been 

approached from three distinct perspectives: authenticity as consistency – an entity is 

authentic to the extent that it is consistent in terms of its external expressions and its 

internal values and beliefs –, authenticity as conformity – an entity is authentic to the 

extent that it conforms to the social category to which it has been assigned or that it has 

claimed for itself –, and authenticity as connection – an entity is authentic to the extent 

that it is connected to a particular person, place, or time as claimed –. 

 It is not surprising that, besides authenticity being a relevant construct in the fields 

of philosophy and psychology, which have studied the meaning and discrepancies of the 

concept, management scholars have become equally enamored by the topic in recent 

years (Lehman et al., 2019). Even if some consider this research as still early-stage 

(Roberts, Cha, Hewline and Settles, 2009), the last years have seen a growing number of 

management and organizational scholars examine the nature and benefits of authenticity. 

Over the last decade, in particular, publications on authenticity in management journals 

have more than doubled (Lehman et al., 2019). The fields of marketing and leadership 
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(Avolio and Gardner, 2005; Beverland and Farrely, 2010; Goffee and Jones, 2005; 

Liedtka, 2008; Novicevic and Harvey, 2006; Rose and Wood, 2005) are the prevalent 

sectors in which authenticity has been explored, perceptions of authenticity being 

attributed either to organizational leaders or to products and brands (Mazutis and 

Slawinski, 2015). The implications of authenticity for different actors and its role in 

distinct contexts have also been studied. Areas include, among others, stakeholders’ 

perception of authenticity in CSR (Mazutis and Slawinski, 2015), luxury clients’ search 

for authenticity (Hitzler and Müller-Stewens, 2017), the role of authenticity for tourists 

and residents in tourism management (Zhou, Zhang J., Zhang H., and Li, 2018), the 

implications of authenticity for managers (e.g. Gardner, Cogliser, Davis and Dickens, 

2011; Leroy, Palanski and Simons, 2012; Peus, Wesche, Streicher, Braun and Frey, 

2012), consumers (e.g. Beverland and Farrelly, 2010; Leigh, Peters and Shelton, 2006), 

and organizations (e.g. Frake, 2017; Hatch and Schultz, 2017; Howard-Grenville, 

Metzger and Meyer, 2013; Verhaal, Khessina and Dobrev, 2015), and authenticity’s role 

in corporate governance dynamics and decision making (Steckler and Clark, 2019).  

 Although the importance of authenticity seems to transcend a host of academic 

domains as well as research paradigms (Lehman et al., 2019), still little attention has been 

paid to it in the field of social entrepreneurship (Mazutis and Slawinski, 2015). The 

relevance of studying authenticity in this domain lies in its potential to bring new insights 

or a powerful lens for management theorizing and practice – particularly at the 

intersection of discussions on ethics and management (Liedtka, 2008). Embracing ethical 

and social issues in business is the core of social enterprises, defined as organizations 

which aim to address neglected social problems (Mair and Marti, 2006). Whether they 

are a platform, a network, or an organization, social enterprises put their social mission 

ahead of financial goals to bring positive value to society. They craft innovative solutions 

to long-standing social issues (André and Pache, 2016). Although scholars are 

significantly intrigued by social entrepreneurship, curiously not much has been written in 

the business ethics literature about the idea of ‘authenticity’ (Freeman and Auster, 2011). 

Given their inner nature, social enterprises try to balance their social and ethical goals 

with economic ones, thus engaging in profit-making activities with a social mission. 

Following Mazutis and Slawinski’s (2015) suggestion that social enterprises might be 

suitable organizations to be shaped by the concept of authenticity, the goal of this research 

is to explore the role of authenticity in social enterprises. Yet, social enterprises often 

undergo tensions between social and economic goals. Although these tensions have been 
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studied extensively under different lenses (Battilana and Lee, 2014; Battilana, Sengul, 

Pache and Model, 2015; Ebrahim, Battilana and Mair, 2014; Pache and Santos, 2013), it 

is underexplored whether authenticity can help navigate these tensions. 

 

2.2 Mission drift and mission lock-in  

 Tensions and dilemmas in integrating social welfare and commercial aims are 

faced by social enterprises almost on a daily basis, given their employment of a market-

based organizational form with the purpose of creating a positive change in society 

(Smith, Gonin and Besharov, 2013; Miller, Grimes, McMullen and Vogus, 2012). 

According to Battilana and Lee (2014), they are at the intersection between the traditional 

business and charity model. They are mission-driven ventures which compete to address 

complex social problems, embodying at the core of their functioning two organizational 

forms that are based on largely divergent and sometimes conflicting motivations and 

goals (Battilana and Lee, 2014; Miller et al., 2012). Thus, social enterprises often face the 

risk of mission drift, a phenomenon whereby the social mission is gradually abandoned 

in favour of the economic one (Battilana et al., 2012). The risk of mission drift can affect, 

among others, microfinance organizations, an example of social enterprises that aim to 

address poverty and gender inequality in developing countries (Battilana and Dorado, 

2010) by giving entrepreneurs access to financial services. In addition, mission drift has 

been studied also in reference to non-profit organizations deviating from their designated 

mission as a result of external financial pressures (Young and Kim, 2015).  

 A growing number of studies have theoretically and empirically investigated 

mission drift in social enterprises, providing an understanding of the trade-offs between 

economic and social missions, and of the strategies social enterprises can adopt to prevent 

it (Smith et al., 2013; Ramus and Vaccaro, 2017). A stream of research on mission drift 

explains its occurrence in terms of the nature of social enterprises, which pursue a social 

mission through business means. It may challenge the potential success of these 

enterprises (Siegner, Pinkse and Panwar, 2018). Furthermore, Staessens and colleagues 

(2018) studied how it can be identified through measuring both social and economic 

performances of social enterprises, and Ramus and Vaccaro (2017) explored social 

enterprises’ strategies for addressing it. Ometto and colleagues (2018) went further, 

recognizing that past related research has focused on specific periods of an organization’s 

lifetime, and highlighting the mechanisms that underpinned and supported the early 
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success of organizations, and those that subsequently led to mission drift after they began 

to scale up.  

 Although management studies have mostly focused on mission drift, its reverse is 

equally relevant. Mission lock-in is the situation whereby a social enterprise increases its 

emphasis on its social missions, and needs to redirect its attention to its economic mission 

to achieve long-term sustainability (Staessens et al., 2018; Young, Kerlin, Teasdale and 

Soh, 2012). By incurring mission lock-in, social enterprises systematically lose sight of 

the economic aspects due to the attention devoted to social objectives and performance. 

