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ABSTRACT 

CASSANDRA DENISE CRUTE 
LEADING ENTREPRENEURIALLY: UNDERSTANDING HOW COMMUNITY 
COLLEGE LEADERS IDENTIFY WITH AND RELATE TO ENTREPRENEURIAL 
LEADERSHIP 
Under the direction of ELAINE M. ARTMAN 

This qualitative single-site case study with a phenomenological approach used 

semi-structured interviews, observations, and document analysis for data collection in 

order to examine how one community college's president, senior-level administrators, 

and faculty identify with and relate to entrepreneurship and entrepreneurial leadership 

being practiced at the college. A total of 12 leaders at a community college in the 

southeastern United States participated in the study. The results indicate leaders at the 

college recognize entrepreneurship and entrepreneurial leadership as being important and 

they perceive being entrepreneurial as an innovative way of thinking, acting proactively 

and being calculated risk takers. The implication for leaders is entrepreneurship and 

entrepreneurial leadership may be used a strategic response to handling the challenges 

and opportunities facing community colleges. 



CHAPTER 1 

INTRODUCTION 

Community colleges are well poised to take a leadership role in the growing field 

of entrepreneurship (Pusser, Gansneder, Gallaway & Pope, 2005; Roueche & Jones, 

2005; Van Sickle, 2006). Roueche and Jones see entrepreneurship as a growing 

phenomenon in community colleges across America and they believe "community 

colleges have a natural aptitude for entrepreneurship and are best positioned to take 

advantage of emerging opportunities" (p. 27). In society, researchers suggest 

entrepreneurship is vital to the stability of the economy (Eyal & Kark, 2004; Jones, 

2005). According to Zeiss (2003), the pursuit of entrepreneurial activities contributes to 

jobs and innovations. In an ever increasing globally competitive environment, which is 

helping to reshape society, maintaining the status-quo is no longer feasible for 

community colleges (Milliron & de los Santos, 2005). Since runding support from the 

states continues to decline while student enrollment increases (Fry, 2009), colleges are 

faced with the reality that business as usual may no longer suffice if they are to survive 

and or grow (Dowd & Grant, 2006; Mupinga & Busby, 2008). Jones-Kavalier (2006) 

states "community college leaders must recognize that everything gives way to change, 

and that from great currents of uncertainty are born invention and innovation" (p. 4). In 

the current environment of uncertainty, some community college leaders are looking to 

entrepreneurship as one solution to help overcome challenges and create opportunities. 

1 
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Peck (1983) cautions not to assume that all education endeavors are 

entrepreneurial. He believes that entrepreneurial attitudes, endeavors and even 

entrepreneurs themselves often are found only in certain parts of an institution. Peck also 

notes that many colleges that operate entrepreneurially in an overall sense still have 

divisions and departments within the college that are not entrepreneurial in character. 

Jones-Kavalier (2006) reports that although a number of college leaders recognize the 

importance of entrepreneurship and entrepreneurial leadership, "the reality is that 

community college leaders throughout the nation are still practicing traditional modes of 

management, unaware of the breadth and depth of change that must take place to 

transform their institutions into centers of innovation" (p. 4). An examination of the past 

several decades provides a historical prospective which aids in understanding the current 

environment and economic condition of higher education, and in particular community 

colleges. 

Funding issues and scarcity of resources have been a concern for higher education 

for several years. Veblen (1957) noted "there is always a dearth of funds, and there is 

always urgent use for more than can be had; for the enterprising directorate is always 

eager to expand and project the business of the concern into new provinces of school 

work" (p. 84). In earlier years, he foresaw a need for universities to search for secure 

financial support for growth and expansion. Higher education leaders that were alert to 

changes in the economic climate recognized a need to search for alternative funding 

sources as early as the late 1970s when public support of higher education first began to 
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slow down and shortly after started to decline. Duderstadt and Womack (2003) opines the 

slowdown and decline in public support was the result of public resistance, at all levels of 

government, to taxation coupled with shifting priorities which led to constraints on tax 

revenues and the allocation of reduced and limited public resources to other priorities 

such as health care and law enforcement. 

Near the end of the twentieth century, the economic challenges in conjunction 

with federal and state policy objectives that started in the 1990s began carving the 

pathway for the myriad of new, critical issues that impact higher education today 

(Milliron & de los Santos, 2005). Public policy applicable to American community 

colleges began to refashion institutions toward global competitiveness (Martinelli, Meyer 

& von Tunzelmann, 2008). For example, government policies directed community 

colleges toward economic goals emphasizing workforce development and state economic 

competitiveness. At the same time, however; policymakers compelled colleges to 

increase productivity, improve effectiveness and efficiencies, become more accountable 

to government and be more responsive to business and industry (Levin, 2001). Levin 

believes this was the beginning of the changing landscape of community colleges: 

Pressures for efficiency and productivity accompanied claims of 
government restraint on public sector funding and directed colleges to 
behave like globally competitive businesses. Pressures to orient 
institutions to the marketplace, evident in the emphasis placed upon 
vocationalism and commercialism were consistent with the needs of 
global capital. Furthermore, government responsiveness to economic 
concerns at the provincial and state levels became economic development 
policies applicable to community colleges, (p. 237) 
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Roueche and Jones (2005) assert the decrease in funding became a powerful 

driving force for colleges to seek other sources of income. In response, community 

colleges began altering their college missions in pursuit of economic sustainability. 

Rubins (2007) reports that many college leaders of public institutions attempted to break 

the cycle and reduce their dependency on state appropriations by developing alternative 

sources of funding. Rubins stresses these leaders understood the need for a more diverse 

resource portfolio not only for the purpose of building and sustaining the quality of the 

institution, but also for providing flexibility to ride out the inevitable downturns in state 

support and the educational market. It is this type of behavior which arises, according to 

Peck (1983), when an "unprecedented or unanticipated change of circumstances calls for 

a change in priorities or altogether new approach; or when actions depend—to a 

significant degree—on the skills, temperament, attitudes, and commitments of persons 

associated with the institution" (p. 19). 

The Current Environment 

According to Eddy and VanDerLinden (2006), challenges and opportunities exist 

simultaneously in the administrative and leadership levels of colleges and universities. 

The historical demand-response nature of community colleges leans toward strategic 

responses on the part of leaders (Gumport, 2003). As institutions are increasingly 

dependent on strong leadership and effective management to face the challenges and 

opportunities created by an ever changing world, Van Sickle (2006) believes innovative 

community college leaders can create an entrepreneurial mindset and a strategic 
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management style that penetrates their entire institution. For some college leaders, 

different strategies will sweep away certain traditional behaviors for solving problems 

and recognizing opportunities (Fisher & Koch, 2004; Zeiss, 2003). Boggs (2004) suggest 

as a result of the current higher education environment with declining resources 

paralleled with demands to do more with less it is more important than ever that 

community colleges become entrepreneurial. 

Leadership plays a pivotal role in creating an entrepreneurial college (Fisher & 

Koch, 2004; Roueche & Jones, 2005). Fueling the exploration of new ideas, concepts and 

processes, leadership becomes crucial to creating an environment that responds 

effectively to the challenges of these uncertain times. During this century, the structure 

and operation of many higher education institutions, in particularly community colleges, 

will undergo a number of fundamental changes (Donokov, 2007; Romano & Dellow, 

2009). Changes brought about by shifts in public and federal resources and policies, as 

well as local, national and global competition require college leadership to employ 

different strategies for survival and growth (Jones, 2005; Roueche & Jones). American 

colleges and universities at all levels are trying to find their way (Rubins, 2007). While 

all institutions are attempting to balance their efforts at tinding financial support with 

their traditional core mission of teaching, searching for knowledge and serving the public, 

community colleges, unlike research universities, find themselves with a unique set of 

realities (Clark, 2000; Tyree, Milliron, & de los Santos, 2004). 
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Statement of the Problem 

There are a number of multiple emerging realities that are currently affecting or will 

affect community colleges as time progresses. One of the primary leadership challenges for 

college leaders today is "to maintain high quality and competitive standing in the face of 

menacing resource constraints" (ACE, 2003, p. 1). At a time where public and private 

funding is stagnant, and in some cases, decreasing, the need for more skills and knowledge 

for America to compete globally is necessary (Milliron & de los Santos, 2004). Community 

colleges are experiencing tremendous growth increases in their student population 

(Kirshtein, Hurlburt, & Honnegger, 2009). As a result, two-year colleges—community and 

technical—have seen a steep increase in enrollment along with a major change in student 

demographics (Cohen, 2008). More first-time students are starting their education at 

community colleges, as the cost of education continues to rise. Furthermore, community 

colleges are seeing an influx of adult students who need to increase their working skills 

because a number of j obs require a more knowledgeable skilled worker; therefore, students 

of all ages are seeking to be retrained or acquire skills to change occupations all together 

(Drury, 2001). 

College enrollment at most institutions are projected to increase by 13% within the 

next decade (Kirshtein, Hurlburt, & Honnegger, 2009) while community college budgets 

are not growing at a rate commensurate with enrollment growth (Martinez, 2004). 

Additionally, there are reports that most institutes of higher education, including 

community colleges, are seeking funding for infrastructure improvements to dilapidated 
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campus facilities and new technology facilities (Martinelli, Meyer & Tunzelmann, 2008). 

Researchers assert community college campuses, buildings, and infrastructures are 

deteriorating quickly, putting the safety and effectiveness of their learning environments in 

jeopardy (Jamilah, 2004; Sliverman, 2003). Additionally, the need for technology upgrades 

is also increasing. 

Also, statistics show that a number of colleges will be searching for top leadership 

in the next five to ten years as the number of college presidents and key administrators 

continue to retire at a substantial rate (College Board, 2009; Fry, 2009). According to 

reports, community colleges are facing a leadership crisis since more than 50% of two-

year college administrators plan to retire before the end of the decade (AACC, 2009; 

College Board, 2009; Schults, 2001; Weisman & Vaughan, 2002). Eddy and 

VanDerLinden (2006) indicate as many as 79% of currently serving community college 

presidents will retire by 2012. The anticipated retirement of almost half the faculty and 

administrative staff at community colleges and an even greater number of college 

presidents, by the end of the decade has created a concern for qualified leadership that 

will be ready to step into these positions during a time when community colleges face a 

complexity of demands (Jones, 2005; Roueche & Jones, 2005). However, Evelyn (2001) 

believes the projected retirements may be an opportunity to "bring in fresh blood" (as 

cited by Eddy & VanDerLinden, 2006 p. 8). 

Putnam (2000) suggests that traditional ways of doing business will no longer 

suffice with the challenges and problems community colleges are facing. In today's 
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economic climate with declining public resources where colleges are being asked to do 

more with less there is a need for community colleges to look at new strategies to sustain 

and improve their economic stability (Jones, 2005). Given the financial challenges facing 

American institutions of higher education, Clark (2000) and Cohen (2004) stressed the 

need for institutional leaders to develop a more entrepreneurial orientation toward 

generating revenue. Clark cautions "if they do not, they will put themselves at 

considerable risk during the first decades of the 21st century" (p. 1). Therefore, Fisher and 

Koch (2004) and Roueche and Jones (2005) suggest the success with which community 

college leaders identify and develop an entrepreneurial orientation may hinge on the 

leaders understanding of what it means to be entrepreneurial and to be an entrepreneurial 

leader. 

Purpose of the Study 

In the community college system, examples exist of entrepreneurial leaders who 

recognize the change taking place in higher education and as a result are successfully 

transforming their colleges into entrepreneurial colleges. The purpose of this study was to 

examine entrepreneurial leadership within one community college. Given the current 

conditions facing community colleges, the goal of this study was to explore and gain an 

understanding of how the college's president, senior-level administrators and faculty 

identify with and relate to entrepreneurship and entrepreneurial leadership in the context 
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of the challenges and emerging realities confronting the institution. In addition, 

the aim was to explore the nature and degree of entrepreneurial behavior and activity at 

the college. 

Research Questions 

The overarching research question for this study, from the perspective of the 

college's president, senior-level administrators and faculty, is what does it mean to be 

entrepreneurial? The questions guiding this study were: 

1. What does it mean to be an entrepreneurial leader? 

2. What are the underlying themes and contexts that account for this view of 

being an entrepreneurial leader? 

3. What evidence of entrepreneurship or entrepreneurial leadership can be 

found in the activities or experiences of college leaders, administrators, or 

faculty? 

4. What are the leadership practices of community college leaders and do these 

practices align with activities considered to be entrepreneurial in nature in an 

effort to address the emerging realities and challenges of the institution? If 

so, how? 

Theoretical Framework 

The theoretical framework guiding this study is based upon the theory of 

entrepreneurship proposed by Shane and Venkataraman (2000). Shane and Venkataraman 

define the field of entrepreneurship as "the scholarly examination of how, by whom and 
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with what effects opportunities to create future goods and services are discovered, 

evaluated and exploited" (p. 218). This framework examines the sources of opportunities 

and the set of individuals who discover, evaluate and exploit them (Gartner, 2001). Shane 

and Venkataraman believe members of organizations are fundamentally concerned with 

three questions: (a) why, when, and how opportunities for the creation of goods and 

services come into existenc; (b) why, when and how some people and not others discover 

and exploit these opportunities; and (c) why, when and how are different modes of action 

used to exploit entrepreneurial opportunities. 

Conceptual Framework 

In addition to the theoretical framework, this research uses the conceptual lens of 

entrepreneurial orientation (EO) as a guide. The EO concept is multi-dimensional in 

nature. EO is conceptualized as håving from three to five dimensions. The original three 

dimensions are innovativeness, risk taking, and proactiveness (Miller, 1983). In later 

years, Lumpkin and Dess (1996) added two more dimensions, competitiveness and acting 

autonomously. The conceptual model for this study focused on the three original 

dimensions proposed by Miller and later by Covin and Slevin (1991). Covin and Slevin 

theorized that the three dimensions of EO, innovation, proactiveness, and risk taking, act 

together to "comprise a basic, unidimensional strategic orientation" (p. 79) and should be 

aggregated together when conducting research in the field of entrepreneurship. 

Innovativeness reflects the propensity of an organization to actively support new ideas 

and creative solutions in pursuit of a competitive advantage. According to Covin and 
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Slevin, innovative leaders support new ideas and depart from established practices. 

Proactiveness is the organization's propensity to act aggressively in pursuit of favorable 

opportunities. The risk-taking dimension is an organization's propensity to take business-

related chances in the face of uncertainty. Covin and Slevin characterized risk-taking 

leaders as håving a willingness to make investments in projects that have uncertain 

outcomes. 

EO is linked to the strategic decision making process (Lumpkin & Dess, 1996). 

According to Lumpkin and Dess, EO is a process construct which concerns the practices, 

methods and decision-making style of the firm's leaders. EO concerns "the intentions and 

actions of key players functioning in a dynamic generative process" (Lumpkin and Dess, 

p. 136). Stevenson and Jarillo (1990) surmise EO reflects the strategic posture exhibited 

by multiple layers of the organization. This framework was designed to evaluate 

relationships within the context of institutional-level entrepreneurial orientation. The 

model shows a conceptualization of the relationship among the constructs of 

entrepreneurship, leadership, entrepreneurial orientation, and entrepreneurial leadership. 

The purpose of the model is to investigate whether these constructs enhance wealth 

creation and performance. 

By systematically examining the three defining constructs, entrepreneurship, 

leadership and entrepreneurial orientation, a conceptual model that shows 

entrepreneurship and leadership as the antecedents of entrepreneurial orientation has been 
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developed. The model also shows a trajectory of entrepreneurial orientation to 

entrepreneurial leadership which leads to wealth creation and performance. 

Entrepreneurship: 

Economic 
Social 
Strategic 

Leadership: 

Transactional 
Transformational 

•f 

Entrepreneurial 
Orientation: 

Proactiveness 
lnnovativeness 
Risk-taking 

i k 

— • 
Entrepreneurial 

Leadership —» Wealth Creation/ 
Performance 

Figure 1. A conceptual model of entrepreneurial leadership. 

The model will be operationalized by asking college leaders, administrators and 

faculty questions fram ed to assess their entrepreneurial inclination toward each of the 

dimensions of the model. The conceptual framework suggests there may be a relationship 

between a college leaders entrepreneurial orientation and his or her level of 

entrepreneurial leadership. The interaction of entrepreneurial orientation and 

entrepreneurial leadership may provide evidence of the leader's strategic thought process 

to creating wealth and improving performance at the institution. 

Significance 

The purpose of this study was to offer insight into entrepreneurial leadership and 

provide useful information for college presidents, administrators over entrepreneurial 

activities, policymakers and developing leaders who are seeking to become 
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entrepreneurial leaders. According to Roueche and Jones (2005), "It is the leader—the 

entrepreneur—who identifies the opportunity when it appears, coordinates the resources, 

and makes changes that ultimately lead to success and profitability" (p. 30). Results of 

this research could prove beneficial to community colleges and other institutions of 

higher education that are attempting to strategically adapt to a complex and continuously 

changing environment. The leadership practices and strategies examined in this research 

could contribute to long-term growth and survival of community colleges. . 

Procedures 

The research design for this study was a qualitative single-site case study with a 

phenomenological approach which utilized semi-structured interviews, observations and 

document analysis to address the research questions. The purpose of this study was to 

examine entrepreneurial leadership within one community college. The data collected 

were analyzed using analytic induction. Analytic induction includes both a deductive and 

inductive approach, since formulating hypotheses begin before data are analyzed. 

According to Bodgan and Biklen (2007), the process involves generating theory as well 

as testing theory. 

According to Creswell (2008), qualitative research is best suited to studying 

participants in their natural settings. It allows for individual behavior to occur naturally. 

Additionally, Yin (1984) defines the case study research method as "an empirical inquiry 

that investigates a contemporary phenomenon within its real-life context; when the 

boundaries between phenomenon and context are not clearly evident; and in which 
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multiple sources of evidence are used" (p. 23). Lester (1999) explains the purpose of a 

phenomenological approach is "to illuminate the specific, to identify phenomena through 

how it is perceived by the actors in a situation (p. 1). 

The population for the study was limited to college leaders, administrators and 

faculty at one community college in the southeastern region of the United States. The 

community college in this study is a part of the Community College System in a southern 

state and is accredited by the Southern Association of Colleges and Schools. With four 

regional campuses which provide services a large urban area, the college has an annual 

enrollment of more than 65,000 students. In addition to four campuses, there are three 

training centers along with several community sites where classes and training are held. 

In order to obtain relevant information-rich data, purposeful sampling was chosen as a 

strategy. Creswell (2003) maintains purposeful sampling is a non-random sampling 

method used to identify the most suitable participants who had experiences in the 

phenomenon being studied (Creswell). The sampling in the study was delimited in that all 

the participants had at least two years experience in their current position or another 

leadership position at the college. There were a total of 12 key informants interviewed, 

six of which were ascertained through snowball sampling. All informants had direct 

involvement or knowledge of entrepreneurial endeavors at the college and or surrounding 

community. 

Data were collected through semi-structured interviews, participant observations 

and the collection of formal and informal college documents. The information gathered 
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from observations and document analysis had a two-fold purpose: (1) to confirm or refute 

information obtained through interviews and to guard against hindsight bias in the 

informants' accounts (Leonard-Barton, 1990) and (2) to provide a background and help 

the researcher become familiar with the case. 

First the interviews and observations data were transcribed and read looking for 

meaning. Then the data were coded into reasonable, meaning units that signified either an 

emic category meaning information provided by the participant in their own language or 

an etic category meaning the researcher's interpretation of what was being said (Harris, 

1980). Next, the data were examined for instances from which meanings or patterns took 

shape and were recognized as a relationship among the categories. The information was 

further synthesized and tentative patterns were formulated into themes. Finally, the 

themes were related to the initial research questions. . 

Limitations 

Participants for this study were limited to community college leaders, 

administrators and faculty at one community in the southeastern United States. 

Individuals reading this research may consider the practices of the college studied not to 

be applicable to institutions that do not resemble the characteristics of the institution 

represented. Another limitation was the data collected was based on the perceptions and 

frame of reference of independent interviewees. Cromley (2000) opined that one of the 

limitations to interview studies is people may give the answer they believe the researcher 

wants to hear which he refers to as social desirability bias. Furthermore there was the 
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potential on the part of the interviewee to stress the positive aspects of the institutiorfs 

practices and limit any negative realities in order to east the organization in a favorable 

light. One other limitation was the research relied upon interpretation first of the 

interviewee and then the interviewer. Personal bias or previous frames of references 

could potentially influence either party's interpretation of certain events. To limit this 

from happening on the part of the researcher, all assumptions and past experiences were 

bracketed and set aside as much possible. 

Delimitations 

Entrepreneurship and leadership encompasses a number of theoretical concepts. 

However, this research mainly focuses on the behavioral characteristics and the degree of 

entrepreneurship practiced by college leadership. Because there are many subcategories 

of entrepreneurship and various and diverse categories of the entrepreneur, the researcher 

chose to limit the scope of this research to only a general discussion of both constructs. 

Furthermore, this study employed purposive sampling with the intent to consider only the 

viewpoints of college leaders, administrator and faculty and no other potential 

stakeholders, internally or externally. This study is not intended to be representative to 

the whole population of community colleges and certainly cannot infer generalizability to 

the whole population. The researcher recognizes the research approach used does not 

address a number of contextual issues thus it is not intended to be exhaustive. 
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Operationalized Definition of Terms 

For the purpose of this study, the following terms have been operationally 

defined: 

Community college. Sometimes called junior colleges, technical colleges, or city 

colleges, these institutions are primarily two-year public institutions providing higher 

education and lower-level tertiary education granting certificates, diplomas, and 

associate's degrees (Retrieved from Wikipedia.org/wiki/Community_college, 2010). 

Culture. The set of shared attitudes, values, goals, and practices that characterize 

an institution or organization (Merriam-Webster, Unabridged Dictionary, Electronic 

Version, 2010). 

Entrepreneurship. Activities that enhance current resources or generate new 

revenue (Roueche & Jones, 2005). 

Entrepreneur. One who organizes, manages, and assumes the risk of a business or 

enterprise (Merriam-Webster Unabridged Dictionary, Electronic Version, 2009). 

Entrepreneurial college. A college with a shift to more market and 

entrepreneurial activity which consist of programs and practices not typically associated 

with the regular college (Rudibaugh, 2006). 

Entrepreneurial leader. A leader who can operate in a world that is highly 

unpredictable and in which competitive action inexorably and rapidly erodes whatever 

advantage the firm may currently enjoy (Gupta et al., 2004). 

http://Wikipedia.org/wiki/Community_college
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Entrepreneurial leadership. A role by which leaders navigate change and identify 

innovative ways to do business. (Roueche & Jones, 2005). 

Entrepreneurial orientation. The strategy-making processes and styles of firms 

that engage in entrepreneurial activities (Lumpkin & Dess, 1996). 

Innovativeness. Håving a tendency to enter into experimentation, support new 

ideas and depart from established practices (Lumpkin & Dess, 1996). 

Proactiveness. Håving a propensity to act aggressively in the pursuit of favorable 

opportunities (Lumpkin & Dess, 1996). 

Risk-taking. Håving a willingness to make investment in projects that have 

uncertain outcomes (Lumpkin & Dess, 1996). 

Strategy. The set of commitments and action tåken to develop and exploit a 

competitive advantage in the marketplace (Kuratko, Ireland & Hornsby, 2001). 