According to some scholars, sometimes mission lock-in may be even a bigger danger 

than mission drift (Copestake, 2007). In any event, both mission drift and mission lock-

in are risks social enterprises face during their lifetime. Although a growing stream of 

research examines the conditions under which social enterprises can sustain their hybrid 

nature over time (e.g. Battilana and Dorado, 2010; Canales, 2013; Murray, 2010; Pache 

and Santos, 2013), mission drift and mission lock-in are important challenges for social 

enterprises and inherent to a broad range of organizations that seek to combine multiple 

objectives. Further research on it is necessary.  

 Following one’s own inner nature is often perceived as being authentic, and social 

enterprises struggle to remain aligned with it. Grimes and colleagues (2018) firstly 

associate social enterprises’ behavioural inconsistency – acting out of character – with 

the questioning of organizational authenticity. Authenticity appears to be related to 

mission drift because when inconsistent organizational actions occur, the audience 

evaluation of the organization’s authenticity encourages external perceptions of mission 

drift. Following on from Grimes et al. (2018), and based on the calls for both further 

research on mission drift (Battilana and Lee, 2014) and further exploration of the 

relationship between social enterprises and authenticity (Mazutis and Slawinski, 2015), 

we argue that authenticity may be related to – and interrelated with – both mission drift 

and mission lock-in. The dynamics of these relationships are the focus of our study.   

 

2.3 Authenticity in tourism 

 Among the different fields in which authenticity has become a concern for various 

actors and has attracted the attention of scholars, one is the tourism industry. The concept 

of tourism authenticity has been broadened, developed and advanced towards a more 

holistic interpretation (Taheri, Farrington, Curran and O’Gorman, 2018), involving 

different dimensions. Some authors have studied authenticity as something intrinsic to 
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places and objects, while others have suggested that authenticity lies in the perceptions 

or experiences of tourists (Timothy, 2011). Thus, it can refer to traditional culture and 

origin, and also reflect a sense of realness, genuineness, and uniqueness (Sharpley, 1994). 

Accordingly, Wang (1999) suggested that it should be divided into two issues, tourist 

experience and toured object. Other perspectives have also been used to approach 

authenticity in the tourism industry. For instance, Selwyn (1996) distinguished between 

‘cool’ and ‘hot’ authenticity, referring to, respectively, authenticity as knowledge and 

authenticity as feeling. However, the three most widely discussed perspectives are 

objective, constructive and existential authenticity. While the first one refers to the 

authenticity of original objects (Wang, 1999), which could be a physical thing or an 

artifact, or even a daily ritual, constructive authenticity is tourists’ perception or cognition 

of objective authenticity, attained from interaction with attraction settings (McIntosh and 

Prentice, 1999). Finally, existential authenticity is a state of being in which individuals 

are true to their own values and beliefs, experiencing a personal and emotional connection 

with the travel destination (Steiner and Reisinger, 2006; Wang, 1999).  

 Recently, the topic of authenticity has been analysed with reference to mass 

tourism (Overend, 2012) and overtourism (Koens, Postma and Papp, 2018). Tourism is 

today one of the main industries in the world (Goffi, Cucculelli and Masiero, 2019). 

During 2017, the UN’s International Year of Sustainable Tourism for Development, 

international tourist arrivals grew by 7% to reach a total of 1.326 billion, a total that 

exceeds the United Nations World Tourism Organization’s 2010-2020 long-term 

projections of 3.8% growth per year (CREST, 2018). Moreover, UNWTO provides rough 

estimates that apart from 1.3 billion international trips, there are another 5-6 billion 

domestic trips. As there is an increasing middle class with a disposable income making 

travel possible, coupled with low-cost fares, it appears clear that the industry has 

tremendous potential for growth. This raises some urgent issues for the industry and for 

society. Indeed, if the trend continues in this vein, traveling will not be sustainable and, 

in the long term, it will have to be reduced drastically due to its adverse impacts. Protests 

from residents have naturally followed this exponential tourism increase. Mediterranean 

cities such as Barcelona and Venice are often cited as salient examples of the phenomenon 

(Benner, 2019).   

 Thus, in less than two years, the concept of overtourism has come to prominence. 

Overtourism occurs when tourism has moved beyond the limits of acceptable change in 

the destination due to the number of visitors, resulting in degradation of the environment 
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and infrastructure, diminished travel experience, wear and tear on built heritage, and/or 

negative impacts on residents (CREST, 2018). Online accommodation services (e.g. 

Airbnb) connect with a desire by tourists to experience the real and authentic everyday 

city. But this also means that tourism activities become further intertwined with local life 

and local residents, and end up altering them fundamentally, which puts the authentic 

experience sought by tourists at risk. Indeed, there is a danger that the concept of 

authenticity could be monopolized by considering it solely through the prism of the 

tourism experience.  

 The issue of overtourism has become commonplace in academia as well (Koens 

et al., 2018). Paradoxically, without a change in the dominant rationale of tourism 

development, a large number of destinations are likely to lose what makes them attractive 

to tourists in the first place, that is, the unique and authentic character of their 

environmental and cultural heritage (Benner, 2019). Authenticity in tourism, especially 

in a context of overtourism, is a complex issue and must not be oversimplified. Several 

aspects that go beyond the tourism experience have to be considered, such as the social 

impact on host communities (Kim and Petrick, 2005; Tosun, 2006). In contrast to other 

approaches, we argue that authenticity does not only play a role in the foreground, but 

can also figure in the background. Organizations might be able to create settings, business 

models and business practices in order to make an environment that propitiates the 

emergence of authenticity. In other words, authenticity may be inside the organization. 

Organizations need to be the host of authenticity, not its enemy (Taylor, 1991). Thus, a 

search for responsible and sustainable practices in the tourism industry paves the way for 

alternative organizational approaches (Aquino, Lück and Schänzel, 2018). Social 

enterprises that aim to eradicate social problems such as poverty, unemployment, poor 

public health and others (Bornestein and Davis, 2010; Johnson, 2000) have emerged in 

an attempt to address tourism issues, taking the opportunity that tourism is one of the first 

industries to incorporate sustainable development in its agenda (Sloan, Legrand and 

Simons-Kaufmann, 2014; von der Weppen and Cochrane, 2012). Social entrepreneurship 

has the potential to counter the negative externalities of the traditional business models 

employed in tourism (Altinay, Sigala and Waligo, 2016; Newbert and Hill, 2014; 

Sheldon, Pollock and Daniele, 2017). The role of social enterprises in addressing social 

issues in tourism literature has been overlooked (Altinay et al., 2016). In sum, given the 

social challenges posed by the phenomenon of tourism, it is a relevant field in which to 

explore the question of authenticity and social enterprises that informs our study. 
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3. Methods 

 Given the lack of empirical research and theoretical understanding on the role of 

authenticity in social entrepreneurship, we chose to address our research question through 

an in-depth single case study. This method is appropriate for building theory in situations 

where there is either no theory or a problematic one, or even when processes are complex 

(Gehman, Glaser, Eisenhardt, Gioia, Langley and Corley, 2018). Moreover, as our study 

seeks to answer a ‘how’ question, it lends itself to in-depth analysis (Stake, 1995). Lastly, 

the case study, as a non-quantitative research strategy, has the advantage of being flexible: 

the research strategy is interactive, as is the relationship between an entrepreneur and the 

environment of the firm (Dana and Dana, 2005). The selected case is Authenticitys, a 

Spanish social enterprise which, through a platform, curates and co-designs social impact 

experiences for people to travel, share, and learn together in settings in several cities. 