Summary 

Community colleges have always been responsive to community development 

and the educational needs of the communities they serve (Drury, 2001). However, in the 

this century, there is a complicated system of internal and external forces that are forcing 

community colleges to rethink their strategies for growth, development and sustainability. 

The increasing necessity for developing new runding sources constitutes a serious 

challenge for college leaders. In addition the new market environment in which colleges 

are vying with one another for students and revenue creates a need for college leaders 

who are willing to look beyond the traditional way of operating (Roueche & Jones, 
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2005). One solution that is gaining increased attention and acceptance is for leaders to 

take a more entrepreneurial approach. If community colleges are to take a more 

entrepreneurial approach, it will require leaders who understand and possess 

entrepreneurial skills (Fisher & Koch, 2004; Roueche & Jones 2005). Additionally, 

leaders may need to possess an entrepreneurial orientation that aids the development of 

innovative ideas to tackle the challenges and pressures community colleges are facing. 

This dissertation is divided into five chapters. This chapter provided an 

introduction and background of the study. In addition, it provided a theoretical and 

conceptual framework and ended by providing the significance of the study, procedures, 

limitation, delimitations and key operationalized terms. Chapter 2 presents a 

comprehensive review of historical and current literature relevant to this study. Chapter 3 

outlines the methodology of the study. It describes the qualitative single-site case study 

design with a phenomenological approach used to understand the essence and meaning of 

entrepreneurial leadership from the perspective of community college leaders. Chapter 4 

presents the findings and themes that were discovered from the data collected. Chapter 5 

explores the implications for higher education and provides recommendations for future 

research. 



CHAPTER 2 

LITERATURE REVIEW 

Introduction 

The purpose of the literature review was to gather and evaluate research relevant 

to understanding the overarching research question of what does it mean to be 

entrepreneurial from the perspective of college leaders, senior administrator and faculty. 

The supporting research questions helping to guide the review of literature were: (1) 

What does it mean to be an entrepreneurial leader; (2) What are the underlying themes 

and contexts that account for this view of being an entrepreneurial leader; (3) What 

evidence of entrepreneurship or entrepreneurial leadership can be found in the activities 

or experiences of college leaders, administrators, or faculty at community colleges; and 

(4) What are the leadership practices of community college leaders and do these practices 

align with activities considered to be entrepreneurial in nature in an effort to address the 

emerging realities and challenges of the institution? If so, how? 

The literature reviewed explores empirical research which provides an in-depth 

examination of entrepreneurs, entrepren eurship, leadership, and entrepreneurial 

leadership. Thus, a contextual, theoretical and methodological approach was used to 

explicate the analogous development of the fields of entrepreneurship and leadership. In 

contrast to a single discipline approach, the literature reviewed covered a range of 

20 
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disciplines to gather a multi-dimensional understanding of the phenomena of 

entrepreneurship and leadership. Using the conceptual framework in the study as a guide, 

the literature review examines entrepreneurship, leadership, entrepreneurial orientation 

and entrepreneurial leadership, as possible antecedents to performance and wealth 

creation which may be considered aids to survival and growth at community colleges. 

Additional research that helps explain the role of the community college and the concept 

of entrepreneurial community colleges and what it means to lead entrepreneurially are 

included. 

Entrepreneurs 

Rauch and Frese (2000) claimed to understand whether an enterprise is successful 

or not, start by understanding its entrepreneur. According to Timmons and Spinelli 

(2007) entrepreneurs are "at the heart of the entrepreneurial process" (p. 20). Shane and 

Venkataraman (2000) suggested entrepreneurs were the people who lead the enterprise to 

success and create fortunes. Despite there being numerous descriptions of the functions 

of an entrepreneur, there continues to be a never-ending debate among entrepreneurship 

scholars over the definition and function of an entrepreneur (Busenitz et al., 2003; 

Bygrave & Hofer, 1991; Cogliser & Brigham, 2004; Gartner, 1990; Vecchio, 2003). It is 

still unclear whether the entrepreneur has earned a credible and favorable reputation 

among scholars and disciplines. 
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A Historical Perspective of the Entrepreneur 

According to Van Praag (1999) entrepreneurs were not highly esteemed by 

scholars of early science. Van Praag wrote: 

Entrepreneurs were not at all regarded as enhancing society's well-being. Making 
pro fit, the economic definition of the pecuniary return (gain) to entrepreneurship, 
was perceived as robbery ever since Aristole had introduced the persistent idea of 
economic activity as a 'Zero-sum game,' i.e. one man's gain is another man's 
loss. (p. 312) 

Similarly, Fisher and Koch (2004) examined the history of the entrepreneur and 

discovered the first known English usage of the word was in 1852 by Thomas Carlyle, 

who spoke of gambling houses constructed by a French gambling entrepreneur. Fisher 

and Koch posited that this somewhat sordid connotation has colored the use of the word 

entrepreneur throughout the years within academe. Challenged by the traditional mission 

of higher education to be student-oriented versus market-oriented, Fisher and Koch 

highlighted why there is contention for entrepreneurship and the entrepreneur with the 

academy. They stated "to some faculty, the adjective entrepreneurial manifests an 

objectionable vision of a nonacademic, profit driven business firm that is uninterested in 

the traditional academic verities" (p. 23). 

Rubins (2007) provided an etymological examination of the word 

"entrepreneurship." Based on his review, an entrepreneur is not always seen as the 

innovative, paradigm shifting visionary as touted by the business literature. By Rubin's 

account the term "entrepreneurial" may evoke antipathy within the halls of academe. He 

highlighted the misbehavior and subsequent outcome of corporate leaders from 

corporations such as Enron and WorldCom. Therefore, to understand why some scholars, 
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and not others, value the role of the entrepreneur, it is important to take a look the vari ed 

theories of the entrepreneur and entrepreneurship. 

Theories of the Entrepreneur 

Throughout history many scholars have studied the role of the entrepreneur. 

Entrepreneurship was originally conceptualized as an economic function and the 

entrepreneur was described as someone willing to bear risk to make a profit (Cantillon, 

1755). In this example, Herbert and Link (1988) explained the entrepreneur earns an 

uncertain profit because of the difference between a known buying price and an uncertain 

seiling price. According to van Praag (1999) Cantillon was the first to acknowledge the 

entrepreneur as a key economic player. Cantillon suggested the entrepreneur is 

responsible for all exchange and circulation in the economy (Iversen, Jorgensen, 

Malchow-Moller & Schjerning (2005). In Cantillon's theory, the entrepreneur is an 

arbitrageur, "an individual who equilibrates supply and demand in the economy" (Iversen 

et al., p. 4) acts as an agent that takes on risk and uncertainty (Kirzner, 1999). 

This notion is in sharp contrast to Schumpeter's (1934) view that the entrepreneur 

holds a disequilibrating function in the market. Cantillon described an entrepreneur as 

one who engages in exchanges for profit, and makes decisions about obtaining and using 

resources in the face of uncertainty. Unlike later economists, Cantillon did not see 

entrepreneurs as a capitalist (Cassis & Minoglou, 2005). He also suggested that an 

entrepreneur did not have to be innovative, but he should be alert and looking ahead. 

Say (1803) provided a different perspective of the entrepreneur. He asserted 

entrepreneurs "shift economic resources out of an area of lower and into an area of higher 
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productivity and greater yield" (as cited by Drucker, 1985, p. 21). He maintained the 

entrepreneur plays a central role both in production and distribution. Furthermore, Say 

emphasized the managerial role of the entrepreneur. He regarded the entrepreneur as a 

manager of a firrn with input into the production process (Iversen et al., 2005). 

According to van Praag (1999), Say maintained that within a firm the entrepreneur is "the 

coordinator and moreover, the modern leader and manager" (p. 314). Notably, Say 

believed the entrepreneur acts in the static world of equilibrium where the most favorable 

economic opportunities can be assessed. In this manner, the payoff to the entrepreneur is 

not profits derived from risk bearing but instead wages accrued for a desired scarce type 

oflabor (Say, 2001). 

Marshall (1930) emphasized that entrepreneurs are the reason for progress in a 

market economy. He believed entrepreneurs "drive the production and distribution 

process, they coordinate supply and demand on the market, and capital and labor within 

the firm" (as cited by van Praag, 1999, p. 319). In performing these functions, they 

assume the risks associated with production. In addition to the risk bearing and 

management aspects highlighted by Cantillon (1755), Say (1803); Marshall (1964) also 

emphasized that the entrepreneur continuously seeks opportunities to minimize costs. 

In an evaluation of Cantillon (1755), Say (1803), and Marshall's (1964) depiction 

of the entrepreneur, Iversen et al. (2005) stated: 

In sum, although it may be difficult to pin down the exact role of the 
entrepreneur in these early theories since none of them developed a 
comprehensive theory of entrepreneurship but instead were mainly 
concerned with the distribution of income, they pointed to a number of 
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different roles for the entrepreneur, including those of an input factor, an 
optimizing agent and an innovator. (p. 5) 

These differences would be revisited and further developed in later theories where the 

entrepreneur is also considered a critical player for the functioning of the economy. 

Schumpeter (1934) had an altered viewpoint from Cantillon (1755), Say (1803), 

and Marshall (1964). Unlike other economist of his time, Schumpeter was opposed to the 

idea that an entrepreneur was a risk bearer and a capitalist or a manager. Instead, he 

described the entrepreneur as a change agent, and as such, he considered entrepreneurs to 

be the primary movers of the economic system (Minniti & Levesque, 2008). He preferred 

to describe an entrepreneur as an innovator and leader. Schumpeter (1949) argued 

entrepreneurs are willing to innovate because they possess motivating forces. According 

to Iversen et al. (2005), Schumpeter considered an entrepreneur is an innovator that can 

carry out one of five task: (1) the creation of a new good or new quality; (2) the creation 

of a new method of production; (3) the opening of a new market; (4) the capture of a new 

source of supply; or (5) the creation of new organization or industry. He recognized the 

entrepreneur is not necessarily the one who invents new combinations but the one who 

identifies how the combinations can be applied to production and be profitable 

(Schumpeter, 1949). 

Schumpeter (1934) constructed a theory in which the entrepreneur is the source of 

all dynamic change in the market. In his model, Schumpeter characterized entrepreneurs 

as forces of "creative destruction" (p. v ). In contrast to Cantillon's (1755) theory of 

equilibrium, Schumpeter saw the entrepreneur as a disruptive and disequilibrating force. 
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He used the term "creative destruction" to refer to the innovating role entrepreneurs play 

in the market (Ebner, 2005). Spencer, Birchoff, and White (2008) described 

Schumpeter's process of creative destruction as: 

Large firms that dominate the existing market begin to lose market share 
to the new, independent entrepreneurs' innovations. Gradually, as their 
market share declines, the large firms' earnings decline and some finns 
fail. The entrepreneurial firm emerges as dominant in the markets and the 
new firm's owners, workers and suppliers acquire most (perhaps all) of the 
new wealth created by increased demand and much of the wealth 
previously owned by the large, once dominant firms. In this manner, 
creative destruction brings with it both an increase in and an equitable 
distribution of wealth. It is perceived as an equitable distribution in a 
capitalist society since it is based upon widely accepted standards for 
success, i.e. inventiveness, managerial wisdom, risk taking and success. 
(p. 12) 

According to Schumpeter, the entrepreneur promotes new innovations which 

disrupt equilibrium by changing an existing situation (Herbert & Link, 2006). With this 

belief, Schumpeter suggested the market is dynamic and the entrepreneur is the main 

force that creates change endogenously (Adaman & Devine, 2002). As the entrepreneur 

breaks away from the routine, he destructs the state of equilibrium. 

Knight (1942) also contributed to the theory of the entrepreneur. According to 

Knight, the main function of the entrepreneur is to assume the uncertainty related to 

events and to therefore shield stakeholders against the uncertainty. In his explanation, the 

entrepreneur exercises judgment over the situation and the uncertainty in the economy 

and acts like an "insurance agent" (as cited by Iversen et al., 2005, p. 59). Therefore, the 

principle role of the entrepreneur is to assume the consequences of the uncertainty 

(Minniti & Levesque, 2008). 
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According to Herbert and Link (1998) the main difference between Knighfs view 

and Schumpeter's view of the entrepreneur centers on the two economists view of 

uncertainty. Knight maintains that the role of the entrepreneur is to assume uncertainty 

while Schumpeter leaves the uncertainty to the capitalist. "Schumpeterian 

entrepreneurship can arise in an economy without uncertainty and it may be argued that 

the Schumpeterian entrepreneur is precisely the agent that creates the uncertainty" 

(Iversen et al., 2005, p. 7). 

Kirzner (1979; 1997) focused on developing an explanation of how 

entrepreneurship fits into a general equilibrium model. Contrary to Schumpeter who 

rejected a general equilibrium model as being unrealistic for a capitalist economy, 

Kirzner saw the market as a process that may lend toward equilibrium but never fully 

reaches equilibrium. According to Kirzner, markets are constantly in states of equilibrium 

and the role of the entrepreneur is to bring economic markets into equilibrium by 

exploiting the opportunities that appear because of the disequilibrium. Therefore he 

believed that entrepreneurs are alert to perceive pro fit opportunities and if the 

entrepreneur is correct in his perception, he will make a profit. 

Approaching the end of the twentieth Century, discussions on entrepreneurship 

and the entrepreneur were almost entirely eliminated from mainstream economics 

(Metcalfe, 2004). Recent theories of entrepreneurship are returning to an economic 

approach to examine the phenomenon of entrepreneurship (Bianchi & Henrekson, 2005; 

Casson, 2005; Casson & Wadeson, 2007; Ebner, 2005; Endres & Woods, 2005; Herbert 
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& Link, 2006; McMullen & Shepherd, 2006; Metcalfe, 2004; Montayne, 2006; Shane 

&Venkataraman, 2000). 

As the end of the twentieth century, researchers began identifying 

entrepreneurship as an effective strategic response to environmental turbulence (Covin & 

Slevin, 1989; 1991; Hitt & Ireland, 2000; Morris & Sexton, 1996). Others considered 

entrepreneurship to be a by-product of the application of strategic management and 

leadership principles in that it incorporated a focus on open communication and 

participative decision making (Mokwa & Permut, 1981; Nutt & Backoff, 1993). To that 

extent, entrepreneurship was thought to affect organizational transformation by producing 

new opportunities and generating new processes and service innovations (Behn, 1991; 

Davies & Griffiths, 1995; Nutt & Backoff). 

Entrepreneurship 

According to Crook, Shook, Morris and Madden (2009) entrepreneurship is a 

relatively young field with a rapidly growing interest. Ireland and Webb (2007) stated 

"increasingly, entrepreneurship's eclectic and pervasive benefits are generating research 

questions that are of interest to researchers from a variety of scholarly disciplines or 

academic areas" (p. 892). Although its growth trajectory has been impressive, the field of 

entrepreneurship has been the target of considerably criticism (Busenitz et al., 2003). 

Low (2001) claimed the reason for this criticism is the field has not approached empirical 

research with the same rigor as other disciplines. While assessing the current state of 

research emerging in the field, Busenitz et al. (2003) asserted the field still lacks a 

"respected and well-developed voice" (p. 303). Chandler and Lyon (2001) concluded that 
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researchers "still have some distance to go if [they] are to advance the field to the point 

where we can identify with some confidence and make normative recommendations 

regarding the exact nature of the varied and complex relationships studied under the 

umbrella of entrepreneurship research" (p. 112). 

Since Low (2001) and Chandler and Lyons (2001) made their assessments, some 

of the domains of study within entrepreneurship such as opportunity identification, 

creation and exploitation, have been more firmly established (Crook et al., 2009). 

Entrepreneurship is viewed as an important stimulus of ben efi ei al outcomes at the 

individual, firm, and the societal level (Ireland & Webb, 2007). Disconcertingly, 

however, Ireland and Webb highlighted that although scholars across disciplines have 

come to recognize the significance of entrepreneurship, the development of 

entrepreneurship research has seen scholars primarily focused on issues specific to their 

discipline's domain. 

Likewise, Zahra (2005) observed that typically research is conducted in the 

context of the scholar's home discipline therefore research design and outcomes tend to 

ignore theoretical and methodological perspectives that are embedded in other 

disciplines. Zahra considered this approach to be problematic and described it as creating 

"a mosaic of issues to be explored" (p. 254). For that reason, Ireland and Webb (2007) 

suggested the approach has created a domain of entrepreneurship research that has been 

described as loosely connected. 
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Connecting the Dots of Entrepreneurship 

According to Ireland, Reutzel and Webb (2005) the varying defmitions of 

entrepreneurship cause researchers to "east a wide net when using terms to search for 

published entrepreneurship work" (p. 557). Studies have identified a variety of themes 

and attributes associated with entrepreneurship and the entrepreneur. The many 

defmitions have emphasized a wide range of activities such as creation, founding, 

adapting, and managing entrepreneurial ventures (Cunningham & Lischeron, 1991). 

Although interest in the field has increased, there still is no universally accepted 

definition of the term "entrepreneurship" (Bruyat & Julien, 2001; Cogliser & Brigham, 

2004; Cooper, 2003; Cunningham & Lischeron, 1991; Vecchio, 2003). Similarly, 

Wennekers, Thurik & Buis (1997) referred to entrepreneurship as "ill-defined or at best a 

'multi-dimensional' concept" (p. 13). This perception seems to be shared by a number of 

researchers and scholars (Bygrave & Hofer, 1991; Davidsson, 2004; Shane & 

Venkataraman, 2000). While there a several varying views of the role and definition of 

entrepreneurship, there are a few commonly shared perspectives between researchers 

which have been established. For example, Lumpkin and Dess (2001) and Ireland, Hitt, 

and Sirmon (2003) suggested entrepreneurship is a process through which newness is 

created. In their defmitions, newness is referenced in the context of Schumpeter's (1934) 

conceptualization. Schumpeter believed newness came in the form of new products, new 

processes, and new markets. Similarly, Dobrev and Barnett (2005) and Thornton (1999) 

defined entrepreneurship as the creation of new firms. 
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Shane and Venkataraman (2000), while speaking about the process through which 

newness is created, referred to entrepreneurship as a "processes of discovery, evaluation, 

and exploitation of opportunities" (p. 218). Sharma and Chrisman (1999) defined 

entrepreneurship as "acts of organizational creation, renewal, or innovation that occur 

within or outside an existing organization" (p. 17). In current literature there is support 

for conceiving entrepreneurship not just as starting a new business but rather more 

broadly as "the process of transforming ideas into enterprise that generate economic, 

intellectual and or social value" (Green, 2005, p. x). This conceptualization of 

entrepreneurship is important to educational leaders because it allows for the mission of 

the college to be achieved which is to develop knowledge workers who add value to their 

community and at the same time generate income (Levin, 2005). This process can be 

achieved at various lev els of the organization. 

Developing a Frameworkfbr Entrepreneurship Theory 

Despite the ability to analyze entrepreneurship from an individual, team or 

operational-level, researchers still find it difficult to construct a theory of 

entrepreneurship (Adaman & Devine, 2002; Bygrave & Hofer, 1991; Cassis & Minoglou, 

2005; Casson, 2005; Shane & Venkataraman, 2000; Venkataraman, 1997). To be 

acknowledged as a field of academic research, scholars suggest entrepreneurship must 

demarcate a unique domain and build a logi cal and collective body of knowledge 

(Gartner, 1985; Sarason, Dean & Dollard, 2006; Shane & Venkataraman; 

Venkataraman). In an attempt, Venkataraman began the discussion of a possible 

framework. He believed entrepreneurship involves "the nexus of two phenomena: (1) the 



32 

presence of lucrative opportunities and (2) the presence of enterprising individuals" (as 

cited by Shane & Venkataraman, p. 218). He explained that describing the phenomena 

with only the person in mind decreases the importance of the connection between an 

opportunity and the recognition of opportunity by an individual with entrepreneurial 

spirit. 

Shane and Venkataraman 's Theory ofEntrepreneurship 

Building upon Venkataraman's (1997) original framework for a theory of 

entrepreneurship, Shane and Venkataraman (2000) stated: 

For a field of social science to have usefulness, it must have a conceptual 
framework that explains and predicts a set of empirical phenomena not 
explained or predicted by conceptual frameworks already in existence in 
other fields. To date, the phenomenon of entrepreneurship has lacked such 
a conceptual framework. (p. 217) 

Therefore they developed a framework for entrepreneurship which delineated the 

distinctive nature of the domain. In Shane and Venkataraman's evaluation of for-profit 

entrepreneurship as a research field, they explained how their attempt at creating a 

framework differed from other scholars. Shane and Venkataraman stated: 

Our framework differs from these in that (1) we focus on the existence, 
discovery, and exploitation of opportunities; (2) we examine the influence 
of individuals and opportunities, rather than environmental antecedents 
and consequences; and (3) we consider a framework broader than firm 
creation. (p. 219) 

Shane and Venkataraman explained that the sphere of the field involves "the study of 

sources of opportunities; the processes of discovery, evaluation, and exploitation of 

opportunities; and the set of individuals who discover, evaluate, and exploit them" (p. 

218). Mole and Mole (2008) characterized Shane and Venkataraman's (2000) framework 
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as one that creates a new means-ends framework. The entrepreneur in this framework 

creates "Schumpeterian" enterprises, meaning enterprises that are "highly innovative 

which results in new goods, services, raw materials or organizing methods" (p. 220). 

Individual-Opportunity Nexus 

To further extend the framework expounded by Shane and Venkataraman (2000), 

Shane (2003) purposed the individual-opportunity nexus theory. This theory takes a 

process approach in understanding entrepreneurship. In essence, the process starts with 

entrepreneurial alertness which leads to opportunity recognition, then to opportunity 

exploitation with the creation of a new venture. The final phase is the growth and survival 

of the venture (Shane, 2003; Webb, Ireland & Sirmon, 2007). Shane emphasized 

significant progress has been achieved in understanding an individual's actions within the 

entrepreneurial process; however there has been limited progress in understanding the 

importance of the nexus—i.e., the connection—between individuals and opportunities. 

Structuration Model 

Sarason, Dean and Dillard (2006) extended this approach and proposed 

structuration theory as a lens through which to further examine the entrepreneurial 

process. Sarason et al. postulated that, unlike the traditional view where the focus has 

been on nature of the entrepreneur or the nature of the opportunity in the entrepreneurial 

process, the structuration view focuses on the "dynamic interaction of the individual and 

the opportunity" (p. 287). In this view the entrepreneur and opportunity nexus are a 

duality in which each cannot be understood separate and distinct from the other. 

Therefore, structuration theory provides a theoretical perspective on the process of 
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dynamics of entrepreneurship (Saranso et al.). In this regard, entrepreneurship is seen as a 

social undertaking that should be understood within the context of social systems. 

Structuration theory, according to Giddens (1991), explains how actors are the creators of 

social systems, yet at the same time are created by them. Giddens remarked: 

Structuration theory presents the agent as being simultaneously enabled 
and constrained by social structuring. The interactive coming together of 
entrepreneur and opportunity is conceptualized as a duality whereby the 
entrepreneur and opportunity cannot exist independently; and therefore, 
cannot be understood separate and distinct from each other. Through use 
of the structuration theory, we gain an alternative perspective on how 
entrepreneurs interpret and influence their world. For instance, 
structuration theory suggests the social structures both constrain and 
enable entrepreneurs in the venturing processes of discovery, evaluation, 
and exploitation of opportunities. (p. 287) 

Opportunities do not exist a priori waiting to be discovered. Sarason et al. (2006) 

believed opportunities become apparent to the entrepreneur and to others as they are 

conceptualized and developed by the actor as part of the venturing process. Therefore, the 

creative act is not just in the discovery but also in the evaluation and resource acquisition 

of a new conceptualization, which is a part of the entrepreneurial process. Sarason et al. 

encouraged the entrepreneur to focus on the idiosyncrasies of the new venture and less on 

potential for the venture to be imitated. Furthermore, the sources of opportunity and the 

structuring process are constructed and reconstructed in the entrepreneur's actions. 

Mole and Mole (2008) disagreed with Sarason et al.'s (2006) interpretation of 

structure and agency and its role in the field of entrepreneurship. Mole and Mole stated: 

[s]tructure and agency is a meta-theory that offers different deductive 
frameworks for the different levels of analysis. It enables analysis of the 
two aspects of social reality to be carried out without privileging either the 
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social context in which individuals act, or the individuals who shape the 
social context and institutions around them. (p. 2) 

From their perspective the debate is to what extent individuals have the ability to shape 

their destiny versus the extent an individual's fate is determined by external forces. In 

their explication of the process of entrepreneurs, Mole and Mole argued while 

entrepreneurship may involve the dynamic interplay of structure and the entrepreneur, 

interplay cannot be viewed within a "methodological constriction of structuration" (p. 6). 

Mole and Mole surmised that the structuration view of entrepreneurship suggest that the 

enterprise and social systems co-exist. Sarason et al.'s ideology suggests that within a 

structuration framework, entrepreneurship and opportunity are treated as duality where 

structure is held in the memory of the agent's mind and the agent is knowledgeable about 

society. Mole and Mole asserted this implies am "anti-foundationalist ontology" (p. 4). 

Contrastingly, Mole and Mole argued that methodologically either structure or agency 

has to be held constant while viewing the other; therefore this prevents analyzing 

interaction between the two. 

Mole and Mole (2008) believed Archer's (1990) critical realism theory is a better 

alternative lens to build upon Shane and Venkataraman's (2000) conceptual framework. 

Critical realism concentrates primarily on structural influences and secondarily on agency 

(Mole & Mole). In contrast to structuration theory which focuses primarily on agency 

influences and secondarily on structural influences. Both perspectives recognize the roles 

of agency and structure in understanding the complexity of the social processes involved 
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in entrepreneurship. Therefore the difference is not in the definitions of structure and 

agent, but in the nature of the relationship. 

The Knowledge Spillover Theory of Entrepreneurship 

Unlike other theories of entrepreneurship, Acs, Audretsch, Braunerhjelm and 

Carlsson (2005) saw entrepreneurship from a different perspective. The researchers 

argued the field of entrepreneurship has mainly focused on discovery, exploitation and 

what consequences opportunities bring as proposed by Shane and Venkataraman (2000). 

However, Acs et al. believed that earlier discussions of the theory of entrepreneurship 

were weak assumptions in that they gave little attention to the nature and sources of 

opportunity itself. As a result of this belief, they proposed an alternative theory of 

entrepreneurship referred to as the knowledge spillover theory to fill what they 

considered to be a gap between the entrepreneurship and economic literature. 

In developing this new theory, Acs et al. (2005) stated "The creation of new 

knowledge gives rise to new opportunities; therefore, entrepreneurial activity does not 

involve simply the arbitrage of opportunities but also the exploitation of new ideas not 

appropriated by incumbent firms" (p. 3). In other words, just because opportunities exist, 

it does not mean everyone perceives them. Acs et al. argued that only individuals with 

right qualities will perceive the opportunities. Therefore, in this framework, 

"entrepreneurial activity depends upon the interaction between the characteristics of 

opportunity and the characteristics of the people who exploit them" (p. 4). 

Furthermore, Acs et al. (2005) argued that discovery is a cognitive process that 

takes place at the individual level (Audretsch, 1999). Therefore individuals are the 
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entities that discover opportunities. For that reason, any explanation for the form or 

degree of opportunity exploitation must be based on choices made by individuals about 

how they would like to exploit the opportunity that they discovered. In this example, Acs, 

et al, contend that Shane and Venkataraman (2000) along with Casson's (2003) 

frameworks whereby define entrepreneurial opportunity as the discovery of novel means-

ends relationships through which new goods and services are created, the theorists 

neglect the fact opportunities are real and can be independent of the entrepreneurs that 

perceive them. Additionally, Acs et al. assert these most common theories of 

entrepreneurship view entrepreneurial activity as arising from either differences among 

individuals in attitudes toward risk or differences in individual capabilities. In their view, 

the knowledge spillover theory is important because it explains where opportunities come 

from, how knowledge spillovers occur and how occupational choices arise in existing 

corporations that lead to new firm formation. 

An Economic, Sociological and Strategic Examination of Entrepreneurship 

Examining entrepreneurship requires an understanding of the nature of the 

entrepreneurial process not only on a micro to macro level but also as an economic, and 

strategic phenomenon. Efforts to describe the field of entrepreneurship tend to heavily 

rely on economic theories for both theoretical and academic legitimacy (Davidson, 2003; 

Venkataraman, 1997). This is true for defining entrepreneurship and for guiding 

empirical research into the phenomenon. Through economic discourse, economists such 

as Cantillon (1755), Say (1803), Knight (1921), Schumpeter (1934), Kirzner (1973), and 

Baumol (1968) have contributed to the understanding of entrepreneurial behavior and its 
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related processes (Minniti & Lévesque, 2008); therefore, the economic viewpoint is the 

starting point for examining the entrepreneurship domain. 

The Economic Perspective 

A topic of considerable interest to economic scholars is economic growth through 

entrepreneurship. In their review of economic research on entrepreneurship, Ireland and 

Webb (2007) stated "entrepreneurs are responsible for bringing to market the 

technological advances that drive the development and growth of economies. . . ." 

(p. 901). A number of issues related to entrepreneurship economic growth have been 

examined, including the types of entrepreneurship (Schmitz, 1989; Young, 1998), 

entrepreneurs as human capital (Holmes & Schmitz, 1990; Iyigun & Owen, 1998), 

investor protection (Castro, Clementi, & MacDonald, 2004), and scale and population 

growth effects (Howitt, 1999; Young). A great deal of this research has focused on 

creating econometrics models to describe economic growth and the parameters that 

enhance entrepreneurship (Jones, 1995; Romer, 1990; Young). Econometrics uses 

mathematical and statistical methods to analyze empirical data and to inform and shape 

theory (Coleman, 2006). 

New branches of economic theories have developed over the last two decades. In 

addition to the traditional theories, new institutional economies, complexity theory, 

behavioral economies and evolutionary economies are contributing to the knowledge of 

understanding entrepreneurial behavior and the phenomenon (Minniti & Lévesque, 

2008). These new fields of economic inquiry share some common principles, namely the 

importance they attribute to bounded rationality, rule following, institutions, cognition 
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and evolution (Koppl, 2006). According to Koppl, these five principles are at the root of a 

growing amount of work on entrepreneurship in economics. Among the various fields 

emerging from the application of one or more of these principles is behavioral economics 

and new institutional economics. Both these fields have added to the understanding of 

entrepreneurship. 

Behavioral economics draws from psychology and it investigates what happens in 

the economy when individuals do not behave in a strictly rational manner. According to 

Minniti and Lévesque (2008): 

Behavioral economics posits that individuals' decisions are often distorted 
by different kinds of heuristics and biases (Kahneman & Tversky, 1974). 
These heuristics and biases are often very relevant for entrepreneurial 
decisions. In addition, some types of biases appear to be typical for 
entrepreneurial behavior. This is because the exploitation of business 
opportunities requires the entrepreneur to make decisions in complex 
situations without complete knowledge of all relevant facts and 
likelihoods. (p. 607) 

While behavioral economics focuses primarily on individual behavior and the unintended 

consequences of that behavior on the economy, new institutional economics focuses on 

understanding the role of man-made institutions in shaping economic behavior and, in 

particular in reducing transaction costs (Minniti & Lévesque, 2008, p. 608). Minniti and 

Lévesque define institution as "the rules of the game, consisting of both the formal legal 

rules and the informal social norms that govern individual behavior and structure social 

interactions" (p. 608). Furthermore, they stated "A key implication of new institutional 

economics for entrepreneurship research is that while institutions are the cause of 
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economic change and progress, entrepreneurship is the mechanism that allows economic 

change to happen" (p. 608). 

With these two new perspectives, the use of economic theory to understand 

entrepreneurship is moving from a close and deductive science to an open and inductive 

science (Koppl, 2006). Suitable data along with research techniques such as non 

parametric estimation, experimental methods, and ethnographic studies have increased 

the use of economics in producing rigorous test for these theories. According to Ireland 

and Webb (2007) "the theoretical and methodological implications of entrepreneurship 

for economics are strong. . ." (p. 901). However, they emphasize that research 

opportunity exist in understanding economic influence on international entrepreneurship 

and the effects of international entrepreneurship on economic growth. Both these area 

may be growth potentials streams of revenue for community colleges. 

The Sociological Perspective 

According to Thornton (1999) research on entrepreneurship by sociologist has 

focused on subsectors of the phenomenon rather than on entrepreneurship as a class. 

Surveys conducted by researchers (Wortman, 1987; Herron et al., 1992; Gartner & 

Shane, 1995) little over a decade ago revealed that the field was divided into camps 

"where the lack of cross-level and cross interaction tends to obscure the overall picture of 

what gives rise to entrepreneurship" (Thornton, p. 20). Using Gartner's (1988) defmition 

to define entrepreneurship, Thornton suggested entrepreneurship was the creation of new 

organizations through a social and economic context-dependent process. Thornton 
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highlighted while there was a great deal of eclectic literature on entrepreneurship, little 

was known about the specific contexts of organizational founding. 

From the sociological perspective, entrepreneurship can be classified into two 

perspectives. One takes the supply-side perspective and the other takes the demand-side 

perspective (Thornton, 1999). The supply side centers on the availability of suitable 

individuals to occupy entrepreneurial roles while the demand side focuses on the number 

and nature of the entrepreneurial roles that need to be filled. The individual 

characteristics of the entrepreneur are examined from the supply side. Specifically, 

entrepreneurs are examined as agents of change. On the other hand, demand side analysts 

believe that an individual cannot assemble without an infrastructure. 

Supply-side approach. Sociological supply-side approaches have examined how 

attributes of culture (Weber, 1964; Shane, 1993), social class, and ethnic group (Aldrich 

& Waldinger, 1990; Light & Rosenstein, 1995) produce entrepreneurial behavior. The 

supply side logic suggest that if the entrepreneur's personality or social group can 

accurately be described, then an individual can surmise how, why, and where new 

businesses are founded. 

There have been a number of criticisms of supply side studies on 

entrepreneurship. According to Thornton, both sociologist and psychologist have 

criticized supply-side studies for a lack of rigorous and appropriate research designs 

(Aldrich, 1990; Brockhaus & Horwitz, 1986; Collins, Hanges, & Locke, 2004; Frey, 

1984). Sampling of the dependent variable—successful entrepreneurs and firms—was a 

common design flaw in many of these studies. These studies fail to answer the question 



42 

of whether an entrepreneurial person created a successful business or did a successful 

business create an entrepreneurial person. Other criticisms emphasized the lack of 

Controls for variables such as age, education, gender, and work experience, which makes 

the generalizability of finding problematic. An additional criticism of supply side 

research focuses on the use of cross-sectional methods, which disregard significant 

temporal and contextual events and processes (Thornton, 1999). As Gartner and Shane 

(1995) highlighted this is problematic because other empirical studies illustrated that 

entrepreneurship is a dynamic phenomenon that exist across time and space with the 

definition of an entrepreneur and what is defined as entrepreneurship changing over the 

life course of the individual. 

A seminal argument in both classic and contemporary sociology is the idea that 

individuals and organizations affect and are affected by their social context. This 

sentiment has been applied to the study of entrepreneurship at different levels of analysis. 

For example, Burt (1992) showed how an entrepreneur's chance of success was 

determined by the structure of his or her network. According to Burt: 

Individual entrepreneurs with deep "structural holes" in their networks— 
that is, an absence of contact redundancy and substitution increase their 
chances of successfully identifying and optimizing entrepreneurial 
opportunities because they are central to and well positioned to manipulate 
a structure that is more likely to produce higher levels of information, (p. 
15) 

Demand side approach. In contrast to the supply side emphasis on the individual, 

the demand side examines what entrepreneurs actually do. The demand side focuses on 

the decisions entrepreneurs make within social settings that are changing over time 
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(Thornton, 1999). Work drawn from ecological and institutional theories in 

organizational sociology have also been examined on the demand side (Aldrich & 

Wiedenmayer, 1993; Bull & Willard, 1993; Gartner, 1989). The latter two categories of 

theories have received some degree of criticism. Thornton stated: 

The ecological perspective, while methodologically rigorous, has been 
criticized by entrepreneurship scholars as lacking a theory of agency and 
context because it is aggregates events at the population level of analysis. 
Institutional theory has also been criticized for håving an underdeveloped 
theory of agency, (p. 24) 

Social entrepreneurship. A concept that encompasses both the supply side and 

demand side approach through its social mission is the idea of social entrepreneurship. 

Although the concept of social entrepreneurship is gaining increase attention and 

popularity, it is still a somewhat confusing construct (Dess, 1988). Similar to the 

controversy over a defining definition for entrepreneurship and leadership, social 

entrepreneurship means different things to different people. Many associate the concept 

exclusively with not-for-profit organizations while others see it has integrating social 

responsibility into the organizations operations. According to Dess (1988), social 

entrepreneurship "combines the passion of a social mission with an image of business-

like discipline, innovation and determination commonly associated with, for instance, the 

high-tech pioneers of Silicon Valley" (p. 1). Accordingly, social entrepreneurs look for 

effective means for serving their social missions. What makes social entrepreneurs 

different from other types of entrepreneurs? Dess believed that for social entrepreneurs 

the mission is clear and fundamental. He posited "Mission-related impact becomes the 

central criterion, not wealth creation. Wealth is just a means to an end for social 
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entrepreneurs" (p. 2). He developed a definition of social entrepreneurship that combines 

an emphasis on discipline and accountability with the notion of value creation. Dess (p. 

4) stated: 

Social entrepreneurs play a role of change agents in the social sector by: (a) 
adopting a mission to create and sustain social value (not just private value), (b) 
recognizing and relentlessly pursuing new opportunities to serve that mission, (c) 
engaging in a process of continuous innovation, adaptation, and learning, (d) 
acting boldly without being limited by resources currently in hand, and (e) 
exhibiting heightened accountability to the constituencies served and for the 
outcomes created. 

Alvord, Brown and Letts (2004) emphasized that social entrepreneurs exemplify the 

characteristics mentioned above in different ways and to different degrees. Dess 

suggested individuals who create significant social improvements will be seen as more 

entrepreneurial. 

Contrary to business entrepreneurs where wealth creation is a standard for 

measuring value creation because value creation in business are customers willing to pay 

more than it costs to produce a good, social entrepreneurship measures outcomes such as 

social improvements, public good and benefits to people (Alvord, et al., 2004).Therefore, 

Dess (1988) argued the markets which social entrepreneurs seek to operate are not profit-

driven; therefore, the survival and growth of the enterprise is not proof of its 

effectiveness or efficiency. (Peter Drucker (2006) asserted social entrepreneurs have a 

desire to solve problems and put considerable emphasis on developing and implementing 

initiatives that produce measurable results. Typically these results are in the form of 

changed social outcomes and or impacts. The typical business model, in which the 

entrepreneur makes a pro fit, creates wealth or serves the desires of customers may be a 
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part of the model, but pro fit is not the gauge of value creation according to Dess. While 

economic value creation is a necessary condition to ensure financial viability, social 

entrepreneurs' main focus in on social value. 

The Strategic Perspective 

Ireland, Hitt and Sirmon (2003) stated "we do not assume nor argue that 

entrepreneurship and strategic management are a single discipline that has been 

subdivided. Indeed, both entrepreneurship and strategic management research have 

rendered unique and valuable contributions to organization science" (p. 964). However, 

Ireland et al. believed that the two disciplines are often mutually supportive. Likewise, 

Meyer and Heppard (2000) claimed that the two disciplines are inseparable; therefore, 

making it difficult to understand one field's research findings without simultaneously 

studying the results of reports for the other. Barney and Arikan (2001) noted theories of 

competitive advantage and theories of creativity and entrepreneurship are not fully 

related, but they are close in nature. 

Entrepreneurship and strategic management are both concerned with growth and 

wealth creation (Amit & Zott, 2001; Hitt «fe Ireland, 2000; Hitt, Ireland, Camp & Sexton, 

2001, 2002; Ireland, Hitt, Camp, & Sexton, 2001). Several scholars within the field of 

entrepreneurship believe growth and wealth creation are entrepreneurship's defining 

objectives (Certo, Covin, Daily & Dalton, 2001; Ireland, Kuratko & Covin, 2003). 

Strategic management is concerned with understanding the reasons for differences among 

firms' wealth creation in various market and economies (Farjoun, 2002). To understand 

differentials among firm performance, strategic management examines a firm's efforts to 
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develop sustainable competitive advantages. Competitive advantage, in its simplest form, 

is a position a firm occupies against its competitors (Wikipedia, 2010); therefore, a 

sustainable competitive advantage is gained by a firm's ability to satisfy customer needs 

while maintaining an advantage over its rivals because of the uniqueness of its products 

or service and or its lower production or marketing costs (Drucker, 2006). As a result, 

sustainable competitive advantage is considered a determinant of a firm to create wealth 

also (De Carolis, 2003; Drucker, 2006). According to Gove, Sirmon and Hitt (2003), the 

most important competitive advantages are based on resources that are more valuable 

than those held by competitors. Resources of this type are usually rare, imperfectly 

imitable, and not easily substituted. Understanding the importance of competitive 

advantage, Ireland, Hitt, and Sirmon (2003) stated "Thus, competition—in the form of 

competitive strategy, benchmarking, learning to consistently outperform competitors, 

strategic position, and so forth—forms the basis of many strategic management 

perspectives" (p. 965). 

Hitt et al. (2001, 2002) and Ireland et al. (2001) combined and summarized the 

basic tenets of entrepreneurship and strategic management to identify theoretically rich 

research questions to help advance the understanding of wealth creation in new ventures 

and established firms. Collectively, as a result of their work, the researchers concluded 

that entrepreneurship and strategic management both focus on how firms react or adapt to 

change and in the manner they exploit opportunities resulting from uncertainty in their 

external environment. 
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Leadership 

Higher education literature illustrates a number of models of leadership in which 

the central question is "Who leads" (Allan, Gordon & Iverson, 2006, p. 41)? In the 

traditionalist view, researchers surmise leadership "maintains that the leader manages, 

shapes the environment, and attains goals through the skilled use of personal attributes, 

interpersonal abilities, and technical management skills (Baldridge, Curtis, Ecker & 

Riley, 2000; Bensimon & Neumann, 1993; Birnbaum, 1988 as cited by Allan et al., 2006, 

p. 42). From this viewpoint, the emphasis is on the individual leader. In contrast, other 

models reflect that leadership varies in relation to the organizations conceptual 

foundation (Baldridge et al., 2000; Bensimon & Neuman, 1993; Berquist, 1992; 

Birnbaum, 1988; Haviland, 2009). These researchers believed that within hierarchial 

structures of the institutional system, leaders are actors who make limited decisions in 

response to various competing organizational influences. Iverson et al. (2006) examined 

the contemporary models of leadership. 

In contrast to the traditional leadership models, the contemporary theories on 

leadership describe leadership in terms of social power, context and relationship. The 

dominating force in social power is the leader's utilization of expert or referent power to 

influence the followers' activities (Bensimon, Neuman, & Birnbaum, 1989; Kezar, 2002). 

Iverson et al. (2006) reported this perspective aligns with the transactional leadership 

theories. On the other hand, contextual and relationship factors in the contemporary 

models, in which leadership is believed to be "embedded in context and is socially 

constructed" (Irving & Klenke, 2004, p. 3) therefore the contextual factors set the 
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boundaries for interaction between the leader and the follower. Irving and Klenke 

believed this perspective to be aligned more congruently with transformational leadership 

models. 

Vera and Crossan (2004) posited leadership theory refers to leaders at any level in 

the organization and leadership research focuses on the relationship between leaders and 

followers. In addition, leadership style refers to the "relatively consistent pattern of 

behavior that characterizes a leader" (DuBrin, 2001, p. 121). A substantial amount of 

research has been conducted on the concepts of transformational and transactional 

leadership over the years (Avolio & Bass, 2004; Judge & Piccolo, 2004). 

Transformational and transactional leadership are not constructed to be opposing 

leadership styles (Bass, 1985), although some anecdotal literature suggests this position 

(Yang, 2008). Leaders can be both transformational and transactional (Bass, 1985, 1999; 

Lowe, Kroeck, & Sivasubramaniam, 1996; Vera & Crossan, 2004). Nevertheless, some 

researchers consider transformational leadership to be more effective than transactional 

leadership (Gardner & Stough, 2002; Waldman, Ramirez, House, & Puranam, 2001). For 

instance, Lowe et al. (1996) reported transformational leadership is more strongly 

correlated to higher productivity and performance than transactional. Likewise, Block 

(2003) found transformational leadership to be more strongly correlated to higher levels 

of organizational culture, while Gardner and Stough found a correlation between 

transformational leadership and higher levels of emotional intelligence. 

Burns (1978) first introduced the concepts of transformational and transactional 

leadership. In his delineation of transformational and transactional leadership, Burns 
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noted the difference between transformational and transactional leadership is in terms of 

what leaders and followers offer one another. Burns stated "[transactional leaders] 

approach followers with an eye for exchanging one thing for another" (p. 3). In contrast, 

Bums described transformational leadership as a situation in which "leaders and follower 

raise one another to higher levels of motivation and morality" (p. 20). He explained 

leaders appeal to the seif interest of their followers as a way to motivate them so the 

follower accomplishes the specific duty. In this regard, Burns, using the teaching of 

Maslow (1954), focused on transforming followers motivational states (Ensley, Pearce, & 

Hmieleski, 2006). 

While Bass' (1985) theory is rooted in Burns' (1978) work, Bass' 

conceptualization of transformational-transactional leadership had several deviations. 

Foremost, Bass disagreed with Burns that transformational and transactional leadership 

represented opposite ends of a continuum. Bass believed transformational and 

transactional leadership were separate concepts. Moreover, he argued that the best leaders 

are both transformational and transactional (Judge & Piccolo, 2004). Additionally, Bass 

expounded on the behaviors that manifest in transformational and transactional 

leadership. 

According to Bass (1985; 1999) transactional leadership could take one of three 

forms: (1) contingent reward; (2) management by exception-active; and (3) management 

by exception-passive. Bass (1999) defined contingent reward as a form of reward "in 

which the leader clarifies for the follower through direction or participation what the 

follower needs to do to be rewarded for the effort" (p. 11). In this case, contingent reward 
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is the degree to which the leader sets up constructive transactions or exchanges with the 

follower. Furthermore, the leader clarifies expectations and establishes the rewards for 

meeting expectations. 