There were three key criteria determining the selection of this critical case (Yin, 1994). 

First, it is a social enterprise which tries to address the social issue of overtourism on a 

worldwide scale. However, our data collection was narrowed to the context of Barcelona, 

this being one of the cities which suffers most from overtourism. Secondly, given its 

nature as a social enterprise, it currently faces the typical tensions of this type of 

organizations. Thus, mission drift and lock-in are likely to emerge. Finally, as the 

company’s name suggests, authenticity surely plays a role in it, which is what we aimed 

to explore with this research. The study design was inductive and open-ended in order to 

allow themes to emerge from the data, and was based on material covering the period 

from January 2014 to May 2019. 

 

3.1 Research context 

 Barcelona is one of the cities, after Venice, most often cited as an example of 

overtourism, and is struggling with tourism-related social and environmental issues. The 

rebellion and protests by local people have even been defined as ‘tourism-phobia’. If we 

look at the numbers, it is might be easier to understand this reaction: Barcelona tourism 

grew by more than 54% in eight years (Goodwin, 2018), with more than 7 million 

travellers in 2018, generating an aggregate turnover of between 8 and 9.7 billion euros 

and accounting for around 14% of total employment in the city (Ajuntament de 

Barcelona, Direcció de Turisme, 2017). The visitors arrive by coach, cruise ship, train or 

plane in numbers which the city government cannot control (Goodwin, 2017). At the heart 

of the problem is that tourists take holidays in other people’s homes. Destinations are not 
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resorts but places where people live out their lives. The tourism increase surely provides 

economic benefit. But there is increasing concern that this comes at the expense of social 

wellbeing.  

3.2 Case overview 

 Authenticitys is an extreme case (Pettigrew, 1990), particularly well suited for 

addressing our research question. Established by Elena Rodríguez Blanco in 2014, it is 

an online platform which consists of curating and co-designing, with local partners, 

authentic social impact experiences for travellers, businesses and universities. One 

concern of the founder was that tourism money is not always supporting the local 

economy and the initiatives that are solving social and environmental challenges in their 

cities. At the same time, she realized that consumers are becoming more and more aware 

of social and environmental challenges and millennials are looking for authentic 

experiences with positive social impact. Keeping that in mind, Authenticitys recognized 

a business opportunity in this market: it believed responsible travel should also happen in 

cities. It wanted people to connect and build a community around themselves so that they 

can continue addressing social problems on their own. Thus, Authenticitys’ mission is to 

create employment opportunities for the local communities through authentic city 

experiences, while providing experiential education to travellers and increasing 

environmental awareness. In addition, consistently with the choice of the name for the 

initiative, the founder aimed at being authentic when making decisions, relating with 

stakeholders, adopting practices, and developing new experiences. 

 Authenticitys’ history starts with the support of the Impact Hub network (scaling 

program) and the Investment Ready program in Vienna. One of their biggest challenges 

in the first two years was growing with limited capital. In October 2016, Elena fundraised 

a seed round of investment and was also granted a EUR 50,000 government loan for start-

ups which she used to consolidate her experiences in Europe and launch the first ten 

experiences in Latin America, to consolidate the European customer base and to continue 

scaling in 2017. In 2017 Authenticitys incorporated new B2B entities, willing to focus on 

increasing its sales to businesses that were looking to have an impact through their 

corporate social responsibility programs and more specifically employee volunteerism 

and team training activities that give back to the local cities and non-profits. Finding this 

fit between companies looking to express their corporate values through the activities 

they carry out allowed for the possibility of delving deeper into experience design and 
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creation for specific purposes. The company is currently running well, but it has reached 

a deadlock and it has to find a solution to keep pace with the market.  

 

3.3 Data collection 

 We collected data through a deep immersion in the setting (Gehman et al., 2018). 

As appropriate in a longitudinal case study covering 5 years, data on Authenticitys came 

from a variety of sources. Data collection was conducted by the first author, who had 

unique access to the company numbers and business strategy related information. 

However, since data were in both English and Spanish, the second authors helped in the 

translation from Spanish to English. The authors were fully aware of the risk of bias and 

did their best to be impartial. Part of the data came from semi-structured interviews with 

the founder, Authenticitys team members, Authenticitys advisors and key collaborators, 

and tourist guides. A total of 10 interviews were conducted from February to May 2019, 

and were recorded and transcribed. Given the small size of the initiative, the authors felt 

that most perspectives were covered and that saturation started to appear in the later 

interviews. The interview questions, which were open-ended, were designed to let 

information emerge about what authenticity means for the company, where its uniqueness 

comes from, what tensions they had to face and how they solved them. In addition, the 

authors were provided with 5 interviews carried out by other researchers in past years. 

Interviews have been used as the main source of data, with secondary sources serving as 

important triangulation and supplementary sources as a means of gaining additional 

perspectives on key issues (Corley and Gioia, 2004) and of helping to reveal the focal 

phenomenon (Gehman et al., 2018). Secondary sources consisted of: nonparticipant 

observation on two tours organized by Authenticitys; attendance at an overtourism 

conference in Barcelona; attendance at a university class about Authenticitys given by 

the founder; Authenticitys online posts, blog and press; social impact reports; videos from 

Authenticitys’ YouTube channel; archival data provided by the company; a questionnaire 

submitted to 32 students about what makes Authenticitys authentic; access to the online 

working platform with daily conversations; and a podcast from Audio RTVE (Spanish 

public radio and TV). Table 1 provides a summary of the data sources, which helped us 

develop a holistic understanding of the case. 
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Table 1. Data sources. 
Sources Number Date N° of pages Time 

(’) 
Interviews     
Elena (founder) 3 21/01/2019 

28/03/2019 
30/06/2017 

14 
19 
6 

43 
72 
- 

Sandra (COO & 
Experience Curator) 

1 21/03/2019 10 37 

Manolo (finance & 
strategy Advisor) 

1 20/03/2019 6 31 

Daniela (Tourism 
Advisor) 

1 22/03/2019 11 45 

Pablo Sanchez (B-Corp 
Spain country partner) 

 

1 27/03/2019 7 28 

Cristina Castellanos 
(Sales and Client 
Manager/Social Media 
Guru) 

1 21/03/2019 8 30 

Josè and Lily (students 
for SIR) 