Management by exception is focused on the degree to which the leader takes 

corrective action on the basis of results of the leader-follower transaction (Burns, 1999; 

Judge & Piccolo, 2004). Burns stated active management-by-exception occurs when "the 

leader monitors the follower's performance and takes corrective action if the follower 

fails to meet standards" (p. 11). On the other hand, passive management-by-exception 

occurs when the leader waits "for problems to arise before taking corrective action or is 

laissez-faire and avoids taking any action" (p. 11). Howell and Avolio (1993) noted the 

difference between active management by exception and passive management by 

exception is distinguished by the timing of the leader's intervention. In the case of active 

leaders, active leaders monitor follower behavior, take corrective actions before the 

behavior creates a serious problem; thus active leaders anticipate problems. On the other 

hand, passive leaders typically wait until the behavior has created a problem before they 

take action. 

Bryant (2003) surmised that transactional leadership forms the backdrop for what 

is considered rational, effective maintenance leadership. Burn (1978) and Bass' (1985) 

depiction of a transactional leader is one who does not try to change the system or culture 

but operates within the existing system or culture attempting to satisfy the needs of 

followers, paying close attention to deviations, or irregularities and taking action to make 

corrections. According to Ensley et al. (2006), transactional leadership "can be used to 



51 

leverage performance monitoring and send signals that enable continuous coordination 

and adjustment of individual behavior to achieve new venture objective" (p. 249). 

Bass (1985; 1999) also described four dimensions of transformational leadership. 

He explained transformational leader refers to the leader moving the follower beyond 

immediate seif interests through: (1) charisma or idealized influence; (2) inspiration or 

inspirational motivation; (3) intellectual stimulation; or (4) individualized consideration. 

Charisma or idealized influence is the degree to which the leader behaves in admirable 

ways that cause followers to identify with the leader. For example, charismatic leaders 

display conviction, take stands, and appeal to followers on an emotional level. 

Inspirational motivation is the degree to which the leader articulates a vision that is 

appealing and inspiring to followers. Leaders with inspirational motivation challenge 

followers with high standards, communicate optimism about future goal attainment, 

provide meaning for the task at hand. Intellectual stimulation is the degree to which the 

leader challenges assumptions, takes risks, and solicits followers' ideas. Intellectual 

stimulation is displayed when the leader encourages followers to become more 

innovative and creative. Individualized consideration is the degree to which the leader 

attends to each follower's needs, acts as a mentor or coach to the follower, and listens to 

the follower's concerns and needs. In this situation, the leader delegates assignments as 

opportunities for growth (Bass, 1999). 

In a process to examine the "full range of leadership," Bass (1985, p. 11), Avolio 

and Bass (1991) and Avolio, Bass and Jung (1995) operationalized and empirically tested 

the transformational-transactional model by developing the Multifactor Leadership 
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Questionnaire (MLQ). The implications of the MLQ were that every leader displays a 

frequency of both transactional and transformational factors, but each leader's profile 

involves more of one and less of the other (Bass, 1999). Avolio and Bass posited that 

leaders who are more satisfying to their followers and who are more effective as leaders 

are more transformational and less transactional. Indeed, Judge and Piccolo (2004) 

maintained empirical evidence has suggested that transformational leadership is linked to 

outcomes that most individuals, organizations and leaders would presumably value. 

Transactional and transformational leadership have been investigated in several 

research studies. Of the two forms of leadership, transformational leadership has received 

considerably more attention. According to Judge and Piccolo (2004), transformational 

leadership has been the most studied leadership theory. In their own meta analytic test of 

the relative validity of the full range of transformational, transactional and laissez-faire 

leadership, Judge and Piccolo noted: 

Studies have been conducted in the lab (Jung & Avolio, 1999) and in the 
field (Yammarino, Dubinsky, Corner, & Jolson, 1997). There have been 
correlational (Hater & Bass, 1988) and experimental (Barling, Weber & 
Kelloway, 1996) studies. Studies have used both subjective perception of 
effective leaders (Judge & Bono, 2000) and hard economic criteria (Geyer 
& Steyrer, 1998). There have been studies of leaders in a wide variety of 
settings, including the military (Kane & Tremble, 2000), education (Koh, 
Steers & Terborg, 1995), and business (Howel & Avolio, 1993), and at 
various levels from entrepreneurial CEOs (Baum, Locke & Kirkpatrick, 
1998) to supervisors (Howell & Hall-Merenda, 1999). (p. 756) 

Despite the amount of interest in transformational leadership, over the years, a 

number of theoretical issues have been identified (Rafferty & Griffin, 2004). Bryman 

(1992) and Yukl (1999a) pointed out there is ambiguity concerning the differentiation of 
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the subdimensions. In particular, theoretical distinctions between charisma or idealized 

influence and inspirational motivation have blurred over the years (Barbuto 1997; 

McCloskey, 2009). Also, the diversity of behaviors encompassed by the transformational 

dimension of individualized consideration and the transactional dimension of contingent 

reward has also been identified as problematic (Goodwin, Wofford, & Whittington, 2001; 

Yukl, 1999a, 1999b). 

Entrepreneurial Orientation 

Entrepreneurial orientation is a commonly used measure of behavioral tendency 

in entrepreneurship literature (Morris & Kuratko, 2002; Wiklund & Shepherd, 2005). The 

concept of entrepreneurial orientation (EO) has its ori gins in the literature on strategy 

(Covin & Slevin, 1989; Lumpkin & Dess, 1996; Miller, 1983). The EO concept concerns 

the presence of organizational-level entrepreneurship (Wiklund & Shepherd, 2005). 

Miller (1983) offered the first operational definition of entrepreneurial orientation. First, 

Miller defined an entrepreneurial firm as one that "engages in product marketing 

innovation, undertakes somewhat risky ventures, and is first to come up with proactive 

innovations, beating the competition to the punch" (p. 228). Following Miller, Covin and 

Slevin (1991) described entrepreneurial orientation as a firm-level construct that is 

evidenced in strategic management and the strategic decision making process. From a 

marketing perspective, Morris and Paul (1987) defined entrepreneurial orientation as a 

tendency of a company's top management to take calculated risks, to be innovative, and 

to demonstrate proactive marketing orientations. Webster (1981) provided another 

marketing perspective. Webster viewed entrepreneurial orientation essentially as a more 
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proactive marketing orientation. Slater and Narver (2000) viewed entrepreneurial 

orientation as being complementary to a marketing orientation. Slater and Narver asserted 

a finn needs both an entrepreneurial and marketing orientation to reach maximum 

effectiveness. From a management perspective, Stevenson and Jarillo (1990) stressed an 

entrepreneurial orientation should reflect the strategic posture of multiple layers of 

management and not just top management. 

Well known for their delineation of the EO construct, Lumpkin and Dess (1996) 

defined entrepreneurial orientation as a firm's "propensity to act autonomously, innovate, 

take risks, and act proactively when confronted with market opportunities" (p. 136). They 

further explained that entrepreneurial orientation is a "process construct and concerns the 

methods, practices, and decision making styles managers use" (p. 136) As such, Lumpkin 

and Dess posited entrepreneurial orientation was about the intentions and actions of 

individuals actively involved in dynamic processes. 

Multiple Perspectives of Entrepreneurial Orientation 

There have been a number of studies conducted on entrepreneurial orientation. 

Several researchers assert that EO plays an important role in explaining the growth and 

development of finns (Covin & Slevin, 1988; Wiklund, 1999; Wiklund & Shepard, 

2005). The concept of entrepreneurial orientation has been examined from a single-level 

perspective and a multi-dimensional perspective. Mintzberg (1973) examined risk taking, 

proactiveness, centralization and growth as entrepreneurial dimensions. He concluded 

that entrepreneurial firms typically adopt risky growth strategies. Subsequently, 

Khandwalla (1977) noted entrepreneurial firms take more risks than other firms thereby 
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confirming Mintzberg's (1973) finding. Researchers (Miller, 1983; Miller & Friesen, 

1983; Morgan & Strong, 2003) described the behavior of entrepreneurial firms as being 

innovative with product-market strategy, proactive in decision making, and willing to 

take risk. These researchers maintained that the level of entrepreneurship exhibited by a 

firm was the combination of innovativeness, proactiveness and risk taking. Covin and 

Slevin (1989) argued that entrepreneurial orientation could be measured by examining 

management's inclination to take business-related risk, their desire to be innovative to 

obtain a competitive advantage for the firm and their aggressive competitiveness with 

other firms. 

Covin and Slevin (1989) developed a nine item EO scale to measure the three 

dimensions: innovativeness, proactiveness, and risk taking. Three items measured 

innovativeness, three items measured proactiveness and three items measure risk taking. 

Five items in Covin and Slevin's scale were adapted from a measurement that was 

previously developed by Khandwall (1977) and Miller and Friesen (1983). Consistent 

with the research methods of Khandwall and Miller and Friesen, Covin and Slevin 

measured entrepreneurial orientation as a composite total of the innovativeness, 

proactiveness, and risk taking dimes ions. 

Although Covin and Slevin's (1989) EO scale received wide recognition and 

popularity, researcher noted there were weaknesses in the instrument. Among these 

researchers, Wiklund (1999) and Shane and Venkataraman (2000) believed the scale was 

improperly labeled and questioned what dimensions the scale really measured. Also, 

Lumpkin and Dess (2001) suggested the proactiveness dimension was ambiguous. 
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While considered to have weaknesses, Covin and Slevin's (1989) EO scale was 

the basis for many research studies and the model for other scale designs. For instance, 

Miles, Arnold and Thompson (1999) based on Covin and Slevin's definition of 

entrepreneurial orientation and their EO scale, conducted a study to examine if 

entrepreneurial orientation could explain the United States lack of competitiveness in 

domestic and world markets. Miles et al. examined the interrelationship between a firm's 

propensity to adopt an entrepreneurial orientation and its perceived degree of 

environmental hostility. Utilizing self-administered questionnaires to obtain firm-specific 

data, the researchers concluded there was an inverse relationship between the degree of 

perceived environmental hostility and the likelihood that the firm would adopt an 

entrepreneurial orientation. 

Following the work of Miller (1983) and Covin and Slevin (1989), Kreiser, 

Marino and Weaver (2002) wanted to clarify the psychometric properties of the 

entrepreneurial orientation measure. The fundamental basis of the entrepreneurial 

orientation scale lies in the assumption that entrepreneurial organizations differ from 

other types of organizations. Early researchers argued that entrepreneurial organizations 

tend to take more risks than other types of organizations and EO organizations 

proactively look for new business opportunities (Lumpkin & Dess, 2001). Therefore, 

Kreiser et al., conducted a study that assessed the psychometric properties of the 

entrepreneurial orientation scale in a multiple country analysis. Their empirical findings 

supported the assertions made by Lumpkin and Dess (2001) whereby EO dimensions 
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interact independently of one another, in many situations, rather than integrally as Covin 

and Sliven had posited. 

Wiklund (1998) constructed an EO measurement instrument based on Miller 

(1983) and Covin and Slevin (1989) three dimensions—innovativeness, proactiveness 

and risk taking. Wiklund investigated over 800 Swedish firms to determine whether an 

entrepreneurial orientation affects performance during an extended period of time or is 

performance only affected temporarily. Using longitudinal data, Wiklund's result 

indicated there was a positive relationship between entrepreneurial orientation and 

performance. Wiklund opined that understanding and investing leaders who have an 

entrepreneurial orientation may be worthwhile for small firms since the pay off seems to 

last over an extended time period. 

Prior to Wiklund's longitudinal study, several scholars pointed to a lack of 

systematic empirical evidence that an entrepreneurial orientation actually leads to 

improved firm performance (Covin & Slevin, 1991; Sexton & Bowman-Upton, 1991; 

Zahra, 1991). Hart (1997) suggested there were negative consequences of an 

entrepreneurial orientation. He hypothesized that entrepreneurial strategy modes were 

likely to lead to lower rather than higher performance because of role imbalances 

between top management and organizational members. Therefore, Wiklund's (!998) 

research was evidence that an entrepreneurial orientation can improve company 

performance (Altinay & Altinay, 2004). 

Richard and Barnett (2004) conducted a quantitative study on cultural and gender 

diversity on management, firm performance and the moderating role of the 
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entrepreneurial orientation dimensions. The researchers used the three dimensions, 

innovativeness, proactiveness and risk taking, to evaluate relationships within the context 

of firm-level entrepreneurial orientation. Richard and Barnett revealed that 

innovativeness had a positive relationship and risk taking a non-linear relationship pattern 

for gender heterogeneity. 

Aloulou and Fayolle (2005) examined the three dimensions of entrepreneurial 

orientation within a small business context. The researchers argued entrepreneurial 

orientation is important for small businesses when they develop a strategic analysis based 

on opportunity-based and resource-based views. Aloulou and Fayolle's definition of 

entrepreneurial orientation refers to a firm's strategic posture in which decision making, 

methods and practices are considered. 

Measures of a firm's EO have evolved over the years into many dimensions; 

however researchers have mainly studied three of the dimensions which are 

innovativeness, proactiveness and risk taking (Covin & Slevin, 1989; Khandwall, 1977; 

Lumpkin & Dess, 1991; Miller & Friesen, 1978, 1983; Mintzberg, 1973; Wiklund, 1999, 

2005). Several entrepreneurship studies examine the notion of a single factor 

entrepreneurial orientation (Krauss, Frese, Freidrich, & Unger, 2005; Kreiser et al., 2002; 

Lumpkin & Dess, 1996; Lyon, Lumpkin, & Dess 2000; Venkataraman, 1989; Yang, 

2008). These researchers have found that the three dimensions of entrepreneurial 

orientation can vary independently of one another. 
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Three Dimensions of Entrepreneurial Orientation 

Innovation 

Many scholars consider innovation to be critical in competing in domestic and 

global markets (Hitt, Ireland, & Hoskisson, 2001; Ireland & Hitt, 1999). Similarly, Hamel 

(2000) argued that innovation is the most important component of a firm's strategy. To 

be innovative, Hamel suggested managers need to think in nonlinear ways because the 

competitive landscape is nonlinear. Reporting the results of a survey of approximately 

500 CEOs who agreed that their industry had been changed in the last decade by 

newcomers, not incumbents, Hamel concluded the key to changing times was innovation. 

There is other research that supports the findings of the Hamel 's research. For example, 

Robert (1999) reported results of a study conducted and found that there is a relationship 

between high innovation and greater profitability. 

Schumpeter (1934) was one of the first economists to argue that innovation was 

the fundamental undertaking of entrepreneurial organizations. He described five 

classifications of innovation: (a) new goods; (b) new methods of production; (c) new 

markets; (d) new sources of supply; and (e) new organization of an industry. Schumpeter 

defined the entrepreneur as an innovator. According to Schumpeter the entrepreneur's 

innovative creativeness is the prime endogenous cause of change or development in the 

economic system (Van Praag, 1999). 

Similarly, other researchers have also considered innovation to be central to 

entrepreneurship. For example, Antoncic and Hisrich (2004) explained economic growth 
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and wealth generation possibly would not occur without some innovation. Furthermore, 

Covin and Miles (1999) posited that innovation was the single most critical factor in 

defining corporate entrepreneurship. While they did not dismiss the existence of the other 

dimensions of entrepreneurial orientation, they believed that the other dimensions, risk-

taking and proactiveness, were antecedents of innovation. 

Mamede and Davidsson (2002) asserted innovation can be perceived in number of 

different ways; therefore, its boundaries are not clear. They stated that "innovation is not 

limited to a certain domain" (p. 8). Miller and Friesen (1983) defined innovation as 

introductions of new products and production-services. Zahra (1993) defined innovation 

as creating new business through market development or by undertaking product, 

process, technology and administrative innovations. Drucker (1985) stated that 

innovation is the specific tool of entrepreneurs and it is the means by which entrepreneurs 

exploit change as an opportunity. Additionally, Lumpkin and Dess (1996) defined 

entrepreneurial innovativeness as the willingness to support creativity and 

experimentation in introducing new products or services, and novelty, and or developing 

new processes (Lumpkin & Dess, 1996). Researchers suggest innovation or 

innovativeness is the foundational theme of entrepreneurial organizations (Covin & 

Miles, 1999; Jennings & Young, 1990; Schumpeter, 1934; Zahra, 2005). 

There have been studies that emphasized the relationship between particular 

leader behaviors and or leadership style and organizational innovation. For example, 

Keller (1992) found that transformational leadership positively influenced performance 

of research and development teams in research and design organizations. Likewise, Jung 
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(2003) found a direct link between transformational leadership and organizational 

innovation assessed by patents and research and design intensity. 

Proactiveness 

Viewed from an opportunity-seeking perspective, researchers who examined 

proactiveness, assert proactiveness occurs where organizations aggressively interact 

within their environments in pursuit of the first chance at an opportunity (Lieberman & 

Montgomery, 1988; Stevenson & Jarillo, 1990). Lumpkin and Dess (1996) defined 

proactiveness as taking the initiative by anticipating and pursuing a new opportunity and 

by participating in emerging markets. Covin and Slevin (1991), on the other hand, 

defined proactiveness as the pioneering nature of a firm's propensity to aggressively and 

proactively compete with industry rivals. Along that same line, Antoncic and Hisrich 

(2004) defined proactiveness as top management's orientation for pioneering and 

initiative taking. 

While there have been a number of studies examining the role of innovation and 

risk taking in determining a firm's level of entrepreneurial orientation, the concept of 

proactiveness has received considerably less attention (Stevenson & Jarrilo, 1990; 

Kreiser et al., 2002). Constructs of proactiveness were revealed by Knight (1997) who 

suggested the emphasis of proactiveness should be on aggressively executing and 

following through the firm's objectives by whatever reasonable means necessary. 

Lieberman and Montgomery (1988) offered an early construct of proactiveness in which 

the first-mover concept, meaning the first competitor to get in the market was 

emphasized. From this perspective, first-movers capitalize on a market opportunity 
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according to Lieberman and Montgomery. Likewise, Porter (1980) maintained, in certain 

situations, flrms could capitalize on proactive behavior in order to increase their 

competitive positioning in relation to other firms. 

Additionally, Stevenson and Jarillo (1990) examined the formation of proactive 

behavior in entrepreneurial firms. From their study, they conceptualized proactiveness to 

be the organizational pursuit of business opportunities that were judged by the firm to be 

favorable and positive. This outlook is consistent with Lumpkin and Dess (2001) recent 

definition of proactiveness where they view proactiveness as an "opportunity-seeking, 

forward-looking perspective involving introducing new products or services ahead of the 

competition and acting in anticipation of future demand to create change and shape the 

environment" (p. 436). These scholars proposed that proactiveness is used to depict a 

firm that is quick to innovate and be first to introduce new products or services. Thus, all 

of the aforementioned researchers believed proactiveness is critical to an entrepreneurial 

orientation (Green, Covin & Slevin, 2008). 

Risk-Taking 

Over the years, researchers have asserted entrepreneurs have a high need for 

achievement and are moderate in their willingness to take risks (Brockhaus, 1980; 

McClelland, 1960). The concept of risk and risk taking has been associated with 

entrepreneurship for quite some time (Brockhaus, 1980). Since Cantillon (1755) first 

defined an entrepreneur as a person who bears the risk of pro fit or loss, risk taking has 

been viewed as a fundamental element of entrepreneurship and the entrepreneurial 

orientation of entrepreneurs (Antoncic & Hisrich, 2004; McClelland, 1961). The concept 
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of risk taking has been conceptualized by Covin and Slevin (1989; 1991) as well as 

Antoncic and Hisrich (2004). Covin and Slevin regarded risk taking as a strategic action 

in the face of uncertainty. Antoncic and Hisrich considered risk taking to the possibility 

of loss related to an individual's quickness in taking bold actions and committing 

resources in the pursuit of new opportunities. 

Das and Teng (1997) defined risk as a variance in outcomes that entrepreneurs 

consider to be significant. According to Ireland and Webb (2007), the relative importance 

of the type of risk may vary. Entrepreneurs face numerous risks such as career, 

reputational, family and financial. Scholars have suggested that the perception of risks 

and an individual's risk-taking propensity differ among entrepreneurs (Das & Teng, 

1997; Wu & Knott, 2006). There is a great deal of anecdotal literature on how 

entrepreneurs deal with business risks. However, according to Forlani and Mullins 

(2000), there is little empirical research that examines how the elements of risk, risk 

perceptions and an entrepreneur's propensity to take risks influence the decision to 

participate in an entrepreneurial venture. 

Entrepreneurs usually take carefully calculated risks and avoid taking unnecessary 

risks (Begley & Boyd, 1987; Krauss et al., 2005; Kreiser et al., 2002). Drucker (1985) 

argued that successful entrepreneurs are typically not risk takers. Wu and Knott (2006) 

found that although entrepreneurs possess a higher risk-taking propensity than 

nonentrepreneurs, entrepreneurs may actually be risk averse in the manner in which they 

choose to exploit an opportunity. The relationship between risk-taking and business 

performance is likely to be affected by other influences associated to the individual's 
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environment (Krauss et al.; Kreiser et al.). Lee, Lee and Pennings (2001) found 

sociological influences in the entrepreneur's internal and external environment affect the 

degree of risk the entrepreneur is willing to take. As a result, these scholars believe that 

some societies are better able to encourage entrepreneurship by decreasing the perceived 

associated risks. 

Entrepreneurial Leadership 

Entrepreneurial leadership starts with the identification of the features that 

distinguish entrepreneurial leaders from other types of leaders (Chen, 2007; Gupta et al., 

2004; Kuratko, 2007). In recent years, researchers have combined the two concepts of 

entrepreneurship and leadership to formalize the entrepreneurial leadership construct 

(Gupta et al., 2004; Tarabishy, Solomon, Fernald & Sashkin, 2005). Researchers have 

suggested entrepreneurial leadership is an effective and needed leadership style (Cohen, 

2004; Fernald, Solomon, & Tarabishy, 2005; Tarabishy et al., 2005). Yang (2008) 

surmised entrepreneurial leaders play a critical role in the success of new business 

ventures. 

Cohen (2004) opined that in the dynamic, complex and uncertain competitive 

environment, a type of entrepreneurial leader who is distinct from the behavioral forms of 

leaders is needed. In his description of entrepreneurial leaders, Cohen distinguished 

between two types of entrepreneurial leaders: (a) the people who reside at the top of the 

organization or institution who have broad responsibilities; or (b) individuals at any level 

of the organization who work to "uncover and pursue opportunities for constructive 

change" (Cohen, p. 16). In the former role, leaders set vision and create a culture 
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throughout the organization that takes initiative to achieve the vision. In the former role, 

it is not just individuals who are at the executive level. Active participation in pursuing 

opportunities can be considered in this role. Some researchers suggest organizations 

consider entrepreneurial leadership as vital to the growth of both new and established 

ventures (Cogliser & Brigham, 2004; James & Burgoyne, 2001; Lowe & Gardner, 2000). 

The two domains of entrepreneurship and leadership have in many ways shared 

similar paths. For example, a large extent of the research in the field of entrepreneurship 

focused on identifying characteristics that differentiated entrepreneurs from non-

entrepreneurs (Antoncic, 2009; Brockhaus, 1980; McClelland, 1961). Some of the 

differences in characteristics identified were self-efficacy, risk-taking propensity, locus of 

control and a need for autonomy. However, only weak connections between these factors 

were found (Gartner, 1988; McDougall, 1987). Similarly, many leadership studies 

examined differences in characteristics that were more often seen in leaders than in 

followers such as responsibility, achievement, participation, and levels of status (Bass, 

1985; Stogdill, 1974). Although differences between leaders and followers were 

observed, these characteristics failed to adequately predict a leader's performance and 

were subsequently deemed to have little value in selecting leaders (Stogdill). 

Comparatively, an examination of the traits approach (Carlyle, 1841; Kirkpatrick & 

Locke, 1991) in leadership led to two different streams of research with one studying the 

effect of the situation on leadership (Wofford & Liska, 1993) and one studying the 

behavior of leaders (Bass, 1990; Sims & Manz, 1984). Likewise, researchers studying 

entrepreneurship were divided between those observing the effect of the environment on 
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entrepreneurship (Kirzner, 1997) and those examining the behavior of entrepreneurs 

(Shaver & Scott, 1991). 

Researchers have reported that both entrepreneurship and leadership have faced a 

myriad of definitional and conceptual problems (Avolio et al., 2003; Shane & 

Venkataraman, 2000). Additionally other researchers have delineated a number of 

methodological challenges such as scale development inadequacies, inappropriate 

application of analysis tools, and confusions with the appropriate level of analysis 

(Antonakis et al., 2004; Low & MacMillan, 1988; Vecchio, 2003). However, more 

emphasis has been placed on the common threads and linkage between entrepreneurship 

and leadership and how the path tåken by leadership research can inform the field of 

entrepreneurship (Cogliser & Brigham, 2004). Cogliser and Brigham reported that "there 

are many similarities or overlaps in the nature of research questions proposed as well as 

the theoretical premises on which these two fields are based" (p. 777). 

Timmons (2007) observed at an individual level, vision and leadership are often 

considered as important facilitators of entrepreneurship. Vecchio (2003) took an 

integrating approach whereby he concluded than many of the constructs used in 

entrepreneurship theory are also found in leadership theory. Therefore, he concluded: 

it is more cogent and parsimonious to view entrepreneurship as simply a 
type of leadership that occurs in a specific context. . . a type of leadership 
that is not beyond the reach or understanding of available theory in the 
areas of leadership and interpersonal influence. (p. 322) 

Unlike Vecchio, Cogliser and Brigham (2004) were not so sure of this claim, but did 

suggest that the commonalities between the two constructs not be overlooked. 
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Gupta et al. (2004) defined entrepreneurial leadership as "leadership that creates 

visionary scenarios used to assemble and mobilize a 'supporting east' of participants who 

become committed by the vision to the discovery and exploitation of strategic value 

creation" (p. 247). Ireland and Hitt (2001) view entrepreneurial leadership as the ability 

to influence others to manage resources strategically. Within the context of small finns, 

entrepreneurial leadership is considered vital to the growth of both new and established 

ventures (Gupta et al., 2004). Researchers emphasized there is a growing 

acknowledgement that leadership capability is critical to the success and growth of small 

ventures (Gupta et al.; 2004; Perren 2000). 

Tarabishy et al. (2005) emphasized that entrepreneurs are not necessarily good or 

successful leaders. They contend that doubters of entrepreneurs being good leaders see 

the term entrepreneurial leadership as an oxymoron. However to silence those who have 

this perspective, Tarabishy et al. highlighted entrepreneurs who have provided the 

innovative, proactive and risk-taking, along with achievement orientation, that have lead 

to the birth an growth of major firms both in the United States and globally. 

Burrows (2002) examined the leadership style and entrepreneurial approach to 

business of a successful president and suggested that the presidenfs vision: 

[s]tems from "out-of-the box thinking" encouraged by a leader who is not 
afraid to adapt to the institutional mission to fit innovative, responsive 
ideas. Once refined, these ideas are promoted by the entrepreneurial leader 
who is a master of implementation and a "make it happen" attitude when it 
comes to resources and support acquisition, both heavily dependent on a 
keen social awareness and political prowess. (p. 191) 
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Revolving around the idea of responsiveness and collaborative innovation, Burrows 

developed a model of entrepreneurial leadership. The model links vision to 

implementation in a cyclical process. 

Scholars and administrators in the education field have also tåken a growing 

interest in entrepreneurial leadership. Educational leadership has seen a growing interest 

in transformational as well as entrepreneurial leadership (Hentschke & Caldwell, 2005; 

Leithwood & Jantzi, 2005). According to Davies (2009) entrepreneurial leadership in 

education is the nexus of entrepreneurial leadership, in general, applied to compulsory 

education. In explaining this concept, Davies stated: 

In the public sector, the principal domain of compulsory education, 
entrepreneurship can represent 'public enterprise', a hybrid of public and 
private organizations that is considered to be a more efficient 
organizational form for some government programs. . . .The extent to 
which entrepreneurial leadership is required in and educational setting 
depends, in part, on the degree to which the leader is required to raise 
capital and exercise extensive discretion in how it is spent. (pp. 151-153) 

In discussing the role of entrepreneurial leadership in education, Davies (2005) reported 

entrepreneurial leadership identifies the tolerance for risk and the desire for personal 

control as key characteristics along with ambition, perseverance and decisiveness as 

leadership features of entrepreneurial leaders. Furthermore, Davies reported three forces 

which promote a focus on entrepreneurial leadership: (1) social forces that act on 

schooling; (2) the new forms of schooling that have emerged; and (3) the new educational 

firms that have been created by entrepreneurial firms moving into the education market. 

According to Jones (2005) college leaders acknowledge that they must identify 

their positioning in the marketplace. Furthermore, they recognize they must reorganize to 
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effectively respond to today's environment. Jelinek and Litterer (1995) asserted this 

process will begin when organizational members view college goals as their own. They 

believed entrepreneurial organizations do not make major distinctions between 

management and workers. The traditional organizational structure gives way to all 

members, not just managers, being responsible for the coordination and control of 

ventures. Jelinek and Litterer commented "people exist differently in entrepreneurial 

organizations than in traditional firms; they think differently about their organization, 

about being organized, about their tasks and even about themselves" (p. 140). 

Performance 

Business performance is a multidimensional construct (Wiklund & Shepherd, 

2005). Wiklund (1999) stressed that performance measures should include both growth 

and financial performance. Indications of growth can be an increase in terms of 

productivity, market share, and diversification among others. Such growth is commonly 

measured in terms of profitability. Generally, every business firm has its own mission 

and purpose of existence, but all work towards pro fit. 

According to Nahavandi (2002), different leadership styles may affect an 

organization's effectiveness or performance. Using a standard multiple regression to 

predict business performance based on individual leadership style and a Pearson product-

moment correlation coefficient to examine the relationship between the leadership styles 

and the business performance of small and medium enterprises (SMEs) in Taiwan, Yang 

(2008) concluded transformational leadership is a better predictor of business 

performance. More specifically, transformational leadership is significantly more 
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correlated to Taiwanese business performance than transactional leadership. The 

researcher's results are aligned with the findings of Bass et al. (2003) and Lowe et al. 

(1996) which support transformational leadership is more strongly correlated than 

transactional leadership with higher productivity and performance. Therefore, Yang 

argued transformational leadership along with higher entrepreneurial orientation can 

contribute to higher business performance.. 

Yang's (2008) research also confirm ed the results of other studies (Covin & 

Slevin, 1989; Wiklund & Shepherd, 2005; Zahra & Covin, 1995) which found that 

entrepreneurial orientation was positively related to performance and that high levels of 

total entrepreneurial orientation may contribute positively to business performance. When 

comparing innovation, proactiveness, and risk-taking, a comparison showed high levels 

of innovation and proactiveness may contribute positively to business performance. Risk-

taking was not a significant contributor to predicting business performance for Taiwanese 

SMEs (Yang). According to Krauss et al. (2005) and Kreiser et al. (2002), the 

relationship between risk-taking and business performance is likely to be affected by 

other influences such as environmental factors. 

There is a growing interest in understanding the relationship between firm 

performance and entrepreneurial orientation. Rauch, Wiklund, Lumpkin and Frese 

(2009), emphasized that in an environment that is rapidly changing and has snorten 

product and or business cycles, the future profit streams from current operations become 

uncertain; therefore, businesses need to constantly seek out new opportunities. 

Consequently, firms that adopt an entrepreneurial orientation may benefit. For instance, 
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Wiklund and Shepherd (2003) reported that entrepreneurial orientation enhances the 

relationship between knowledge-based resources and the performance of small 

businesses. 

Wiklund and Shepherd (2003) stressed highly entrepreneurial-oriented firms are 

likely to maximize their internal resources to create better performance if there are 

adequate amounts of internal resources to utilize. Case in point, researchers have shown 

the relationship between entrepreneurial orientation and organizational resources has had 

a positive impact on performance (Bharadwaj, 2000; Lerner & Almor, 2002; Zahra & 

Nielson, 2002). Additionally, according to Gupta et al. (2004), "entrepreneurial 

leadership has much in common with transformational leadership in that the leader 

evokes superordinate performance by appeals to the higher needs of followers" (p. 245). 

Gupta et al. (2004) acknowledged that leadership capability is critical to the 

growth and success of small ventures [institutions]. Phelps, Adams, and Bessant (2007) 

provided a perspective into the life cycle of growing organizations. They emphasized that 

firms do not grow at a regular pace through stages of the life cycle, nor do firms share the 

same problems at similar stages of development. They contend that what is vital at all 

stages of the life cycle model is leadership. Phelps et al. identified the importance of 

managing [leading] people as ventures evolve. They state: 

The implications of growth is that founders and owner/managers move 
towards employment situations where tasks are delegated and people have 
to be managed, including issues of delegation, leadership. . . therefore 
developing the people-management skills to encourage delegation 
(participation and empowerment), communication and teamwork is a 
primary need for firms that need to make the transition from owner micro-
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management to larger-scale professional structures and for firms that are 
expanding their existing management structure. (p. 8) 

Wealth Creation 

Entrepreneurship is considered a stimulus to wealth creation in emerging, 

developing and developed economies as a result of firm-level actions (Peng, 2001; Zahra, 

Ireland, Gutierrez & Hitt, 2000). Similarly, Ireland and Webb's (2007) considered 

entrepreneurship to be an important stimulus for positive outcomes at both the firm level 

and the societal level. Researchers emphasize at the firm level, entrepreneurial actions 

appear in process, product and administrative innovations (Covin & Miles, 1999; 

Schumpeter, 1934). When process, product and innovation combine, they can generate 

strategic renewal as well as the creation of value for customers and wealth for 

shareholders (Hitt et al., 2001). According to Ireland and Webb (2007, p. 892) at the 

societal level, entrepreneurship contributes "(a) job creation (Manning, Birley & 

Norburn, 1989); (b) technological progress and the revitalization of economies (Manning 

et al., 1989; Zahra, 2005); and (c) the shaping of global cultures (Gudeman, 1992; 

Inglehart & Baker, 2000)." 

To Ireland et al. (2003), wealth creation and firm growth are interrelated. Ireland, 

et al. stated: 

In general, effective growth is expected to help firms create wealth by 
building economies of scale as well as market power. These outcomes 
provide additional resources and contribute to achieving a competitive 
advantage. Likewise, additional wealth makes it possible for firms to 
allocate resources to stimulate further growth. (p. 964) 
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Hitt et al. (2001, 2002) and Ireland et al. (2001) surmised firms create wealth by 

identifying opportunities in their external environments and then develop competitive 

advantages to exploit them. Therefore, firms that are able to identify opportunities but 

incapable of exploiting them do not realize their potential wealth creation thereby under 

rewarding stakeholders. Similarly, firms with current competitive advantages, but without 

new opportunities identified to pursue and exploit, expose their stakeholders to an 

increased risk sueh that wealth creation may reduce or diminish all together (Hitt et al). 

From this perspective, wealth is created only when firms combine effective opportunity-

seeking behavior. Ireland et al. suggested this occurs in firms where there is an 

entrepreneurial culture and where leaders of the firm have an entrepreneurial mindset. 

The belief here is that people with an entrepreneurial mindset meaning an entrepreneurial 

orientation search for entrepreneurial opportunities existing in uncertain business 

environments and then determine the capabilities needed to successfully exploit them 

(Covin & Slevin, 2002; McGrath & MacMillan, 2000). Hence, leaders are responsible for 

developing and nurturing an entrepreneurial culture which entrepreneurial behavior can 

be used successfully (Ireland et al., 2003). 

The Changing Role of Community Colleges 

Community colleges are increasingly key players in developing technology parks, 

hosting small business incubators, offering entrepreneurship development, partnering in 

business recruitment, and conducting applied research (Milliron & de los Santos, 2006). 

As the nation continues to undergo a technological and economic evolution, community 

colleges are aware of the multiple roles that they play in providing opportunities for 
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students to earn associate degrees and or prepare for transfer to four-year colleges. In 

addition, community colleges train adult members of the community pursuing continuing 

education and avocations, and new and incumbent workers obtaining vocational training 

in the form of certification and other specialized programs. 

MacAllum and Yoder (2004) noted that most community college leaders have a 

general sense of what is meant by the term "labor market responsiveness" (p. 27). 

College leaders recognize the role that colleges can play in workforce preparation, 

workforce development, and economic development. Donokov (2007) believed that as 

community colleges enter the next decade their role as engines of economic development 

will come to the forefront. According to Donokov, the twenty-first century community 

college will be characterized by their pivotal role in a seamless system of education, 

community, economic and workforce development. As Grubb (1996) observed, "Modern 

community colleges have a major responsibility for preparing the nation's current and 

future mid-skilled workforce, which accounts for three-fourths of all employees in the 

United States" (as cited by MacAllum, Yoder & Poliakoff, 2007, p. 2). 

In responding to the changes brought on by a global economy that is demanding a 

more educated and knowledge worker, community colleges have quickly adapted their 

programs for retraining and updating the job skills of several occupations (Romano & 

Dellow, 2009). Community colleges also play a central role in the economic wellness of 

their surrounding communities by providing innovative economic development which 

seeks to stabilize or increase employment in the community; workforce development 

which provides training for employees of private-sector business; and community 
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development programs which help promote the political, social and cultural well-being of 

the community (Drury, 2001). 

According to Drury (2001) community colleges, for many reasons, are moving to 

the forefront of workforce and economic development due primarily to their location at 

the grass-roots lev el in their service regions. Today's community colleges offer far more 

than the traditional vocational and general education programs of the recent past, yet 

many still need to adopt a more market-driven approach to workforce and economic 

development programming. The demand for training has created a market for contract 

training and curriculum development that community colleges are uniquely qualified to 

meet. At the same time, competition for this market has expanded from private vendors 

and from within the companies themselves. Although many community colleges have 

become more apt at securing such training contracts, others have been less successful. In 

a time of decreasing local and federal support, Leigh and Gill (2009) contend how 

effectively community colleges transform themselves into market-responsive institutions 

determines how effectively they will support the economic development of their 

communities. 

According to Eddy and VanDerLinden (2006) considerable amount of time in the 

last half of the twentieth century was spent postulating the requirement for and definition 

of college leadership. Twombly (1995) reviewed four periods of community college 

leadership starting with the period from 1900 to the 1930s, whereby the "great man" 

theory (Carlyle, 1966) was popular; the 1940s to 1950s, in which leaders wanted to forge 

their own identity and attempted to become independent from secondary schools; the 
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1960s to 1970s in which the community college was born and characterized by 

pioneering leadership; and the 1980s to 2000, when attention became focused on resource 

issues. Twombly emphasized that by the end of the twentieth century community 

colleges began using business models that emphasized strategic planning and efficiency 

(Rowley, 2001). 

During that same period, Vaughan (1986) provided a pro file of leaders of two-

year colleges. Qualities stressed included integrity, judgment, courage, and concern for 

others. Eddy (2004) reported that at the time of Vaughan's writing, community college 

presidents were just starting to examine the roles of subordinates and the importance of 

relationships. Therefore, the works of Burns (1978) and Bass (1985) on transactional and 

transformational leadership became pivotal in understanding a heighten awareness of 

leader-follower relationships in higher education (Eddy & VanDerLinden, 2006). 

Eddy and VanDerLinden (2006) suggested that scholars have to "transition from 

theoretical discussions of appropriate leadership to the actual practice of leadership at 

colleges and universities" (p. 6). Likewise, Birnbaum (1992) stated "any comprehensive 

consideration of academic leadership must be able to accommodate both the strong leader 

and the weak leader views, because evidence suggest that while both may be incomplete, 

both are in some measure correct" (p. 8). An understanding of leadership within the realm 

of higher education relies upon various leadership theories. However, two of the most 

researched and considered styles of leadership that Fisher and Koch (2004) and Roueche 

and Jones (2005) suggest dominant within an entrepreneurial college environment is 

transactional and transformation leadership. 
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The Entrepreneurial College 

To keep community colleges viable amid the internal and external challenges of 

the twenty-first century, some college leaders have increased their entrepreneurial 

activities through a number of initiatives such as building strategic alliances, business and 

industry partnerships, fundraising, and delivering workforce training in pursuit of non-

traditional sources of runding and to stay aligned with government imperatives and 

market demands. These types of strategic initiatives have given rise to various 

community colleges being described as "entrepreneurial colleges" (Drury, 2001; Grubb, 

Badway, Bell, Bragg & Russman, 1997; Roueche & Jones, 2005). 

While politicians, economist, educational and business leaders have discussed the 

attributes of successful entrepreneurs and entrepreneurship for several decades as it 

relates to the business world and globalization, the concept of entrepreneurship or 

entrepreneurialism within the academic environment has a short lifespan (Rubins, 2007). 

Several anecdotal articles and a limited amount scholarly literature examined various 

aspects of the entrepreneurial college. Seen as a shift in paradigms, these colleges operate 

with new and or reformed strategies and transformed cultures within the institution to 

generate resources to meet the needs of their constituents. Likewise, Roueche and Jones 

(2005) believed: 

Entrepreneurial community colleges represent a new paradigm that 
embraces the notion that these institutions are social entities, influenced 
largely by their people . . . . A responsive culture is only one 
characteristics of an entrepreneurial community college. Support systems 
and operational structures are realigned to mirror the autonomous, agile 
nature of entrepreneurship, freeing employees from restrictive rules and 
red tape so that they can creatively and collaboratively act in the best 
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interest of their colleges. Does this imply that the institution's policies, 
procedures, and operational system can or should be ignored or 
abandoned? Hardly. It means that the planning and budgetary cycles, 
decision-making processes, and information and communication 
systems—a college's infrastructure—are streamlined and well run. In 
entrepreneurial organizations, these systems are efficient and flexible and 
support the creative efforts of the employees. (p. 8) 

Researchers suggested that becoming an entrepreneurial college is no longer a fad 

but a strategic necessity (Drucker, 1998; Riggs, 2005; Roueche & Jones, 2005; Townsend 

& Towmbly, 2000). According to Boggs (2005, as cited by Roueche & Jones) in the 

current environment with declining public resources and demands to do more with 

limited resources, it is more important than ever that community colleges become even 

more entrepreneurial. Boggs emphasized the focus of the entrepreneurial college is not 

just on making money but also on making things happen and developing resources so that 

the college meets the needs of students and communities. 

Most strategist see entrepreneurial activity as a positive way to generate wealth 

for both the private for-profit sector and the not-for-profit sector, which includes 

community colleges, (Drucker, 1999); however, scholar such as Slaughter and Leslie 

(1997) and Slaughter and Rhoades (2004) take a more cautionary approach. They 

suggested the entrepreneurial college and its activity to be "a blurring of boundaries 

among markets, states and higher education" (Wilcox, 2009, p. 24). 

Academic Capitalism 

Slaughter and Leslie (1997) researched the idea of academic capitalism as a way 

to contribute to entrepreneurship in higher education. After examining the entrepreneurial 

practices of higher education administrators in Australia, Slaughter and Leslie described 
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academic capital as "activities undertaken with a view to capitalizing on university 

research or academic expertise through contracts or grants with business or with 

government agencies seeking solutions to specific public or commercial concerns" 

(p. 217). Slaughter and Leslie highlighted the advantages as well as disadvantages of 

academic capitalism. In later years, Slaughter and Rhoades (2004) revisited the academic 

capitalism model first presented by Slaughter and Leslie. 

Slaughter and Rhoades (2004) described academic capitalism as "networks of 

actors that cross boundaries among universities and colleges, business and nonprofit 

organizations, and states" (p. 9). While assessing academic capitalism as a market-like 

activity to secure a revenue stream, Slaughter and Rhoades, unlike Slaughter and Leslie's 

(1997) earlier work, offered an analysis that does not entirely focus on the notion of 

resource dependency or a profit motive. In examining Slaughter and Rhoades's 

conceptualization of academic capitalism, Mars and Metcalfe (2009) concluded that the 

authors insist that the interorganizational environment in which colleges and universities 

operate have been dramatically influenced by uncertain government resources; therefore, 

their agendas have shifted from serving the public good to serving or facilitating a private 

market agenda. 

When academic entrepreneurship is conceived as profit-seeking activities, Kezar 

(2004) remarked it brings about concerns in the academy because often times activities 

and behaviors linked to profit-oriented market agendas are in opposition to higher 

education's mission of serving the public good. Ramaley (2005) believed that the 

infiltration of market forces into the academy jeopardizes higher education's ability to act 
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as a public institution capable of promoting and protecting the public agenda. Similarly, 

Kezar acknowledged the concerns explicit to the dilution of the public good orientation 

of the academy at the hands of the profit-oriented market are both valid and important. 

Mars and Metcalfe (2009) commented "the results of traditional profit-seeking 

entrepreneurial activities involving colleges and universities are typically understood in 

terms of economic gains" (p. 56). From an economic perspective, Slaughter and Rhoades 

(2004) explained the processes needed for colleges and universities to integrate into a 

global economy. They suggested the academic capitalist model and the public good 

model, in some ways, intersect and overlap. Therefore, they emphasized the importance 

of securing entrepreneurial revenue streams but not at the sake of loosing or replacing the 

research prestige of the institution. As a result of Slaughter and Rhoades work, the 

concept of "educational entrepreneurism" (p. 188) was developed. Slaughter and Rhoades 

observed from a conventional standpoint, educational entrepreneurism, also referred to as 

educational entrepreneurship, could be attributed to the existence of market opportunities 

in the education sector. 

Educational Entrepreneurship 

According to Smith and Peterson (2006) capitalizing on the principles of 

educational entrepreneurship has created several changes in the education sector in recent 

years. These changes include: (1) the em ergen ce of new knowledge and technology that 

create opportunities for changes; (2) heighten expectations for educational systems to be 

more innovative and produce higher quality products and services; and (3) increased 

sensitivity to the availability of resources and the use of market-oriented approaches and 
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the decreasing availability of private funding for education. Educational entrepreneurship 

is described as processes and activities used to generate new external revenue streams 

through new programs within the new economy (Wilcox, 2009). From a theoretical lens, 

Wilcox explains this is consistent with the Austrian tradition in economics as embodied 

in the work of Hayek (1949) and Kirzner (1967). Both theorists suggested the role of the 

educational entrepreneur was to recognize disequilibrium in the market and be alert to 

seize market opportunities created by such disequilibrium. As a result, the educational 

entrepreneur is able to grasp opportunities by providing timely products or services to the 

education market. 

Teske and Williamson (2006) depicted the educational entrepreneur as an 

individual who will disrupt or radically alter the way education is provided by instigating 

some sort of change. They provided various descriptions to illuminate educational 

entrepreneur: (a) a person who see and seizes a market opportunity in the education 

sector; (b) public leaders who attempt to change the education system; and (c) a non-

profit lead er who creates organizations outside the main education system. While Teske 

and Williamson placed the emphasis on the individual, Hess (2007) reported educational 

entrepreneurship can also be related to institutional-level activities which lead to 

innovation and change. 