2 18/03/2019 6 28,5 

Carlota (tour guide) 1 25/03/2019 3 9 
TOTAL 11  90 325,5 
     
Student questionnaire 32 22/03/2019 43 - 
     
Interviews to worldwide partners (carried out by other researchers) 
Inigo 1 22/08/2016 2 - 
Doru Raduta 1 08/08/2016 3 - 
Anna Alaman 1 25/07/2016 3 - 
Arma Kleinepier 1 11/07/2016 2 - 
Diego Jenzer 1 27/06/2016 2 - 
TOTAL 5  12 - 
     
From the website     
Authenticity – what’s 
new 

20 posts 01/04/2015-
07/08/2017 

5 - 

Blog - 24/02/2015-
15/01/2019 

6 - 

Authenticitys - press - 01/01/2014-
24/01/2019 

5 - 
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Other sources (website)     
Manifesto - - 1 - 
Social impact report 
2016 

- 2016 34 - 

Social impact report 
2017 

- 2017 14 - 

Social impact report 
2018 

- 2018 28 - 

Document: B-Corp in 
Spain 

- 2017 19 - 

TOTAL -  96 - 
     
Audio RTVE (Radio 
Televisión Espanola - in 
Spanish) 

- 2018 - 54 

     
Youtube Channel 25 

videos 
24/01/2014-
30/01/2018 - 92 

     
Observation     
Tour Changemakers in 
Barcelona 

1 16/03/2019 4 (field 
notes) 

6 h 

Tour Fisherman 
experience in 
Barceloneta 

1 25/03/2019 2 (field 
notes) 

3 h 

     
Attendance at 
ELISAVA lesson: 
Impact Design. Creating 
Transformational 
experience 

- 26/02/2019 45 (power 
point slides) - 

     
Attendance at Harold 
Goodwin conference 
about sustainable 
tourism 

- 25/03/2019 23 (power 
point slides) 2 h 

     
Others - Provided by 
Elena 

    

FITUR Authenticity 
Experiences 

- 21/01/2019 16 - 

More than Planning: how 
to design your vacations 

- 29/01/2019 9 - 
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travel so you can have 
the best stories to tell 
Document "booking 
booster application" 

- 21/02/2017 5 - 

Document "expolive 
application" 

- 06/03/2019 5 - 

Authenticitys at a glance - 08/01/2016 2 - 
Auhenticitys 
Bponenager High 

- 09/12/2015 1 - 

Recommendation letter - 21/06/2016 1 - 
Submit 2016 
Authenticitys 

- 09/05/2016 5 - 

TOTAL -  44 - 
 

 

 

3.4 Data analysis 

 Once the data had been collected, we analysed it inductively, following Gioia et 

al.’s methodology (2013), and identifying threads of inquiry that might help us 

understand the role of authenticity in social enterprises. Each author analysed each 

interview and the supplementary data, thus reducing the risk of personal bias. 

Accordingly, we followed a three-step procedure aimed at identifying (i) general first-

order categories, (ii) second-order themes, and (iii) aggregate dimensions. We firstly 

developed 95 first-order codes, looking at similarities and differences among emerging 

categories and giving those categories labels that retain informants’ terms, when possible 

(Gehman et al., 2018). Then, we worked to establish similarities between the codes, 

involving a back-and-forth process with constant conversations and coding comparisons 

between the authors. This process ended with a final list of 19 elements. We then reflected 

and deliberated about deeper structures or processes that we could understand as part of 

a second-order theoretical level, and identified 6 second-order categories. Finally, 

examining the relationships between them, we further aggregated them into 2 dimensions, 

which capture the actions to navigate mission drift and mission lock-in, and the 

perspectives of authenticity. Table 2 illustrates the data structure. 
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Table 2. Data structure. 
 

First-order concepts  Second-order themes Aggregate 
dimensions 

 

  

Dodging mission drift 
Actions to 
navigate 
mission 
drift and 
mission 
lock-in 

 
Willingness to forgo investors   
Avoidance of unethical possibilities   
Selection of the right partners 
Acceptance that the ‘gold model’ does not fit   

   
  

Dodging mission lock-
in 

 
Awareness of the importance of scaling up    
No trade-off between impact and money  
in the long term   

Making profit is not a sin   
   
  

Authenticity as 
consistency 

Perspectives 
of 

authenticity 

 
Being true to oneself    
Walking the talk   
   
  

Authenticity as 
conformity  

 
Behaving as a SE   
Applying for B-Corporation status   
Being part of an ecosystem   
Alignment with impact tourism   
   
   

Authenticity as 
connection 

 
Uniqueness of the place   
Connection with the locals   
    
  

Authenticity as 
experimenting 

 
Creating and generating a new self   
Continuously prototyping 
Transition design 
Tourism as a catalyst for social change 
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4. Findings 

 This section is presented in two main parts, in a structured manner, showing how 

we reached the aggregate dimensions from the first-order themes and second-order 

categories. 

 

4.1 Navigating between mission drift and mission lock-in 

 In Authenticitys, navigating between mission drift and mission lock-in is possible 

because of the inner willingness and desire to search for authenticity in every action the 

team takes. Although on a practical level this happens due to different underlying 

dynamics, analysed below, the search for authenticity is what makes these dynamics 

emerge. The explanation of what authenticity is for the company is presented in the 

second part, when describing the second aggregate dimension.  

 

4.1.1 Dodging mission drift 

 Since 2014, when Elena established the company, she and her team have been 

able to bypass the risk of abandoning their social mission in order to make profit. As 

Elena told us when we interviewed her, since the company was established and run from 

the beginning with a different approach, the ideal of addressing social problems was never 

replaced by the purpose of financial enrichment: 

 At the beginning, when we started, we went to an incubator, like an impact hub, in 

Vienna. It is called the Investment Ready program and they only accelerate social 

enterprises. It was not really an accelerator; it was more preparing for investments. 

So, that preparation for investments was made up of three sessions, and then they 

connect with angel investors in Vienna. […] there we found a block; I mean we found 

investors, they actually invested, but where we found a block was in trying to work 

with the normal tools, like legal contracts, shareholder agreements and everything, 

etc., and modifying them enough to fit the needs of the investors, my interests, and 

those of the company. Why? Because normally angel investors invest, but they want 

to get a clear exit option. What if you go for long-term sustainability instead, or if you 

combine different things? […] It was about keeping the social element and giving 

space to the company to be what it had to be, because I didn’t want to commit to an 

exit. Like… it was too early, and also, it’s true that I felt there was like a push from 

these accelerators. But there are other options, there are other options. (Elena) 
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 This quote is representative of one of the first-order theme we have identified, 

willingness to forgo some types of investors. Investors often want their investments to be 

profitable in the short term, and then leave and move on to other ventures. But when 

investing in sustainability and addressing social issues, social entrepreneurs need 

investors that are ready to fit into a new model. Elena and her team had to fight this kind 

of tensions:  

…if we say “we are going to get together in business and our goal is to make 1 

million euros”: it is super easy to understand... […] But it was impossible to 

achieve that kind of alignment between me and my investors. We never got to a 

point where they fully understood the level of depth we were looking for and the 

social impact and trust that would have been acceptable. Although all that they 

were giving was money. […] well, no, they also wanted to be mentors, being a bit 

involved… and I can tell they had good intentions, I really liked both of my 

investors, they are good people… I don’t think there was anything wrong with 

their intentions or their motivations; it was just that it was so complex to get the 

process to work. To get what they understand by social and what I understand by 

social to be aligned… but in the end it was too hard. And dealing with the legal 

language was pretty much impossible… [laughs], but we really did try. (Elena) 

 In other words, even if the social views of the investors and the social entrepreneur 

are aligned, the legal complexities and the desire for a clear exit option by the investors 

make collaboration difficult. Ultimately, the decision to not collaborate with some 

investors allowed Authenticitys to remain loyal to itself and to dodge mission drift. 