The Entrepreneurial Mindset 

Floyd and Mulder (2006), suggest the spirit of entrepreneurship has been evident 

in a majority of community colleges for quite some time. In becoming market-responsive, 

some community college leaders have tåken an entrepreneurial mindset (Fisher & Koch, 
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2004; MacAllum & Yoder, 2004). Drury (2001) observed entrepreneurial leaders 

anticipate local community needs, secure contracts by customizing programs for 

employers, deliver courses and credentials that align with current and future workforce 

needs, and accurately evaluate training outcomes. Likewise, MacAllum and Yoder 

argued college leadership with an entrepreneurial mindset tends to assume an anticipatory 

stance. 

In becoming an entrepreneurial college, stakeholders look for strong and creative 

leadership that can "develop and nurture a culture that rewards risk and innovation while 

allowing for failure" (Roueche & Jones, 2005, p. v). Leaders in this environment are 

considered collaborators, facilitators, consensus makers and incentive providers and they 

continually acknowledge the accomplishments and contributions of others (Floyd & 

Mulder, 2006: Roueche & Jones). Most importantly, these individuals are seen as change 

agents. Changes in the world of higher education are occurring rapidly. Technology, 

globalization, accountability, recruitment and retention, workforce development as well 

as changing demographics within the student population are just some of the changes 

colleges are facing. 

According to Kuratko (2003) higher education professionals as a whole are not 

fond of change. Drucker (2000) observed that people are living in period of intense 

transition. He believed there are no quick fixes or trendy techniques that will ensure a 

leader's success. Drucker suggested that the key to effectiveness resides in a leader's 

ability to understand the strengths and weaknesses of the people with whom a person 
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works. In the past, Bennis (1976) noted that leaders are conceptualist who possesses 

entrepreneurial vision which can alter or affect the destiny of the institution. 

Clark 's Entrepreneurial College Model 

According to Mars and Metcalfe (2009), Clark (1998) provided a strategic outline 

of an entrepreneurial academy. They explained that Clark developed a plan to be 

followed by administrators and leaders seeking an entrepreneurial transformation for their 

institution. Clark believed the pathway to becoming entrepreneurial included: (a) a 

strong, proactive steering core; (b) a supportive and strategic external network; (c) a 

diverse runding base; (d) a motivated and embracing academic core; and (e) a pervasive 

institutional culture that embraces entrepreneurial principles and philosophies. 

Clark (1998) conducted a cross-national study of five highly successful European 

universities to assess entrepreneurship within European institutions. As a result of his 

work, Clark 's model is regarded as a theoretical framework for defining and 

understanding the entrepreneurial university (Esters, 2007; Faris, 1998). Clark identified 

three principal characteristies of an entrepreneurial university: (1) the ability to change its 

organizational structure; (2) cooperative and unified stakeholders; and (3) developed 

entrepreneurial attributes that lead to autonomy within the institution. Clark also 

highlighted three critical aspects of the evolutionary process that transform an institution 

into an entrepreneurial university: 

The institution must have strong leadership, sturdy management and 
administration to direct the institution into achieving autonomy, self-
sufficiency and financial stability through entrepreneurial approaches. The 
institution must expand its development periphery, intentionally working 
to bring in outside interests to parti cipate in projects that attempt to sol ve 
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serious practical problems that are critical to economic and social 
development. In doing so, the institution seeks to acquire greater financial 
resources, widen the financial base, and diversifles income to increase 
financial sources, provide discretionary money, and reduce governmental 
dependency, and the institution must diversify its runding base and 
balance its runding portfolio, (p.7) 

Clark (2000) suggested a reduction in state-dependence and being increasingly 

self-reliant is considered a critical sign of entrepreneurialism for higher education 

institutions. In early reports, Clark (1998) offered three elements that are common to an 

environment of collegial entrepreneurship: (1) proactive leadership; (2) an engaged 

faculty; and (3) an embracing entrepreneurial culture. He asserted strong presidential 

leadership and administrators, faculty and staff organized into empowered teams can 

guide the college in innovative directions. 

Entrepreneurship at Today 's Community College 

Mars and Metcalfe (2009) claimed the efforts of community colleges to redesign 

their degree and vocational curriculums to more closely align with the "entrepreneurial 

demands" (p. 38) of the local and regional community have reshaped how faculty 

members approach their roles and subsequently alters the training and experiences of 

their students. Drury (2001) argued today's community colleges offer far more than the 

traditional vocational and general education programs of the recent past. Current 

structures include a market-driven approach to workforce and economic development 

programming. Likewise, Miclea (2006) asserted "institutions of higher education are 

undergoing a second revolution that aims to transform universities [colleges] into a 

teaching, research, and economic development enterprise" (p. 105). Etzkowitz (2003) 
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purported in order for colleges to maintain a high status they must be aggressively, 

innovative, proactive and sensitive to the needs of various stakeholders, all qualities 

attributed to being entrepreneurial. For that reason, 

Miclea (2006) reported entrepreneurial colleges have strong influences from 

inside and outside. For example, governmental influence pushes institutions to become 

financially more self-reliant and to contribute continuously to socio-economic 

development. Industry, on the other hand, looks to and expects colleges to help develop 

curriculum and programs that advance their economic competiveness (Levin, 2005). 

According to Levin, inside the institution the consumer, meaning the student or the 

contracting company, expects an increased sensitivity to their learning and social needs. 

He further suggested the demand for training has created a market for contract training 

and curriculum development that community colleges are uniquely qualified to meet. At 

the same time, competition for this market has expanded from private vendors and from 

companies creating corporate universities for themselves. 

Summary 

This chapter consisted of a review of the literature pertaining to the entrepreneur, 

entrepreneurship, leadership, entrepreneurial orientation and entrepreneurial leaderships. 

All of the constructs were examined for viability as antecedents of wealth and 

performance to an organization. As such, the review covered a wide and varied arrange of 

topics related to entrepreneurship and leadership. In addition the review incorporated 

aspects of entrepreneurship and leadership that pertain to leadership at community 

colleges. The review ended with an overview of the changing role of the community 
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college and an examination of the entrepreneurial community college. The review of the 

literature was designed to reflect each construct of the conceptual framework and the 

research questions. The literature review will also serve as a guide in delineating the 

findings in Chapter 4. 



CHAPTER 3 

METHODOLOGY 

Introduction 

The purpose of this study was to understand and describe how college leaders at 

one community college in the southeastern United States identify with and relate to 

entrepreneurial leadership. Additionally this study sought to examine how college leaders 

use entrepreneurship as a strategy to develop practices that tackle the emerging realities, 

future and current challenges and opportunities that the community college is facing. 

Studying entrepreneurial leadership at a community college allows for an in-depth look at 

the people, processes, and contexts in which the synergy of entrepreneurship and 

leadership occur. 

Chapter 2, the review of the literature, examined a plethora of literature on the 

history of the entrepreneur, entrepreneurship and leadership. It also examined the three 

primary dimensions of entrepreneurial orientation; and, it explored various definitions 

and functions of entrepreneurial leadership. Additionally, the empirical findings in 

Chapter 2 supported the rationale that the constructs of entrepreneurship, leadership, 

entrepreneurial orientation and entrepreneurial leadership can be important antecedents to 

increased performance and wealth creation in organizations. 

87 
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This chapter describes the research design, population, site and participants, data 

collection, data analysis, interview protocol, informed consent, confidentiality, validation, 

trustworthiness and the protection of human subjects. To explore the experiences and 

practices of 12 community college leaders, the researcher selected a qualitative method 

that utilized a single-site case study approach as the primary research strategy (Stake, 

1995). Analytic induction was used to analyze the finding. Bogdan and Biklen reported 

"the procedure of analytic induction is employed when some specific problem, question, 

or issue becomes the focus of the research" (p. 71). Gay, Mills & Airasian (2006) 

contended qualitative research builds upon induction and in analytic induction the 

researcher fully examines each piece of information, build upon insights and hunches 

gained during the data collection stage, and attempt to make sense of the data as a whole. 

In this process, the researcher starts with a large set of data and issues and he or she seeks 

to progressively narrow data and issues into small and important issues of key data 

To assist with validity of the study, semi-structured interviews, observations and 

document analysis were triangulated. The aim of the research was to explore the nature of 

entrepreneurial leadership from the level of the lived experience which provided a 

phenomenological viewpoint. The objective was to obtain reflective accounts of issues, 

events or processes in which the participant had a leadership role to understand the 

concept of being entrepreneurial. The research questions guiding this study are listed 

below. 
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Research Questions 

The purpose of this study was to examine and describe how one community 

college's president, senior-level administrators, and faculty identify with and relate to 

entrepreneurial leadership. The overarching research question guiding this study was: 

from the perspective of the college's president, senior-level administrators and faculty, 

what does it mean to be entrepreneurial? The supporting questions guiding this study 

were: 

1. What does it mean to be an entrepreneurial leader? 

2. What are the underlying themes and contexts that account for this view of 

entrepreneurial leadership? 

3. What evidence of entrepreneurship or entrepreneurial leadership can be found 

in the experiences or behavior of college leaders, administrators, or faculty? 

4. What are the leadership practices of community college leaders and do these 

practices align with activities considered to be entrepreneurial in nature in an 

effort to address the emerging realities and challenges of the institution? If so, 

how? 

Research Design 

This study sought to understand and describe the lived experiences of college 

leaders, administrators and faculty involved leadership that can be considered 

entrepreneurial in nature. Creswell (2003; 2008) stated qualitative research is best suited 

to studying participants in their natural settings. It allows for individual behavior to occur 

naturally. Yin (1984) defined the case study research method as "an empirical inquiry 
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that investigates a contemporary phenomenon within its real-life context; when the 

boundaries between the phenomenon and context are not clearly evident; and in which 

multiple sources of evidence are used" (p. 23). Since existing theories of entrepreneurship 

or leadership do not adequately explain the phenomena, a single-site case study design 

with a phenomenological approach was an appropriate method for gathering data to 

understand entrepreneurial leadership. 

Lester (1999) described the purpose of the phenomenological approach as being 

concerned with how phenomena are perceived by the actors in a situation. This approach, 

Lester asserts, is effective for understanding subjective experiences, gaining insight into 

people's motivations and actions, and cutting through the dutter of conventional wisdom 

and assumptions. Furthermore, Merriam and Associates (2002) stated "phenomenologists 

are interested in showing how complex meanings are built out of simple units of direct 

experience" (p. 7). Using the phenomenological approach takes intentionality and 

thoughtfulness in the research process while attempting to expose the hidden meaning. 

The researcher used an analytic induction approach to analyze data. 

Patton (2002) explained an inductive approach entails håving the researcher look at the 

available information he or she has acquired to identify important relationships and ideas. 

Analytic induction is an analysis procedure that examines qualitative data in order to develop 

"universal statements" that contain essential features of a phenomenon of interest (Bogdan & 

Biklen, 2007). 

Qualitative research provides the opportunity to examine informants in their 

actual setting of operation (Marshall & Rossman, 1995). Additionally, a qualitative 
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methodology afforded the researcher the opportunity to visit, observe and study the 

phenomenon in the natural setting (Merriam, 1998). While in this setting, existing 

documents and artifacts, not found on the internet, were made available for document 

analysis. 

Population 

The population for this study was limited to college leaders, administrators and 

faculty at a public comprehensive community college in the southeastern United States. 

Public colleges are institutions that are funded by either state or local taxes. The term 

comprehensive refers to community colleges that perform five curricular functions: 

(1) remedial education; (2) vocational-technical education; (3) continuing education; 

(4) community development [service]; and (5) academic transfer preparation (Cohen & 

Brawer, 2003). Cohen and Brawer explain the decisive factor designating a community 

college is "any institution accredited to award the Associates in Arts or the Associate in 

Science as its highest degree" (p. 5). 

Not all community colleges can be considered entrepreneurial based on an 

analysis of the literature reviewed for this study. In order to identify community colleges 

that were appropriate as information-rich sites, the researcher examined the economic 

environment of the nine Census Bureau divisions of the United States. In particular, the 

researcher examined longitudinal data provided by the United State Census Bureau and 

the Bureau of Labor Statistics to analyze economic and population indicators. The 

Longitudinal Business Database (LBD) provides annual observations for all private-

sector establishments with payroll from 1976 onward. The LBD uses United States tax 
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records and Census Bureau surveys to document the universe of establishments and firms 

rather than just a sample of businesses. The researcher used the database to compare 

basic data about the type and average size of new establishments and new employment 

growth at both the regional and city level for all nine regions. 

Since this data was specific for new establishments, data from the Survey of 

Business Owners (SBO) were also examined to obtain information on existing businesses 

in the region. The SBO provides comprehensive information on selected economic and 

demographic characteristics for businesses. It includes all non-farm businesses filing 

Internal Revenue Service tax forms as individual proprietorships, partnerships, or any 

type of corporation with annual receipts of $1,000 or more. Additionally the SBO covers 

both firms with paid employees and firms with no paid employees. The SBO supplied 

data are compiled by combining data collected on business and business owners in the 

SBO database with data collected from the main economic census and administrative 

records. Since the results from this data site was not provided on the regional level, the 

researcher examined the data on a state by state level. The researcher also used the 

Current Population Survey (CPS) to analyze the nine region's economic and 

demographic characteristics. These surveys are conducted monthly by the Census Bureau 

and the Bureau of Labor Statistics. The Census Bureau and Bureau of Labor Statistics 

consider the CPS to be representative of the entire U. S. population. Households in the 

CPS are interviewed each month over a four-month period. Eight months later they are 

re-interviewed in each month of a second four-month period. 
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Using the data obtained from the three sources, the researcher analyzed economic 

activity, population growth trends, and demographic data of existing workforce to 

determine if the region appeared viable for sustaining and operating a business or 

industry. Although the analysis revealed greater economic growth in the western regions 

of the United States, it also revealed greater economic stability and an increase in 

economic growth in the southeastern region. Therefore, the researcher selected the 

southeastern region of the United States to start the site selection. The southeastern 

region, also referred to as the South, includes Alabama, Arkansas, Kentucky, Tennessee, 

Louisiana, Florida, Georgia, North Carolina, South Carolina, Virginia, and West 

Virginia. 

The site selection was then narrowed using data from the Integrated 

Postsecondary Education Data System (IPEDS) Data Center website. Using publicly 

released data, the researcher reviewed community colleges based on a selected set of 

criterion. This was accomplished by applying the appropriate filters in IPEDS. Under the 

category of common characteristics, the researcher selected to look at institutions that 

were: (a) currently in the IPEDS universe; (b) open to the public; (c) a participant in 

federal financial aid programs; and (d) primarily a postsecondary institution. 

Additionally, special characteristics were selected: (a) state or other jurisdictions—all 

states were selected; (b) geographical region—the southeast region; (c) sector—public 2-

year and private not-for-profit 2-year; (d) degree-granting status—both degree granting 

and non-degree granting, primarily postsecondary was selected; (e) highest degree 

offered—associates; (f) institutional category—degree-granting, associate's and 
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certificates; (g) Carnegie classification 2005—Associate's in all categories were selected; 

(h) degree of urbanization (locale)—all locations were selected; and (i) institution size— 

5,000 to 20,000 and above was selected. 

At this point it was necessary to separate the institutions that met the standard of 

being a comprehensive community college. IPEDS does not filter community colleges 

based on the definition previously provided. Therefore, the researcher examined the 

Higher Education Directory (2009) to determine if the institutions provided by IPEDS 

met the criteria for being a comprehensive community college. 

Taking into consideration the financial cost of conducting a long distance study in 

addition to seasonal and climate factors, the researcher narrowed the selection to 

institutions within a 500 mile driving radius of her home residence. The researcher also 

reviewed the mission statements, student enrollment and college revenue data of the 

college's website. Colleges were eliminated if they had no evidence of entrepreneurial 

activity based on the website data. Finally to complete the identification and selection of 

research sites, the researcher utilized the criteria cited by Roueche and Jones (2005, p. 3) 

to determine community colleges that were: (a) seeking partnership and providing 

contract services; (b) leasing existing facilities; (c) outsourcing; (d) seeking grants and 

garnering foundation support; (e) pricing services and products competitively; and 

(f) cultivating a donor base or fundraising. 

From the data provided, the researcher contacted community colleges that met the 

criteria. Initial contact was made through email. A copy of the initial email can be found 
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in appendix A. After initial contact, if a site expressed interest, they were contacted by 

telephone and the purpose of the study along with the time requirements were reiterated. 

Sample 

For the purpose of this study, college leaders, administrators and faculty at 

Perimeter Technical Community College (PTCC) or Perimeter Tech, in the southeastern 

United States, were interviewed. The community college has been assigned a fictitious 

nåme to ensure confidentiality. Perimeter Tech is a part of a community college system 

that includes over 50 comprehensive community colleges and serves approximately 

800,000 consumers each year. The colleges are governed by a State Board of Community 

Colleges (SBCC). The Board adopts policies necessary to operate the community 

colleges. 

Perimeter Tech began operating in the 1960s and currently offers curriculum and 

continuing education courses and programs to more than 65,000 students. The college is 

accredited by the Southern Association of Colleges and Schools. Perimeter Tech has 

multiple regional campuses which services a large urban community in the southeastern 

United States. In addition to multiple campuses, there are multiple training centers along 

with several community sites where classes and training are held. The college has a 

cooperative education program that interfaces with the corporate community and offers 

customized workforce training for new and expanding industries. 

In order to select participants who have experiences relating to the phenomenon 

being researched, purposeful sampling was used. Purposeful sampling is a non-random 

sampling method used to identify the most suitable participants who have had 
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experiences in the phenomenon being studied (Creswell, 2003). According to Creswell, 

purposive sampling seeks participants or sites that will best help the researcher 

understand the research problem. The intent of the sampling procedure was to interview 

college leaders, administrators and faculty recognized for their entrepreneurial behavior, 

activity and or influence involving the structure, strategies or operations of the college. 

The researcher searched the community college's website to identify individuals in key 

leadership positions who appeared to have decision-making responsibility or to be 

heavily involved with entrepreneurial activity at the college. 

Participants 

After an initial email and subsequent telephone conversation with the president of 

Perimeter Tech, the president instructed the researcher to review the college's website for 

a list and description of the presidenfs Advisory Council. The Advisory council is 

comprised of senior level administrators who report directly to the president. After 

reviewing the website, the researcher sought to interview the president, executive vice 

president, vice president of college development, vice president of continuing education 

services, director of public relations and the director of institutional effectiveness. 

Snowball sampling provided other key informants. Snowball sampling is a method of 

expanding the sample by asking one informant to recommend others for interviewing 

(Bogdan & Biklen, 2007). 

Individuals who could contribute insight into observations denied the researcher 

(LeCompte & Preissle, 1993) were considered key informants. During the initial site 

visit, the president recommended six additional informants from various faculty and 
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administrative positions. The additional informants had involvement or knowledge in 

entrepreneurial activities and opportunities at the college and or the surrounding 

community. 

Patton (2002) stated the size of the sample depends on the purpose of the study, 

the topic, issues of credibility, and the availability of time and resources. According to 

Groenewald (2004) and Patton, phenomenological research requires as many participants 

as it takes to illuminate or saturate the phenomena. Likewise, Law, Stewart, Letts, 

Pollock and Bosch, et al. (1998) stated "the main indicator of sample size in qualitative 

research is often the point at which redundancy or theoretical saturation of the data is 

achieved" (p. 6). Additionally, Creswell (1998) recommended long interviews with up to 

10 people for a phenomenological study. The goal of the research was to gain an 

understanding of the entrepreneurial leadership and study it until no more new 

perspectives emerged (Creswell, 2003; Groenewald). For the purpose of this study, a total 

of 12 participants were interviewed to obtain information. The researcher believed 

saturation had been reached at that point. 

Instrumentation 

In qualitative research, the researcher is the primary instrument for data collection 

and data analysis (Law et al., 1998). As the instrument, the researcher must attend to 

technical issues such as access and efficiency as well as interpersonal research issues 

which involve ethical concerns and personal dilemmas according to Marshall and 

Rossman (1995). In this study, the role of the researcher was that of a limited participant 
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within the context of the research. There was no prior relationship with the community 

college or the participants in the study. 

Researchers conducting qualitative research serve as the primary conduit for data 

collection, and consequently, bring their personal biases (Creswell 2003; Merriam, 1998). 

Therefore, the researcher acknowledged that the potential for certain biases existed. The 

researcher is an employee of a national corporation involved in a number of 

entrepreneurial activities. She has held responsibilities in finance and accounting for over 

20 years at this corporation. Additionally, as an adjunct instructor at a technical college in 

the state of Georgia, she teaches an entrepreneurship class. Therefore, the researcher has 

a favorable preconceived notion of the benefits of being entrepreneurial. The researcher 

made every attempt to minimize the influence of her bias in this study. To achieve this 

objective, it was important for the researcher to bracket any presuppositions regarding the 

nature of being entrepreneurial in order to approach the interviews free form any 

assumptions or ideas about what entrepreneurship or entrepreneurial leadership is or 

should be. 

The purpose for bracketing was to refrain from any pre-given framework and to 

remain true to the facts (Groenewald, 2004). According to Miller and Crabtree (1992), 

the researcher must bracket his or her own preconceptions and enter into the individual 's 

lived world. According to Olive (2008, p. 87) 'by avoiding preconceptions, the researcher 

is able instead to rely on intuition, meaning what is phenomenologically present, to grasp 

essential psychological meaning of the experience, and is thus able to escape the danger 

of finding only what is expected". 
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Triangulation 

Stake (2000) explained triangulation serves to clarify meaning by identifying 

different ways the phenomenon is being seen. Law et al. (1998) described triangulation as 

a critical group of strategies used to enhance trustworthiness. It involves using multiple 

sources and perspectives to reduce the chance of systematic bias. For the purpose of this 

study, triangulation was achieved by conducting semi-structured interviews, participating 

in observations and collecting documents for analysis. In addition, field notes were 

utilized to fill in gaps. 

Data Collection 

After receiving approval from Mercer University's institutional review board 

(IRB), the data collection process began. A copy of the IRB approval form can be found 

in appendix B. Data collection was conducted from January 2010 until April 2010. The 

three primary methods of data collection were documents, observations and semi-

structured interviews. The primary data collection technique was interviews. In-person 

one-on-one semi-structured interviews occurred during the second site visit in March 

2010. The researcher had an extended conversation and established rapport with the 

president and a designated point-of-contact at the initial visit in January 2010 but no 

formal interview was conducted. Formal interviews were recorded with a digital 

recording device and a backup cassette tape recorded was also used. The interviews were 

supplemented by observations and by examining personal, official and popular culture 

documents (Bogdan & Biklen, 2007) from the college. 
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Document Analysis 

Personal, official and popular culture documents were collected during both site 

visits. Bogdan and Biklen (2007) emphasized that "sometimes documents are used in 

connection with, or in support of, the interviews and participant observation" (p. 133). 

According to the authors, the criterion for determining a personal document is if it is self-

revealing of a person's view of experience. As such, notes written by the president during 

the initial visit and subsequent interview along with his vitae and a detail description of 

entrepreneurial activities and events the school had either been involved in and or was 

currently involved were considered personal documents. 

Official documents were retrieved from the college's website or provided by the 

president's staff. The documents collected were the 2007 and 2008 annual reports, the 

2007 and 2008 foundation financial reports, the Office of Institutional Effectiveness and 

Research policies, procedures, and operational manual and the 2004-2008 strategic plan 

overview. Additionally, a number of college brochures, pamphlets, flyers and college 

catalogs were collected. Although the use of some of these materials can be questionable 

by some researchers because of their subjectivity, Bogdan and Biklen (2007) suggest: 

These materials have been viewed by many researchers as extremely 
subjective, representing the biases of the promoters and, when written for 
external consumption, presenting an unrealistically glowing picture of 
how the organization functions. For this reason, many researchers consider 
them unimportant, excluding them as data. It is precisely for these 
properties (and others) that qualitative researchers look upon them 
favorably. (p. 137) 

Popular culture documents were collected by visiting the student services center 

and various common areas where advertisements and campus newspapers were readily 
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available for student distribution. In addition, the president's office provided copies of the 

campus' magazine for two different publications. While some of these documents were 

entertaining, they added little value to further the study. Most of the documents gathered 

gave the researcher an indication of how the college operates entrepreneurially and or 

how college leaders, administrators or faculty use strategies that could be considered 

entrepreneurial in nature. These documents also helped facilitate the triangulation of data 

during the data collection phase. Furthermore, some unofficial documents help the 

researcher familiarize herself with the case. 

Observations 

Observations were conducted during a strategic futures conference that lasted for 

one day. The researcher was a participant observer during the speaker's session. In 

addition the researcher made observations during a faculty team meeting held by the 

president to introduce a campus-wide initiative that was intended to improve job 

performance. Finally, during the second site visit, the researcher made observations of all 

informants who participated in the formal interview process for the study. Additionally, 

at both site visits, the researcher wrote field notes during and after each encounter at the 

campus. 

Interviews 

Once identified, 12 informants were asked to participate in individual semi-

structured interviews. A mutually convenient date and time was selected and the 

informants were contacted by email to ensure participation. The researcher's point-of-

contact sent the original email detailing the nature of the study and the coordination of 



102 

the schedule. The researcher sent a second follow up email to confirm and remind 

everyone of the interview date and time. The interviews occurred over a three day period. 

Four interviews lasting approximately 60 minutes, with the exception of the president's 

interview which lasted 90 minutes, were conducted in a private conference room or in the 

informant's private office over a three day period. 

Before the start of the interview, the researcher gave the interviewee an informed 

consent form and instructed the participant to read it and ask questions, if any arose. A 

copy of the letter of informed consent is in appendix C. The form provided information 

on the nature of the study and information about confidentiality. Relevant contact 

information in case the interviewee had concerns or questions after the interview was also 

listed. If the participant agreed to participate, he or she was asked to sign the consent 

form. The interviewee was told before the interview started that participation in the study 

was strictly voluntary. 

To ensure confidentiality, pseudonyms were used. The actual nåme of the 

community college and the participants in the study were not used to protect their 

identity. Participants were informed that data was not to be shared for analysis outside of 

the research team. Participants were informed, however, that their interview comments 

might be quoted using a fictitious nåme and institutional identification in the research 

findings. Two types of audio recorders were used by the researcher and the recorded 

interviews from both devices will be kept in a safe and confidential location in the 

researcher's home for three years. After that time, the recordings will be destroyed. 
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To establish a rapport and to make the interviewee more at ease, the researcher 

started all interviews with explaining the nature of her study. If there were any questions, 

she answered them. The researcher also employed an interview protocol to serve as a 

guide in the initial phase of the interview. The protocol contained interview questions. A 

copy of the semi-structured interview questions can be found in appendix D. All 

interviewees were asked background information questions. Since a phenomenological 

approach was used, probing questions were generated based on the nature of the 

discussion. At the end of each interview, the researcher asked the interviewee if he or she 

had additional comments that would like to add or discuss. 

Assumptions 

According to Hammersley (2000), phenomenologists believe the researcher 

cannot be detached from her own presuppositions and the researcher should not pretend 

otherwise. In this regard, the intent of the researcher is to describe as accurately as 

possible the phenomenon, trying to remain true to the facts and refraining from 

assumptions. The researcher had to bracket assumptions while conducting the data 

analysis. For the community college involved in this study, the researcher assumed: 

(a) participants have a unique understanding of their lived experience; however, that 

understanding is rooted and grounded in a social and cultural context; (b) participants 

want to share their perspectives on being entrepreneurial and entrepreneurial leadership; 

(c) participants will be truthful regarding their perceptions and rationale for answering 

questions; (d) participants may be reluctant about sharing pertinent documents with the 

researcher; (e) participants want to add to the body of knowledge on entrepreneurial 
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leadership; and (f) participants may have a different viewpoint of entrepreneurship from 

other disciplines based on their environment. 

Data Analysis 

Several protocols and procedures were followed in order for the results to be 

considered useful and trustworthy. Creswell's (2003) six step process was utilized as a 

guide for interpreting data. Creswell's process includes: (a) organize and prepare data for 

analysis; (b) read through all the data; (c) begin detailed analysis with coding process; 

(d) use the coding process to generate a description of setting or people as well as 

categories or themes for analysis; (e) advance how the description and themes will be 

represented in the qualitative narrative; and (f) interpret the meaning of the data. 

In addition to using Creswell's (2003) six step process as a guide, analytic 

induction was employed to aid in the analysis of the data. First introduced as analytic 

induction in 1934 by Florian Znaniecki, this method of data analysis is used to collect and 

analyze data. Additionally, it serves as method to develop and test a theory (Bogdan & 

Biklen, 2007). Bogdan and Biklen reported "the procedure of analytic induction is 

employed when some specific problem, question, or issue becomes the focus of the 

research" (p. 71). Gay, Mills & Airasian (2006) contended qualitative research builds 

upon induction and in analytic induction the researcher fully examines each piece of 

information, build upon insights and hunches gained during the data collection stage, and 

attempt to make sense of the data as a whole. In this process, the researcher starts with a 

large set of data and issues and he or she seeks to progressively narrow data and issues 

into small and important issues of key data. Cressey (1953) outlined a systematic process 



for conducting analytic induction: (1) a rough definition of the phenomenon to be 

explained is formulated; (2) an hypothetical explanation of that phenomenon is 

formulated; (3) one case is studied in the light of the hypothesis with the object of 

determining whether the hypothesis fits the facts in that case; (4) if the hypothesis is 

reformulated or the phenomenon to be explained is re-defined, so that the case is 

excluded; (5) practical certainty may be attained after a small number of cases has been 

examined, but the discovery by the investigator or any other investigator of a single 

negative case disproves the explanation and requires a re-formulation; and (6) this 

procedure of examining cases, re-defining the phenomenon and re-formulating the 

hypothesis is continued until a universal relationship is established, each negative case 

calling for a re-definition or a re-formulation. The following two hypotheses were 

formulated by the researcher based on a review of the literature: (1) The presidenfs 

entrepreneurial attitude (spirit) is the reason for the amount of entrepreneurial activity 

occurring at the community college; and (2) While the college may operate 

entrepreneurially in an overall sense, there are still divisions within the college that are 

not entrepreneurial in character. These hypotheses were formulated based on the research 

conducted by Peck (1983). Peck cautioned not to assume that all education endeavors are 

entrepreneurial. He believed that entrepreneurial attitudes, endeavors and even 

entrepreneurs themselves often are found only in certain parts of an institution. Peck 

noted that many colleges that operate entrepreneurially have divisions and departments 

within the college that are not entrepreneurial in character. 



To begin the data analysis process, the researcher organized all data that had been 

collected. All interview data and observation field notes were transcribed. To ensure the 

entire content of the interviews and observations were examined, interviews and 

observations were transcribed verbatim. Additionally, the formal and informal documents 

gathered during the study were read. Information was highlighted throughout the 

documents for its significance in refuting or corroborating what had been conveyed in the 

interviews. 

In the second step, the researcher read through all the transcripts from interviews, 

observations, and notes tåken from reading institutional documents. In the first level of 

analysis, transcripts were read and re-read from beginning to end to assist the researcher 

in the analysis of content available from the interviews. Detailed notes were made inside 

the margins, highlighting potentially significant issues, philosophies and or experiences 

(Bodgan & Biklen, 2007). 

Next, borrowing from Strauss and Corbin (1990), an open, axial and selective 

coding procedure was used to code the data. During open coding, interview transcripts 

and documents were examined to identify themes and concepts related to the research 

questions and framework used in the study. The themes or concepts were recurring 

thoughts, ideas or actions mentioned on a regular basis by administrators during the 

course of collecting the data. During this stage of analysis, a thematic codebook was 

compiled to help record and organize themes and concepts. The codebook was divided 

into columns labeled variable, description of the variable, statements and quotes extracted 
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from the data, sub codes and major themes. Next, themes or concepts were placed in 

categories and then analyzed to ensure the data fit into that category using internal 

homogeneity and external heterogeneity (Patton, 2002). Patton described internal 

homogeneity as the extent to which data should be placed in one category and not another 

and external heterogeneity as the difference between categories. 

Once the themes or concepts were placed in a category, axial coding was 

performed. During this process themes and concepts were re-coded to develop better 

defined categories. During this stage, categories which were found to be similar were 

grouped together and others were kept separately. The purpose, at this point was to seek 

out both what is common and what is unique about the themes discovered. Then 

categories and their relationships were focused on in more detail and similar themes were 

grouped together. This process generated a sub-category. 

In developing major themes that contributed to a deeper understanding of 

entrepreneurial leadership, selective coding involved clustering together sub-categories 

that confirmed identifiable concepts or relationships (Hyener, 1999). In interpreting the 

data, the researcher attempted to make meaning of the phenomena by paying attention to 

specific personal and contextual experiences to describe how participants experience and 

make meaning of the entrepreneurial leadership. The major themes developed help to 

construct a composite picture of what it means to be entrepreneurial or to be an 

entrepreneurial leader a community college. 
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Credibility, Trustworthiness, and Consistency 

The data collection and corresponding analysis for this research utilized multiple 

measures to ensure the credibility and consistency of the study as supported by Patton 

(1997) and Merriam (1998). To ensure trustworthiness, the researcher conducted 

participant interviews ethically in a credible research study environment. During the 

process of collecting data, the researcher took steps to ensure data was collected in an 

ethical and professional manner. Interviewees were briefed on informed consent and 

confidentiality before each interview. The researcher explained their rights as participants 

and relevant contact information was provided in case interviewees had questions. 

By asking a peer researcher to review a random sample of the transcripts from the 

interviews to determine if similar meaning units or categories were derived, peer coding 

methods were used. Member checking was conducted by asking interviewees to verify 

the transcribed interview data for credibility. The researcher also kept a journal of 

reflections and perceptions. Also by collecting data from a total of 12 participants the 

researcher attempted to paint a true picture of the phenomena under study. 



CHAPTER 4 

RESULTS 

Introduction 

The purpose of this study was to understand and describe how college leaders at 

one community college identify with and relate to entrepreneurial leadership. Given the 

current conditions facing community colleges, the goal of this study was to understand 

and describe the meaning, structure, and essence of entrepreneurial leadership at the 

community college. In addition, the goal was to examine how college leaders use 

entrepreneurship as a strategy to develop practices that tackle the emerging realities, 

future and current challenges and opportunities that the community college is facing. This 

chapter describes the data that were collected, the analysis that was done and the 

interpretation of the findings. 

This was a qualitative single-site case study with a phenomenological approach 

which utilized analytic induction for data analysis. The study involved site visits to one 

community college and the collection of data primarily through semi-structured 

interviews, which was supplemented by the examination of formal and informal 

documents and direct observations of events that occurred during the site visits. 

Chapter 3 described the method and methodological design. Codes for analysis 

were generated from the data and themes were formulated using analytic 
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induction to explain the findings. The research findings are organized into specific 

themes. Recurrent themes were classified as major themes and some major themes also 

contain subcategories. Along with major themes, subcategories were listed and illustrated 

with detailed descriptions which include specific events, quotations, and related text from 

interviews and documents under the major findings. 

Chapter 4 contains a detailed analysis of the data collected. It begins with a 

description of the setting and profiles of the participants. The goal of describing the 

setting and the participants' profiles is to provide the context in which the college 

operates and in which the study took place. The chapter also includes the methodology 

used to answer the research questions and ends with the major and minor findings of the 

study. 

Organization of Data Analysis 

During data analysis, analytic induction was utilized for analyzing the findings 

from the study. Patton (2002) explained an inductive approach entails håving the 

researcher look at the available information he or she has acquired to identify important 

relationships and ideas. Analytic induction is an analysis procedure that begins with 

working hypothesis then examines qualitative data in order to develop "universal 

statements" that contain essential features of a phenomenon of interest (Bogdan &Biklen, 

2007). The following two hypotheses were formulated: 

1. The president's entrepreneurial attitude (spirit) is the reason for the amount 

of entrepreneurial activity occurring at the school. 
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2. While the college may operate entrepreneurially in an overall sense, there 

are still divisions within the college that are not entrepreneurial in character. 

Given the exploratory nature of this topic, a qualitative case study design with a 

phenomenological approach was employed to address the research questions. For this 

study, the president, senior-level administrators and faculty at one community college in 

the southeast were interviewed and observed. Participants were observed in their natural 

work setting. Formal and informal documents were retrieved from the office of 

institutional effectiveness and research the college's website. Additional documents were 

provided by the president's office and the researcher retrieved documents from the 

student services center. The data collected were organized, examined and coded to 

pro vide descriptive accounts of ho w college leaders, administrators and faculty identify 

with and relate to entrepreneurial leadership. The research questions guiding this study 

were: 

1. What does it mean to be an entrepreneurial leader? 

2. What are the underlying themes and contexts that account for this view of 

being an entrepreneurial leader? 

3. What evidence of entrepreneurship or entrepreneurial leadership can be found 

in the activities or experiences of college leaders, administrators, or faculty? 

4. What are the leadership practices of community college leaders and do these 

practices align with activities considered to be entrepreneurial in nature in an 

effort to address the emerging realities and challenges of the institution? If so, 

how? 
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The overarching research question explored, from the perspective the college's 

president, senior-level administrators and faculty, what does it mean to be 

entrepreneurial? Open, axial and selective coding (Strauss & Corbin, 1990) was used to 

code the data. Based on the results of the coding process, five themes were identified: (1) 

leadership and entrepreneurship are multidimensional, (2) leaders' attributes create a 

motivated culture within the Institution, (3) entrepreneurial behavior is the conduit to a 

strategic organization, (4) varying views on entrepreneurship are based on experience and 

administrative position, and (5) entrepreneurial practices have a legitimate role in the 

sustainability of the college. 

Patton (2002) surmised the application of structure to a body of qualitative data 

involves decisions. In this study, the researcher decided the data needed for the case study 

would be dictated by the research questions and supported by the literature review. The 

overarching research question, from the perspective the college's president, senior-level 

administrators and faculty, was what does it mean to be entrepreneurial? The supporting 

questions guiding this study were: 

1. What does it mean to be an entrepreneurial leader? 

2. What are the underlying themes and contexts that account for this view of 

being an entrepreneurial leader? 

3. What evidence of entrepreneurship or entrepreneurial leadership can be found 

in the activities or experiences of college leaders, administrators, or faculty? 

4. What are the leadership practices of community college leaders and do these 

practices align with activities considered to be entrepreneurial in nature in an 



113 

effort to address the emerging realities and challenges of the institution? If so, 

how? 

While my original intent was to discuss each research question sequentially 

thinking it would provide a rich descriptive analysis of the finding, I discovered this 

approach would not be an effective method to explain what was discovered. Keeping in 

mind the goal of the study was to gain an understanding of how the president, senior 

administrators and faculty identify with and relate to entrepreneurship and entrepreneurial 

leadership in the context of the challenges and emerging realities confronting the 

institution and explore their perspective concerning entrepreneurial leadership being 

practiced at the college, the researcher decided an individual examination of the research 

questions and the themes generated would create a fragmented puzzle and not the true 

reflection of the findings. Therefore to create an accurate account and to help manage the 

data appropriately, the research questions were merged to form two questions that still 

explored what was being asked in the original four questions. 

I came to this conclusion because I realized the first research question examined 

the participants' perceived meaning of entrepreneurial leader. Frequently, responses to 

research question one were explained in the context of an individual or organizational 

philosophy, experience, practice or strategy previously or currently employed. Therefore 

the response(s) to research question two, which explored what accounts for the 

participanfs opinion of entrepreneurship or entrepreneurial leader, were encapsulated in 

the response to question one. The same scenario occurred for research questions three and 

four. Question three investigated in what instances does entrepreneurship or 
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entrepreneurial leadership exists in the college while question four explored leadership 

practices considered entrepreneurial. Once again, respondents provided evidence by 

discussing current strategies and the perceived outcomes to many of the practices being 

utilized. Therefore I reconstructed the original questions into two comprehensive 

questions. The two new research questions are: 

1. What does it mean to be an entrepreneurial leader and what is the context 

which accounts for this view? 

2. What are the president, senior-level administrators and faculty's 

entrepreneurship and leadership practices and what evidence can be found that 

these practices align with activities that address the emerging realities and 

challenges of the institution? 

The overarching research question will be discussed last as it will revisit the themes 

explored in the two research questions. It will also be revisited in Chapter five along with 

the study's implications. 

The Setting 

Perimeter Tech is a nonprofit and tax supported public educational institution, 

under the control of a Board of Trustees. The college opened its doors in the 1960s with 

34 full-time students enrolled in classes on campus and an additional 270 enrolled in 

industrial training programs at locations throughout the county. With a history spanning 

almost 50 years, the college has gone through three nåme changes. The nåme was 

changed to the current nåme in the 1980s. Each new nåme was chosen to accurately 

reflect the institution's mission. Since its inception, the college has had three presidents. 
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The current president has been at the college since 2003. Approximately 800 full-time 

and over 700 part-time employees are employed by the college and there is a diverse 

student body. In its four decades, Perimeter Tech has seen significant growth in its 

programs, services, and resources. Due to increased enrollment in recent years, a critical 

challenge has been to assure that the addition of physical facilities would keep pace with 

the growth of programs and services. The College has expanded from one building of 

40,795 square feet to three campuses and facilities that include twenty-two permanent 

structures totaling over 733,000 square feet. In the 2008-2009 academic year, there were 

approximately 21,000 students enrolled in curriculum courses leading to an associate's 

degree and over 44,000 students enrolled in continuing education courses. 

The mission of Perimeter Technical Community College is to help improve and 

enrich lives by meeting the lifelong educational, training, and service needs of its diverse 

community. In pursuit of its mission, the college adheres to an open-door policy by 

offering accessible and affordable educational opportunities to all adults regardless of 

age, sex, socioeconomic status, ethnic origin, race, religion, or disability. To meet the 

needs of its community, the college focuses on providing support services, resources, 

community outreach, and partnerships; programs in basic skills development; vocational, 

technical, and occupational training; and college/university transfer preparation. The 

college has secured some of the largest corporate training contracts in the state. In 2007, 

the business and industry center, at the college, consulted or trained nearly 10,000 area 

workers. 
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Perimeter Tech offers credit programs leading to associate degrees, diplomas, and 

certificates designed for immediate entry into employment, an associate degree in general 

education, and associate degrees designed to transfer to four-year institutions. The 

College also offers pre-curriculum programs for students to develop academic 

proficiency so they may successfully complete curriculum courses. Additionally, the 

college provides occupational career enhancement programs for individuals and support 

for economic development to businesses, industries, and agencies. Basic skills education, 

English as a Second Language and a wide variety of continuing education courses and 

programs for personal enrichment are offered on campus and throughout the county. 

Participant Demographics 

As the researcher, I conducted a total of twelve semi-structured interviews 

including the president, senior-level administrators and faculty members. Six participants 

were selected through purposeful sampling and snowball sampling provided six 

additional participants. Seven of the participants are members of the President's Advisory 

Council and report directly to him. The five remaining participants serve at the dean or 

director lev el. At least two of the participants currently teach continuing education 

courses and or pro vide contract training; therefore they fulfilled the role of faculty for the 

purpose of this study. 

Dr. Tom Adams 

Dr. Adams is Perimeter Tech's third president. He has a long history in education. 

He began his career in education teaching high school mathematics and physics and 

serving as an adjunct instructor at a technical college in another state. He held several 
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administrative positions for community colleges in that state in the 1980s before moving 

to where he currently resides. Perimeter Tech is his third college presidency. He was 

president of his first community college in North Carolina from 1988 through 1999. He 

held his second presidency from 2002 to 2003 at a different community college before 

coming to Perimeter Tech near the end of 2003. In addition, he held an executive 

position for three years with the community college system that is the governing board 

over Perimeter Tech. His educational career spans for more than 38 years. Prior to 

becoming an educational leader, Dr. Adams owned and managed a restaurant, served as a 

director of a credit union and had a 10 year career in radio and television. Dr. Adams 

earned his bachelor's degree in economics, master's degree in administration and a 

doctoral degree in education from a large four-year research university in the south. 

Dr. Adams has received numerous accolades because of his leadership. Recently, 

he received an award from both the state's Board of Community Colleges and a business 

magazine. Under Dr. Adams leadership, Perimeter Tech opened its northern campus and 

was recognized as the leading institution in the nation for the entire campus being LEED 

certified. LEED is the U.S. Green Building Council's highest standard for 

environmentally-friendly construction. He also directed the implementation of a tobacco-

free policy at all Perimeter Tech campuses. In addition, Dr. Adams has built partnerships 

with four-year institutions, which enables graduates of technical programs to transfer to 

earn a bachelor's degree. Additionally, he established a competitive athletics program at 

the college. 
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There have been a number partnerships established under Dr. Adams reign as 

well. For example through a sponsorship from a local nationally-known bank, Perimeter 

Tech has opened a center that provides a speakers forum hosting future thinking leaders 

for the exchange of ideas related to the nature of education, workforce development, and 

economic development. The centers goal is to create a culture of future thinking 

students, staff, and faculty at the college. Additionally, Perimeter Tech partnered with a 

second nationally-known bank in the area to create a center for entrepreneurship at the 

college's northern campus. In 2008, the college established a pastry show to showcase 

the work of its culinary arts students and since that time the show has grown from a 

campus event to being a city-wide event held at the convention center. 

Dr. Adams states he recognizes the changes occurring in the environment. In 

recent years while experiencing tremendous growth, the college has felt the effects of the 

downturn in the economy and therefore began cutting back. Dr. Adams noted people 

from every segment of the community are acquiring new skills, updating their training 

and credentials, or getting more specialized knowledge to further their education. 

Joe Davis 

Joe is the Director of Institutional Effectiveness, Research and Events. He is also 

the SACS liaison for the college. He has been in his current position for 12 years. Prior to 

his current position, he worked in continuing education as an instructional supervisor 

supervising curriculum and continuing education courses at high school sites in the 

county. He started his career with the college in 1985 working in the audio visual and 

Individualized Learning Center. Joe has a doctorate degree in Adult Community College 
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education. The office of Institutional Effectiveness monitors whether the college is 

achieving the set goals of the institution and verifies the attainment of these goals through 

specific data which show the degree or quality of their attainment. He is expected to 

document quality and effectiveness by employing a comprehensive system of planning 

and evaluation in all major aspects of the institution. 

Bill Cook 

Bill is the Vice President of Continuing Education which includes workforce 

development and training as well as contract training. He has been in the position 

approximately two years. Previously, he was department head for non-credit computer 

education and dean of education services and technology. His is approaching his eleventh 

year with the college. He manages eight divisions which includes eight deans for each 

division. Bill meets with a number of external agencies that utilize and or are interested in 

Perimeter Tech continuing education programs for their training need. Also he 

recommends new procedures for his department, evaluates job requirements and ensures 

his divisions have needed resources to function properly. 