Although they were aligned on the idea of focusing on social purposes, the language 

spoken by the company and the investors was too different.  

 In addition, avoidance of unethical possibilities, selection of the right partners and 

acceptance that the ‘gold model’ does not fit, were other dynamics which enabled the 

company to not incur mission drift. Elena was often advised to adopt marketing practices 

that she considered unethical, such us buying databases with consumers’ profiles, or 

hiring fake companies to increase likes in their social network profiles. They could have 

gained a lot of consumers through these means, but they seemed wrong. And, besides, 

she did not want to go for big numbers, as that would seem to endanger authenticity. 

Selecting the right team members has been, since the beginning, another fundamental 

path to follow in order to achieve authenticity and avoid mission lock-in. As Daniela 

explained:  
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What Authenticitys does is to check who you are partnering with. Because if you 

have to partner, you have to look for partners that are aligned with your mission, 

vision, etc. […] And not all partners are interesting for you because it may be a 

challenge. If you partner with the wrong person, you lose authenticity. So it has 

to make sense, it has to be aligned with your strategy, with your company, your 

mission and your values, otherwise it does not work. The moment you put someone 

into your company who doesn’t understand your values, especially if it’s a small 

team, they have the capacity to change the whole culture of the company, of the 

organization. Especially if it is someone who has more power. (Daniela, Tourism 

Advisor) 

 Finally, they were very aware that their growth has been, at least in the first years, 

slow. They could have pushed more aggressively into the market, but they would 

probably have had to sacrifice quality. The choice was between offering few products 

with high quality and pushing for volume. Sandra explained this dynamic:  

Well, I think these are the things that mean that everything is slower… and we had 

a moment when we struggled very much with this idea. When we were fundraising 

for gold capital. You know, like the typical kind of entrepreneurship idea that “ok, 

this is an online business and it’s all about how we scale it”. Like, we need to put 

in money and marketing and let’s go baby. And what we realized is that what we 

were trying to do is… this ‘gold model’, it doesn’t fit. (Sandra, COO & Experience 

Curator) 

The ‘gold model’ seems to refer to scaling up, attracting investors, and growing 

as quickly as possible. Interviewees felt that in following the pure gold model, quality is 

compromised in order to pursue only what is scalable and quick.  

 

4.1.2 Dodging mission lock-in 

 Authenticitys being a social enterprise, social and economic aspects were both 

fundamental. Its soul was not lost, thanks to some dynamics that allowed the company to 

dodge mission drift. But other dynamics allowed recognition that profit was a basic 

component, and thus, as important as pursuing social goals. Three main dynamics 

emerged from our interviews and data analysis: awareness of the importance of scaling 

up, no trade-off between impact and money in the long term, and making profit is not a 

sin. 
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 According to André and Pache (2016), scaling up is the process whereby, in order 

to maximize the social impact, the entrepreneur turns from personal attention to 

beneficiaries toward quantitative growth. In Authenticitys, although the pure ‘gold 

model’ was rejected, the team reached a point where they realized they had to scale up if 

they wanted to survive and, especially, to continue to make an impact on society. The 

idea of growing, but without compromising quality, was seen as not being in contradiction 

with their main goal. It was Manolo, their finance and strategy advisor, who helped the 

team to become aware of the importance of a scaling-up strategy: 

I think she [Elena] can remain true to her values and scale up, but she has to find 

a way to do it. And it is the same whatever business model you have. I mean, 

whether you are a social company like Authenticitys, or you are Uber, or you are 

Airbnb or you are another company, you have to find a way to scale up. So it’s 

not a question of whether the financial model is that you are getting €15 and the 

indigenous community is getting another €50, and you are getting most of the pie. 

No! I mean, they are giving as much money as possible to the indigenous 

community, or wherever they deliver the experience. And they cannot get more 

money for one experience. They have to scale it up, and sell thousands of 

experiences. 

 Scaling up was then seen as a necessary step, and the team started working on 

developing alternative strategies to grow without a trade-off between impact and money. 

As a social business, they aimed to simultaneously have an impact and be financially 

sustainable. They recognized that these were two sides of the same coin: 

Matching the social aspects with the financial one I think is key. It’s key. Yes. 

Unless you have, I don’t know, an amazing fan, let’s say [laughs]. I mean, you 

have to be sustainable, financially sustainable in the long term, because otherwise 

you are not going to make an impact, you know… I mean, you will impact for a 

short time, but at a certain point in time this is not feasible anymore. (Daniela) 

A business, even if it is a social one, remains a business. Analysis of Authenticitys 

confirms that. When aiming to make a real impact on society, besides being a social 

business, it is even more important to have a robust financial basis. And making a profit 

is not a sin: 

It’s sort of being a non-profit, but for profit and for purpose. I think most people 

think that when you hear the word ‘social’, you have to eliminate the money factor, 

right? But you need money to move things, you need money to do good in the 
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world, you need money to support projects. And, of course, you can do something 

amazing, but everybody has to win. (Cristina, Sales and Client Manager/Social 

Media Guru) 

 

4.2 Perspectives of authenticity 

 If this social enterprise is able to navigate the tensions that characterize social 

enterprises, it is, to a large extent, thanks to its search for authenticity. “Be authentic”: 

this was what Elena and her team believed in and used daily as a guide when making 

decisions and developing new experiences. A constant reminder of that was the name of 

the organization. Yet, what does being authentic mean? Our data provided some clues to 

what it meant for this social enterprise. Authenticity appeared to be approached from four 

different perspectives: consistency, conformity, connection and experimenting.  

 

4.2.1 Authenticity as consistency 

 One understanding of authenticity is being consistent in terms of one’s external 

actions on the one hand, and one’s internal values and beliefs on the other hand (Lehman 

et al., 2019). Being consistent also means that one’s actions and behaviours are aligned 

with one’s core values and beliefs (Gardner et al., 2005; Harvey et al., 2006) and it is also 

defined as being true to oneself (Harter, 2002; Peterson, 1997). This view is invoked at 

both an individual level and a corporate one by the social enterprise. This was expressed 

by the company in a document used as a brief presentation of itself:  

We call a brand or a person authentic when they’re consistent, when they act the 

same way whether or not someone is looking. Someone is authentic when their 

actions are in alignment with what they promise. Showing up as a pro. Keeping 

promises. Even when you don’t feel like it. Especially when you don’t. (PDF – 

Authenticitys at a glance) 

References to authenticity were made by our informants when talking about Elena 

and the company: 

One thing that’s easy to admire about Elena is that she walks the talk. You know 

what I mean? That she is very much aligned. And in that sense... for me that gives 

her a lot of credibility. You know what I mean? But I have never feared that she 

was going to lose her essence or anything like that... (Daniela)  
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It was not only Elena that behaved as stated, thus being coherent with her values 

and beliefs, but also the company itself. The whole team reflects the meaning with which 

it has been created, as stated by the person in charge of B-Corp in Spain: 

So, I mean, there is really like a coherence there, no? I mean, it is quite important 

to have a system or a management system that also offers you the opportunity to 

align your company with your values and your purpose. So there is no 

disconnection. (Pablo, B-Corp Spain Country Partner) 

Not only team members but also external advisors perceived the authenticity of 

the initiative in terms of consistency:  

I mean, the fact that they have been endorsed by B-Corp. I mean, that says a lot, 

because B-Corp only give their status to companies that really follow their values. 

You know, after my interaction with Elena, I think she is authentic. (Manolo) 

 

4.2.2 Authenticity as conformity 

 Authenticitys is a social enterprise, and acts as its nature implies. According to 

Lehman et al. (2019), another understanding of authenticity is when an entity conforms 

to the social category to which it has been assigned or that is has claimed for itself. 

According to our data, the company reflected its social category of being a social 

enterprise, working in the tourism industry, thus explaining many of the issues they faced 

and the way they acted, as being typical of a social enterprise:  

Like all social enterprises, but also in general all enterprises, you are like 

bootstrapping a lot, so you have to be very strategic about where to invest and 

where not. (Elena) 

 Intrinsic to behaving as a social enterprise are the efforts made by the company to 

elaborate the SIR (Social Impact Report), a report often produced by social entities. This 

is part of being authentic, as Elena stated: 

No one required me to conduct the SIR, nobody cares, and we do it every year, 

even if it takes 3-4 months a year and I am consuming resources, but I think is 

part of who we are. So it is part of being authentic. And I am not sure that this is 

really a differentiator in terms of the consumers we get, probably not. It is just 

that I think that it is good to have that info there and it is part of what message we 

are communicating, that we want to be transparent and all this stuff. (Elena) 

 Secondly, both Elena and her advisors recognized the role of the category of B-

Corporation, in terms of identity and visibility. B-Corp claims to provide a particular 
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status to companies which really follow their values, meet the highest standards of 

verified social and environmental performance, and help to face challenging problems of 

a community. Becoming a B-Corporation goes hand in hand with joining an ecosystem. 

As Elena stressed several times:  

Another thing you have to learn to maintain your authenticity is to sort of find this 

ecosystem, so it’s just like communities and families that are kind of thinking 

aligned with who you are, because you are disrupting in a new place. So, many 

people think you are crazy, but then you have to find many other crazy people who 

are working in this direction…  (Elena) 

 Lastly, driven by the will to fight overtourism and develop a sustainable form of 

tourism, they act in accordance with the norms and expectations of other initiatives in the 

impact tourism category, as explained in a blogpost by the organization: 

Authenticitys collaborates with the project Abrazo Cultural, which offers 

language courses, cultural workshops and intercultural experiences with 

migrants in Barcelona. […] This collaboration is an attempt to sensitize people 

to receive and spread intercultural awareness and to demonstrate the necessity 

for social responsibility by connecting with people seeking asylum. Travelling 

with the aim of learning from refugees contributes to a great extent to the 

establishment of an equality-based society and generates positive outcomes of 

intercultural encounter. By choosing the social impact of equality, considering 

the roots of humanity and holding on to our insight, one might be able to put 

oneself in the other’s position and therefore erase the danger of dehumanizing 

refugees. (Blog)  

 

4.2.3 Authenticity as connection 

 The third type of authenticity which emerged from our data was strictly related to 

the tourism experience provided by the company and lived by tourists, in terms of 

connection to people and to places. In the tourism context, for instance, authenticity refers 

to something intrinsic in objects or places, and to a personal and emotional connection 

with a travel destination (Wang, 1999). Thanks to interviews with team members and 

tourists, we saw that authenticity was often perceived in the uniqueness of the place, in 

the connection with the locals, in embracing and preserving local culture, and even in the 

relationships created during the experience itself, as explained by Carlota during one of 

the tours in Barcelona: 
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Well I think the most authentic thing we have here is the place where all the 

fishermen work. It is a really old place. I mean, it’s in the centre of Barcelona, of 

its history, and nobody knows about it. People from Barcelona didn’t even know 

that there were fishermen here in Barcelona. And this dock is private. You can 

never get in unless you have permission. It’s a special point, place, for a small 

group, where you can really see and appreciate the beauty and authenticity of it. 

(Carlota, tour guide)  

 In addition, authenticity is connected to feelings and social interactions, which 

arise with local communities. This connection also triggers in tourists the desire to 

preserve local culture, which is one of the aspects that those defending a sustainable form 

of tourism would want to emphasize, as explained by these tour guides from India and 

Spain: 

There we work with local guides and students who will take travellers to 

particular places, explaining Sufism. If it is a Friday they will hear the Sufi songs 

that are sung every Friday. With this tour, we want to preserve Sufi culture and 

improve young people’s livelihood. (Anna Alaman, tour guide - Delhi) 

I really want to find the real side of, or at least like a human version of, the place 

that I am visiting, and I think this is the authentic beat. It is not a matter of trying 

to have one single view that is supposed to be the true version, but more the real 

version of someone who lives there, and someone who loves their city, and is 

passionate about trying to tell people what makes their place so special. And 

maybe what it is that they do, the activity that they do, that is unique. I would say 

that this is the authentic part of it. (Cristina, tour guide – San Sebastián) 

 

4.2.4 Authenticity as experimenting 

 In addition to the three perspectives of authenticity seen above, which echo those 

previously reported in the literature on this concept, a fourth aspect emerged which we 

suggest calling authenticity as experimenting, and which consists of generating a new, 

truer self, re-inventing from past experiences and sitting on the edge. The social enterprise 

Authenticitys shows this aspect in its efforts to generate a new way of thinking and 

behaving, at both an individual and a corporate level:  

It is like you are one of the people who are sitting at those intersections; it’s 

probably a better metaphor. And you constantly explore as you express yourself. 

You’re adjusting fields. The act of crossing the fence multiple times a day; it 
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happens constantly. I think about it this way. I am sitting on the fence I made 

myself, when I think about it. (Elena)  

Generating a more aligned, more authentic organization comes through a process 

of trial and error. It is a continuous process of prototyping. Technicality and creativity are 

both components of the same process. During the interviews, the tour guides and Elena 

were very excited about their willingness to try, make mistakes, and finally arrive at the 

point where they can create the profile of their experiences, which would actually be 

capable of donating life-changing moments when traveling. 

Authenticity as experimenting also reflects the implementation of the expression 

‘social impact’ in the tourism industry. Being, according to Sandra, pioneers in defining 

social impact experiences, they had to create everything from scratch, as nothing along 

these lines existed yet. They were not just designing a new product, or a new service. 

They were designing new paradigms: 

Basically, when you are designing a new product like ours, you are also 

broadening a sector. And this is where we want to be. But it’s a challenge. You 

are basically designing for emerging paradigms and alternative economic 

models. So, that’s what we hope to do. But what that means is that basically you’re 

bringing forward something that does not exist. (Elena) 

In other words, Elena works in establishing emerging paradigms. Aligned with the 

academic concept of transition design, she advocates design-led societal transition toward 

more sustainable futures (Irwin, 2015). 

Finally, according to the founder, applying transition design allows the 

development of tourism as a catalyst for social change. As a social entrepreneur, Elena 

wants to address the ‘wicked problem’ of overtourism and enable tourists to experience 

the city with a different lens:  

How can you design an experience that in 2.5 hours can transform the way you 

view a city and makes you feel part of the change that you can bring to it? In 

Authenticitys we believe that tourism is changing, because people are changing. 

When we visit a city, we want to experience it under a different light, connecting 

to the stories, the social challenges and the solutions that are being pioneered by 

people. We want to be inspired, and to inspire. (Authenticitys website – what’s 

new) 
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The data thus disclosed a new perspective of authenticity. Authenticity as 

experimenting arises in social enterprises which challenge themselves to constantly 

innovate and design new economic and social paradigms.  

 

5. Discussion  

 Our study aimed at understanding how authenticity can help a social enterprise to 

navigate the tensions of mission drift and mission lock-in. To explore this question, we 

engaged in an in-depth study of a social enterprise working in the context of overtourism, 

which has a negative impact on many cities today. By answering this research question, 

we advance the knowledge of the role of authenticity in the fields of both social 

entrepreneurship and tourism, thus improving the research practice of informed scholars 

(Whetten, 1990). Our findings suggest that the search for authenticity works as a guide 

that helps the company avoid the typical internal tensions that may arise during its 

lifetime. We also find that authenticity is understood by the social enterprise in different 

ways: as consistency, conformity, connection—notions already reported in the literature, 

but not previously linked with social entrepreneurship—and experimenting—a new 

dimension.  

 The first contribution lies in broadening the knowledge about internal dynamics 

of social enterprises. Being mindful that, according to Mazutis and Slawinski (2015), a 

further exploration of the relationship of social enterprises with authenticity was 

necessary, this research provides a useful lens to consider the powerful role authenticity 

has when pursued by social entrepreneurs. Thus, we expand the current understanding of 

authenticity in management literature, going beyond the previous research on the role of 

authenticity in the fields of marketing and leadership (e.g. Avolio and Gardner, 2005). 

The case study shows that, in social enterprises, the search for authenticity is the 

mechanism making it possible to navigate the tensions of mission drift and mission lock-

in. From the beginning, Authenticitys has implemented dynamics to avoid internal 

tensions in every decision they have taken. From the perspective of social entrepreneurs 

as individuals who engage in activities with the goal of fulfilling a social mission (André 

and Pache, 2016) and solve ethical and social challenges, we argue that our research 

provides a contribution to the literature on the tensions surrounding social 

entrepreneurship. Although a substantial body of research on mission drift has addressed 

how social enterprises can, for instance, prevent it (Smith et al., 2013; Ramus and 

Vaccaro, 2017), or identify it (Staessens et al., 2018), and although authenticity has got a 
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significant foothold in the management and entrepreneurship literature, no research has 

explored the potential of authenticity at the intersection with the tensions of social 

enterprises. Our case study provides a step forward in filling this gap.  

 In addition, the findings advance the literature on authenticity in management. In 

the literature review section, we wanted to provide insights into the meanings of 

authenticity and how it has been used and defined by management scholars. According 

to Lehman et al. (2019), who carefully reviewed perspectives and meanings associated 

with authenticity, three fundamental but distinct perspectives appear to prevail: 

authenticity as consistency, as conformity, and as connection. First of all, we found 

evidence that these three meanings can exist also in social enterprises. The company is 

authentic because it walks the talk, it conforms to the category of a social enterprise which 

operates to solve overtourism, and it is able to transmit a sense of connection to places 

and local communities. In Authenticitys, the three perspectives seem to occur 

simultaneously. Although they represent different facets of the broad concept of 

authenticity, they may co-exist. However, the exploration of the concept of authenticity 

has brought to light an additional perspective: authenticity as experimenting. This new 

lens of authenticity shows how the search for authenticity implies a constant exposure 

and a consequent evolution of the self. This perspective seems to be aligned with the 

existentialist philosophy of Sartre (1956) and Heidegger (1962), who argued that the 

nature of authenticity is experimental—it is a process of continuous becoming. The true 

and authentic self is not a priori defined, but is continuously renewed. The search for 

authenticity implies a discovery of the self. Authenticitys, firstly in developing and 

defining itself, and secondly in making decisions, was able to push itself to discover and 

create its real self. Authenticity is experimenting, pushing the boundaries and generating 

a new self in order to address the mission of the company. Authenticitys, through 

transitional design, aims to create and establish emerging paradigms. 

 Ultimately, the analysis of the case study may provide some useful insights for 

the practice of tourism. Several studies exist on authenticity in the tourism industry and, 

more recently, on mass tourism and the impacts of the so-called sharing economy. These 

phenomena create a series of difficult problems for cities that receive a large number of 

tourists, which has led to the emergence of the term ‘overtourism’. Authenticitys, 

providing a different kind of experiences, pushes for a responsible tourism, which may 

oppose to overtourism. However, it’s worth to remember that even if the experiences 

provide benefits to the groups of local entrepreneurs who collaborate with Authenticitys, 



99 

these products may also create negative externalities for the rest of Barcelona’ 

community. The investigation of whether such social entrepreneurs reduce overtourism 

problem or if they ‘simply’ change the profile of overtourism issue requires further 

studies. While it is beyond the scope of this paper to provide solutions to this complex 

problem, our research holds practical implications for tourism entrepreneurs and 

organizations. The findings suggest that the pursuit of authenticity is not only limited, as 

is often thought, to the tourism experience per se, but lies within the enterprise itself. 

Authenticity plays a role in the backstage of the organization, providing a way to navigate 

mission drift and mission lock-in and thus, we argue, a guide for social entrepreneurs to 

make decisions. 

 However, not all that glitters, is gold. The research we have carried out was meant 

to explore the role of authenticity in social enterprises. The analysis suggests that the 

search for authenticity—in all its perspectives—contributes to navigate the tensions 

Authenticitys faces. However, we do not claim that an interpretation of authenticity is the 

only element for solving mission drift and mission lock-in. Even if he/she behaves 

authentically, a social entrepreneur will always be subject to context-related boundary 

conditions. For instance, the study was carried out in the extreme setting of the tourism 

industry. It could be claimed that tourism is not authentic per se. While more and more 

people travel to satisfy their quest for authenticity, tourism invariably destroys its object 

(Cohen, 1988; Greenwood, 1977; MacCannell, 1992). Thus, overtourism is not only a 

complex phenomenon, but also multi-layered. Although we found evidence that 

authenticity can play a role in this complex setting, we must be aware that it is not only 

through achieving authenticity that overtourism can be addressed. It is an ecological, an 

urban and a social problem within a city context, which certainly requires legal and 

political treatment. 

 

6. Perspectives for Future Research 

 Our current study is not without limitations, which is typical of qualitative studies. 

But these limitations are also avenues for future research. Here, we present the most 

promising. First of all, the research was carried out with a single in-depth case study, 

which poses the question about generalizability to other contexts. More specifically, we 

narrowed the analysis to the context of the tourism industry, with a focus on a social 

enterprise that fulfils its social mission of addressing overtourism and creating a 

community of responsible travellers. These considerations open two avenues for future 
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research. While new studies may explore our findings in other contexts different from the 

tourist industry, other analyses may still be carried out within the boundaries of tourism, 

but researching social enterprises that operate in other countries or other highly popular 

tourist destinations. Overtourism has emerged in several cities, and the current study 

focuses mainly on Barcelona. However, other realities, such as Venice, Paris, Rome, 

Amsterdam, Prague and many others, suffer from this phenomenon (Koens et al., 2018; 

Muler Gonzalez, Coromina and Galí, 2018; Seraphin, Sheeran and Pilato, 2018) and, 

consequently, may provide some interesting insights.  

 Since authenticity is, in the tourism industry, often associated with the traditional 

culture and origin of a destination (Sharpley, 1994), different cultural backgrounds may 

influence the occurrence of authenticity at a company level, at least when considering 

authenticity as connection. Overtourism is causing residents to move away from city 

centres, and local shops or small distinctive historical gems are closed and replaced by 

souvenir shops. How can authenticity be pursued if the people who make the destination 

authentic are moving away and the authentic (old) places are disappearing? We believe 

this issue of the limits of tourism is worth addressing by the tourism literature and 

industry. 

 Moreover, quantitative data are necessary to provide statistical evidence of our 

constructs and relationships. According to the analysis, the search for authenticity—

identified as consistency, conformity, connection and experimenting—helps the company 

to navigate mission drift and mission lock-in. However, this relationship may be 

strengthened by quantitative analysis. This test could enable us to derive some more 

generic conclusions and to find out the differences between the influence of each type of 

authenticity—if any. 	
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CONCLUSION 

Sustainable entrepreneurship, as outlined in the introduction of the thesis, has been 

studied by scholar as a solution to tackle social and environmental problems (Cohen and 

Winn 2007; Dean and McMullen 2007; Larson 2005). In my research, I have explored 

the subfields of environmental and social entrepreneurship, aiming to contribute to the 

theoretical discourse on sustainable entrepreneurship as a mean to fight both 

environmental problems, such as climate change and loss of resources, and social issues, 

such as overtourism. Thus, I have broadened my understanding of entrepreneurship using 

different theoretical lens. Firstly, analysing how environmental passion impacts on 

environmental identity and, consequently, on pro-environmental entrepreneurial 

behaviour, our results contribute to the theoretical development of entrepreneurship 

behaviour literature, validating the concept of environmental passion and showing its role 

in shaping a pro-environmental entrepreneurial behaviour.  Secondly, keeping an 

individual level of analysis – the environmental entrepreneur –, I have focused on how 

he/she acquires and combines resources in a resource-scarce environment. Proposing a 

conceptual framework of environmental bricolage, I believe I have contributed to theory 

development, adding three environmental entrepreneurial related dimensions – 

environmental gain, sensibilisation, network establishment – and thus broadening the 

study of bricolage into the hands of environmental entrepreneurs. Moreover, the study 

also shows the role of entrepreneurs in having a positive impact on nature. Thus, 

environmental entrepreneurship is not only a means to fight environmental degradation 

and loss of biodiversity, but it is a way to positively impact on nature, providing an 

environmental gain to the planet. 

Finally, the focus has moved on social entrepreneurship in the context of overtourism. 

Adopting an organizational level of analysis, we reflected on the concept of authenticity.  

Thus, we move forward the knowledge of the role of authenticity in the contexts of both 

social entrepreneurship and tourism, improving the research practice of informed scholars 

(Whetten, 1990). Our findings suggest that is the search of authenticity which helps the 

company avoid the typical internal tensions that may arise during its life path. The sought 

authenticity is authenticity in terms of consistency, conformity, connection and 

experimenting.	  

Further, this work also offers insights and opportunities for studies beyond the level of 

the individual, through an exploration of how individual motivation and the social 
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environment conjointly trigger the foundation of social movements – social enterprises – 

that relate to sustainable development (Shepherd and Patzelt, 2011). 

Is now legitimate to wonder how and where sustainable entrepreneurship research will 

take the next steps. Entrepreneurship, for a long time, has been seen as a positive force 

for renewal, but the current financial and environmental crisis has brought to light 

weaknesses in our current thinking (Korsgaard et al., 2016). The great entrepreneurship 

promise (Anderson et al., 2012), as currently portrayed, fails to resolve our sustainable 

development needs. This is why future research has to extend the way to think about 

entrepreneurship and to demonstrate how the promise of prosperity with sustainability 

can be renewed. The adoption of an alternative perspective on entrepreneurship should 

be further explored: entrepreneurship as re-sourcing (Korsgaard et al., 2016). This 

perspective emphasizes the importance of building regional level resilience through 

entrepreneurial activity that sources resources from new places, and uses these resources 

to create multiple forms of value. 

Moreover, taking a step into the world of entrepreneurial tourism let me understand how 

much entrepreneurship-related research is necessary for this industry. Here, a generally 

accepted theory of entrepreneurship has not yet been proposed. Theory development thus 

appears to be at relatively rudimentary stage, and further work remains to be done, 

especially related to the interplay of individual, firm, and destination (Fu et al., 2019). 
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