Ron Wilson 

Ron is the Dean of Computer and Engineering Technologies. Ron started his 

career at Perimeter Tech as an instructor in computer engineering and technologies for 14 

years then he became the department head of scientific visualization and graphics 

followed by department head of computer engineering and technologies. He has been in 

his current position for seven years. He is also a Perimeter Tech 1986 graduate. His 
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division oversees twenty different curriculum programs in the information technology 

and engineering field. 

Sharon Black 

Sharon is the Director of Sponsored Programs, Grants and Articulation. She has 

been in the position for three years. She worked at an economic development agency in 

the state prior to coming to Perimeter Tech and as a grant manager at a four-year 

university in the state developing outreach programs in her earlier career. She was hired 

originally as a grant developer although her current role has expanded into the 

articulation areas. Sharon's primary responsibility is to identify and write grant proposals 

for federal and state funding sources for new programs at the college. She also assists the 

division deans with negotiating articulation agreements with four-year institutions. 

Cynthia Flowers 

Cynthia is the Director of Public Relations. She has been in her position for three 

years. This is the first college environment Cynthia has worked in. She came from the 

television industry where she did television news reporting, broadcast news and broadcast 

journalism. Cynthia is the first public relations director at Perimeter Tech. She is 

responsible for disseminating newsworthy information about the college out to the media 

and the public. Since coming to the college, she has started a campus publication and 

electronic marketing. 

Frank Smith 

Frank is the Director of Entrepreneurship. He has been in his position 

approximately two years. In previous years, he was a teacher before becoming employed 
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by an educational publishing company. Frank has served in senior management for both 

profit and non-profit organizations. He has held roles predominately in marketing. In his 

current position, his primary focus is to help new and existing entrepreneurs in the 

service area develop successful strategies for starting and growing a small business. He 

also facilitates an entrepreneurship course that teaches small business owners and would-

be entrepreneurs how to construct a business plan. Since joining Perimeter Tech, he has 

been involved in the opening the Center for Entrepreneurship at the college. 

Marty Henderson 

Marty is the Vice President of College Development and Executive Director of 

the Foundation. He has been in both positions approximately five years. Prior to working 

for Perimeter Tech, he worked for a county agency for three years. He also worked for an 

architectural firm for 17 years and served as its CFO and marketing director. He has also 

served in a political position for eight years with one of the state's former governors. 

Marty has two roles. His primary role is to run the foundation. The foundation is a 

501c3 non-profit and its role is to raise money to assist students, faculty and staff at the 

college. In his role, he looks for scholarships, donors interested in naming rights, and new 

equipment from external sources. In his role as vice president of college development, he 

oversees the grant development team. Marty also assist the president in expanding the 

colleges facilities. One of his most important responsibilities is to introduce and expose 

the president to constituents in the community. 



Warren Woods 

Warren has been the Dean of Business and Industry Services approximately 14 

years. He was Director of the Small Business Center for seven years prior to his current 

position. He oversees the small business center, the center for entrepreneurship, 

Professional development, corporate training and customized training programs. In 

conjunction with Frank Smith, Warren works with small businesses start-ups, 

entrepreneurs and would-be entrepreneurs. In addition, he helps manage the state's 

incentive program for companies expanding in the state, new to the state, or making a 

capital investment in the state. 

Keith Jones 

Keith is the Vice President of Curriculum Education Services. Curriculum 

education is the credit side of the college. He has been in the position since 2007. Keith 

started as a part-time instructor in 1991 and became a full-time instructor in 1992 in the 

English as a foreign language department. He became a department head and then Dean 

of Mathematics and Science and afterwards Dean of Planning and Accreditation before 

being promoted to his current position. 

Winston Light 

Winston is the Senior Vice President of Financial Services. He has held a number 

of positions at Perimeter Tech starting as an accountant, assistant controller and 

controller for 10 years. He was Vice President of Administrative Services for five years 

prior to taking his current position. He has been Senior Vice President of Financial 
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Services for almost a year. His primary focus is to monitor and manage the college's 

budget. Winston has 28 years with the college and plans to retire soon. 

Jonathan Train 

Jonathan is the Executive Vice President of the college. He has been in his 

position three years. He started his career at the college as Director of Correction 

Education, then Dean of Public Safety and Service Occupation. He served for three years 

as Vice President for Continuing Education prior to becoming the executive vice 

president. He has over 18 years of service with the college. The following table 

summarizes the participants' demographic information. 

Table 1 

Demographics oi Perimeter Tech Study Participants 

Years with Years in 
Participant Title Perimeter current 

Tech position 

Dr. Tom Adams 

Joe Davis 

Bill Cook 

Ron Wilson 

Sharon Black 

Cynthia Flowers 

Frank Smith 

Marty Henderson 

Warren Woods 

Keith Jones 

Winston Light 

Jonathan Train 

President of Perimeter Tech 

Director of Institutional Effectiveness, Research & 
Events 

Vice President of Continuing Education 

Dean of Computer and Engineering Technologies 

Director of Sponsored Programs, Grants & 
Articulation 

Director of Public Relations 

Director of Entrepreneurship 

Vice President of College Development and 
Executive Director of the Foundation 

Dean of Business and Industry Services 

Vice President of Curriculum Education Services 

Senior Vice President of Financial Services 

Executive Vice President 

7 

25 

10.5 

25 

3 

3 

2 

5 

21 

19 

28 

18 

7 

12 

2 

7 

3 

3 

2 

5 

14 

2 

.75 

3 

Note: Pseudonyms were used for the names of the college and participants 
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The participants in the study comprise four levels of administration at the college: (a) the 

president; (b) senior-level administrators; (c) deans; and (d) directors. One dean and one 

director also teach classes and therefore fulfilled the role of faculty for the study. The 

themes extrapolated from the data are the perceptions of these individuals through their 

lived experiences. 

Findings 

To decide which themes were most salient and how themes are related to each 

other, I examined the transcribed data for reoccurrences in conversations and or 

behaviors and actions. From the qualitative interviews, five themes, were identified as 

being salient factors. A total of 12 participants were interviewed; therefore a theme was 

considered salient if was identified six or more times. 

Research Question 1: What does it mean to be an entrepreneurial leader and what is the 

context which accountsfor this view? 

The purpose of using interview questions for Research Question 1 was to discover 

the participanfs perception of the nature of entrepreneurial leadership. First, I wanted to 

determine if individuals at the college consider themselves to be an entrepreneur, a leader 

or both. I also wanted to discover to what degree, if any, entrepreneurship or 

entrepreneurial thinking was a part of the institution's culture and or embedded into its 

day-to-day practices. Since I was conducting semi-structured interviews using a 

phenomenological approach, the questions asked and the topics discussed varied between 

the twelve interviews. To capture their lived experiences, I allowed the participants' 

responses to dictate how to proceed further with the questions asked. 
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Since I had no prior contact with participants, with the exception of Dr. Adams, 

president of Perimeter Tech, I began by trying to establish a rapport. After the formal 

introductions and signing of the consent form, I started each interview with questions 

from my interview protocol. The initial questions were: (1) what is your job title; (2) how 

long have you been in your current position; and (3) have you held any other positions at 

Perimeter Tech or at any other educational institution? If so, what positions and what 

were your job responsibilities? If not what other type of work have you done in the past? 

Next, I asked respondents to describe his or her current duties and responsibilities. 

The 12 respondents included a mixture of seasoned administrators with a long 

history of involvement and employment at the college and some relatively new 

administrators with limited or no prior experience working in college administration. 

After the initial background questions, I started by exploring participants' perception of 

their own leadership style followed by their perspective on entrepreneurial leadership. 

Leadership and Entrepreneurship are Multidimensional 

There is a plethora of literature devoted to the field of leadership as well as 

entrepreneurship. A considerable amount of literature has examined both the theories and 

various models of leadership and entrepreneurship. While some scholars strive for a 

concise definition and understanding of both fields of study, the two domains are still 

considered illusive and loosely defined (Cogliser & Brigham, 2004; Eddy & 

VanDerLinden, 2006; Ensley, Pearce and Hmieleski, 2006) based on the responses from 

the twelve respondents. For example, when asked to describe his or her leadership style, I 



received a hodgepodge of comments that demonstrated leadership is practiced and 

perceived from a multitude of perspectives. 

When I asked Joe to describe his leadership style, he compared his style to a type A 

personality. Joe indicated: 

I think Fve changed over the last ten years. I think I used to be a Type A 
personality and I may still have some of those tendencies but I also realize 
that other people in this institution have other responsibilities besides 
planning and IE. So what I try to do, for instance, the fifth year report was 
coming up and we are also trying to open up a new campus—a public 
safety campus—a report is due to SACS in May. I back last spring notified 
the vice presidents and appropriate deans about what was coming to give 
them enough time to work on it. I realize the deadline is so far off in the 
distance that they don't pay attention to it as much as they should. . . uhm. 
. . so I've done friendly reminders with emails and that kind of stuff. In 
some ways I hope Fve become a little bit more passive than I used to be 
but at the same time when you have an institution this big, it's difficult. 
You have some people who are very much attuned to what is required in 
terms of reporting because not only do we have SACS, we have to turn in 
reports to the Board of Education. IPEDS flows through my office and we 
got something called NCHED which is North Carolina Higher Education. 
It is very similar to IPEDS and it flows through UNC general 
administration office. So you've got constant reports that have to come up. 
Hopefully, I got people who have been in positions like the registrar, vice 
presidents, people like that; it's pretty much on auto-pilot. They know 
what time of the year what report is do that kind of thing. So I guess most 
people would characterize me as Type A personality and I can admit that I 
probably am. Fve tried to temper that a little bit trying to build in that 
people have other responsibilities and unless mine is due tomorrow. . . you 
know. . . they are going to put it off. 

Some leaders at the college, such as Jonathan, conceive leadership as being 

action-oriented. He stated: 

My leadership style is hands-on/hands-off. It's a combination of hands-
on/hands-off with management by walking around. When I say hands-
on/hands-off it means hands on to the extent that if you need me to assist 
you in anything, Fm there for you. Fil give you guidance and direction if 
you need it. Simply because I have vice presidents reporting to me, I feel 



that they're at this level and they have these top-tiered positions, they 
know what the heck they're doing so there is no need for me to tell them 
what needs to be done except when they seek my advice and counsel. So 
that's kind of the hands on. If you need me, Fm there for you. The hands 
off is, you know what, Fm preparing you to do this and I expect you to do 
it. Fm going to give you all the tools that you need in order to get the job 
done. If I have to do it for you, then what Fm going to do is Fm going to 
request that you leave your position. I will do your job and I want half of 
what you were being paid and the college is still going to save money. So, 
my style is Fil give you direction and then get out of your way. The 
management by walking around comes about and that is a style I 
developed from my previous employment. In order to know and get a 
pulse for whafs going on in the college, what the college needs are with 
respect to what our faculty needs and what our staff needs are, in order to 
do the job that we are charged to do and that is educating folks and 
training them, I have to know. Because a lot of times people are reluctant 
to come and say things to administrators and they are certainly reluctant to 
give us bad news. They don't want to give us bad news. Fm not someone 
who is out there looking for bad news but if there are things that are going 
on that we need to make improvements on, I need to know. Don't 
sugarcoat anything. So, by walking around and being approachable to 
people, they aren't reluctant to come up and tell you certain things and 1 
don't mean gossip. Fm not interested in that kind of stuff but I want to 
know what your needs are. What direction do you think the college should 
go in? I don't have all the answers and I don't pretend to have the answers. 
A lot of times, your folks in the trenches whether it be instructors, whether 
it be staff people, advisors to the college, even students, you guys have 
very good ideas and you need to feel that you are a part of it. A lot of 
times, folks won't provide certain things because they feel it's going 
nowhere. So, by walking around and seeing folks and being in touch with 
them, they are more likely to say "hey you know what I had this idea for 
something. What do you think"? And, I will tell them let's take a look at 
it. And so, Fm a firm believer of management by walking around and just 
staying on top of things and thafs really part of my role. Because, I refer 
to my role as Chief of Operations. Thafs my job. It's the operations end of 
it to make sure that the college runs and the only way to insure that by 
getting out from behind that desk. 

In BilFs interview, he described his leadership style as: 

Lead by example. . . yes. I do a lot of that myself especially when I meet 
with agencies downtown or might meet with our systems office which is 
the bureaucratic-side of the house. When they have certain things that they 



want to direct down to the colleges, sometimes I have to collaborate with 
them to see exactly what it is they are looking for. 

Marty indicated he works very closely with Dr. Adams on a number of initiatives. As 

such, he considered his style similar to Dr. Adams. He stated: 

I consider myself a facilitator in the sense that as with Dr. Adams in most 
cases I operate at the forty thousand foot level. Which means, we may 
come up with the ideas like the center of entrepreneurship. . . ? That was 
sort of Dr. Adams and mine baby but we asked the Director of 
Entrepreneurship to put the meat on the bones. So I turn those types of 
things and ideas to try to get people to flush out exactly how we can do 
that and then we dialogue back and forth in terms of what that should be 
and if thafs a good idea. What direction do we want to go? And, we are 
currently doing that in a few other areas. 

Interestingly, Dr. Adams description of his leadership style is congruent with the 

literature describing aspects of an entrepreneur. Dr. Adams remarked: 

I'm a calculated risk taker. Noticed I threw in the word "calculated". I like 
to be near the leading edge but not the "bleeding edge." I have worked for 
five community colleges since 1972 and I have enjoyed every minute of it. 
I really enjoy adult education, working with adults, working with people 
who want to help themselves. That is one of the most wonderful feelings 
that you can have and I actually get paid for doing this (speaking 
sarcastically). 

Literature examining entrepreneurial orientation considers risk taking to be one of the 

primary dimensions of an entrepreneurial orientation (Covin & Slevin, 1989, 1991; 

Lumpkin & Dess, 1996). 

Ron did not offer a specific style of leadership when asked. Instead, Ron 

mentioned he had been a faculty member and therefore he could empathize with what the 

faculty endures while performing their jobs. He also highlighted his desire to be 

supportive of the people he leads. He remarked: 
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I think what I have best is knowledge of those folks in those positions that 
I end up supervising. Håving been a faculty member for 14 years, I'm 
quite familiar with the struggles, the challenges that they go through. So, 
being able to identify with the folks I supervise, I think it's a strength. My 
sense of leadership has always been what can I do to help make your job 
better. What do you need and what do I need to get out of the way to make 
your job better. So, it's more of a facilitator in my opinion. Yes, there is 
holding people accountable and all those kinds of things but I think if we 
are focusing on helping people do their job, not putting road blocks and 
stumbling blocks in front of them, people want to do what they were hired 
to do. 

Ron's supportive behavior is characteristic of transformational leadership as supported in 

the literature by Bass (1985). Sharon, on the other hand, internalized the question and 

described how she leads herself in her position as a grants director. She commented: 

Who am I?. . . um. . . the big thinker. It's like. . . as I said, I don't like the 
little grants, (laughing) I don't like the little grants. I'm kind of looking 
down my nose. If it's not over fifty grand, Fm not even looking at it. You 
know. It's not worth my time because it's the same amount of work 
whether you do two million or fifty thousand. So, I like the big projects. I 
like the visioning of it and helping people see what it is the people are 
asking for. 

Later as the interview progressed, she revisited the question and gave an additional 

perspective of her leadership style. Sharon revealed: 

But as far as my style... I would say it's like a catalyst because making 
people think the way they haven't thought before has been a lot of what 
you have to do to get an innovative project. And, people have to give 
something and they have to change a little bit so there is a little 
management and negotiation in the process of developing a project that. . . 
(reflecting out loud) Well this isn't the way we've always done it. But why 
not? What would be the negative impact of this? Who are the other people 
who need to be involved in this decision because it's never just one 
person? 

Davis (2003) observed leadership can be recognized as an activity that can erupt in 

various places within institutions and it is no longer focused on formal leadership roles. 
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Traditional images of leaders and leadership have been replaced by alternative definitions 

and images (Eddy & VanDerLinden, 2006). The individual descriptions provided by the 

participants support as well as illustrate these researchers' perspective. 

Some participants also offered their perception of the current institutional culture 

that had been established through Dr. Adams leadership style. A few participants 

compared the current administration to the previous leadership's administrative style and 

highlighted the difference between the two. Jonathan commented: 

Oh, the college has done 180.1'm not going to criticize the previous 
president because I am where I am today because of the previous president 
with the exception of my last position. It was through him recognizing my 
talents that got me to a point where Dr. Adams could say "I want you for 
this position." But it is very different here. It's different in that we believe 
in decentralizing things. Everything was centralized to the extent that all 
decisions were made at the level of the Executive Vice President, Vice 
President of Administration and the President. That was it. You had 
personnel who were vice presidents and deans in nåme only. They 
couldn't really make decisions. It's not that they were incapable of making 
decisions; they were very capable of making decisions but the brain trust 
felt that you know what, we make the decisions. We had this senior 
administrative team and they would throw things out but only two or three 
people made all the decisions. The money was very tightly controlled and 
the folks would put in request and justify the request. But they weren't 
always honored because it was felt that you didn't need that. Well you are 
not out there; you don't know what we need. We had modest growth and 
just through osmosis really, it was just going to happen regardless because 
the county was growing and with the growth in the county, the community 
college was growing but not at the breakneck pace that it's been growing. 
That north campus that was built we had the funds for that north campus 
ten years prior to the first shovel being dug into the ground. It was only 
when the current president took over that he got everything going. He sent 
out a message to his people: "look I got you folks in this top tier position. I 
want action." And with that charge, folks were initially kind of reluctant. 
"Oh yeah, everybody says that." But some of us said, "if that is what you 
want." I know I for one said "if thafs what you want thafs what you are 
going to get." So thafs what he currently gets. 
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Joe also recalled the former style of leadership that was present at the college. He stated: 

Well. I will be honest with you. I've been here 20 years. I lived through 
the administration of a different president and there was a different 
mindset there about Southern Association, about the operation of the 
institution. People that you may interview through the next two or three 
days, a lot of those people have been here since Dr. Adams has gotten 
here. He is pushing seven years and I can tell you that the operation of this 
institution, the leadership, people being aware of the image of the 
institution trying to be proactive in terms of what students are anticipating, 
issues that the college will have to deal with, it's been much more a more 
proactive environment I would say than with the previous administration. 

Warren noted the former leadership was not flexible or responsive to suggestions on 

redesigning programs or evaluating how programs could be made more efficient. He 

remarked: 

Fve been here since 1989 and since Dr. Adams got here, we've done some 
good programs sometimes in spite of what was in place prior to Dr. 
Adams. Prior I used to get beat up for doing some of them. In the early 
nineties, if it wasn't occupational extension, don't do it. I was doing self-
support computer classes charging $99 dollars and I would split that with a 
young lady who as an independent contractor. I said I'11 give you $50 
bucks for every student I get and Perimeter Tech pays for the materials. 
Perimeter Tech would earn about $30 dollars per person in 1992 and we 
would have 20 to 22 people per class. The school at the time didn't want 
that. Let's do occupational extension. 

Bill reported that in the ten years he's been at the college he has seen a change in the 

style as well since Dr. Adams became president. He reported: 

Well, we've had a change of leadership about six years ago. We're about 
into our sixth year now and with that change of leadership it became more 
entrepreneurial than we had in the past. The leadership in the past was 
more directive, more of a micro-managing leadership style. Whereas, you 
had to be very careful how you did things even in the market that we exist 
in for continuing ed. You still had to be careful how you marketed your 
programs and where your resources came from. Over the last six years, we 
have been very able to be free and open to do what we were hired to do 
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and that was to serve the community and provide education to our people 
here in...county. 

Ron, who has over 25 years of history with the college, was not as critical of the former 

administration's leadership but did acknowledge the changes with the current leadership 

team. He stated: 

F ve been here a long time because Perimeter Tech has always been a good 
place to work. I think we've always had excellent leadership. I think Dr. 
Adams has brought a new focus to the college in terms of things like 
entrepreneurship, benchmarking, the "Perimeter Tech Way." Definitely 
very proactive in terms of expanding the offerings and accessibility of new 
campuses, new location; an emphasis on distance education. 

Keith talked about his first encounter with Dr. Adams and provided an impression of the 

type of leadership team he perceives Dr. Adams has established: 

I had met our current president for the first time, like I said when he was 
the executive vice president not to long of us starting that group. We had 
met with him and asked about what the priorities were. So, I knew he was 
somebody who would serve our needs well and he has proven that and I 
think he felt that the same about me. And thafs the kind of team I've 
gotten the impression he wants to have. 

Winston also indicated he considers the current structure to be a team approach to 

leadership. He concluded: 

I would say it's kind of leadership by committee type environment. I've 
been here long enough that if I think something is a bad idea even if it's 
the presidenfs idea, I'll tell him. Now, I can afford to do that for two 
reasons. I've been here for so long first of all but also I'm retiring this 
year. Even if I weren't retiring I feel like it is incumbent upon me when I 
think something is a bad idea to say "I think it's a bad idea." Now 
someone thafs a rookie to the senior admin ranks for instance we have a 
couple of new vice presidents, I think they would be a little more reluctant 
to speak up and say "well, Mr. President I'm not so sure I agree that idea 
is going to achieve the end result that you think it will." And it's not just 
the president, we have discussions among ourselves. Someone may come 
up with an idea that I think, for a lack of a better term, is a bonehead idea 
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and I'd tell them in a diplomatic way. I'd say "do you really think that is 
going to achieve the results you think it is? 

Since the majority of participants had worked under at least two administrations at 

the college, I thought it was important to hear from participants who had no prior 

exposure to the former administration. Four participants, Sharon, Cynthia, Frank and 

Marty have five years or less employment with the college; therefore they have only 

worked under Dr. Adam's administration. I asked their perspectives about the current 

leadership team. 

Cynthia, Frank and Sharon, indicated that leadership gave them autonomy in their 

individual work environment which allowed them the opportunity to make decisions and 

work out the details. All four respondents seemed to appreciate this style of leadership. 

For example, Frank stated "From what F ve seen of Dr. Adams management style, again 

to his credit as a leader, he does not micro manage. He does not get involved in the 

details which I think is important. He leaves it for people to work out. . ." Similarly, 

Sharon, who reports to Marty, mentioned "They give me complete latitude to do what I 

see fit to do. Marty said "I see that you are doing your job well and until I hear that you 

are not doing your job or I don't see any grants coming in I want bother you." Cynthia 

also added: 

Dr. Adams gives me a lot of autonomy. He is not a micro manager at all 
which is great. He knows I can do it so he lets me do my own thing but I 
do draw from his inspiration. He is a great mentor. I feel open enough to 
go to him with question or when I need advice and ask him "what do you 
think? Should we have a press conference or is it worthy of it; should I 
spend a thousand dollars on a radio ad?" I bounce things off of him all the 
time. And, his door is always open. I appreciate his leadership in "driving 
the bus". He is always pushing us. 
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Marty also highlighted the reaffirming and supportive role the president exhibits: 

I think that our president has let employees know that they are important 
and they are the ones that will make the students successful and be the 
facilitators for that. His overriding goals has been to give them the tools; 
to tell them they are important; and to help them in any way he can so that 
they can then help the students. He has done the little things. I can't say 
for certain because I wasn't here but I heard the stories where under the 
previous leadership, people were just in a job because they didn't feel like 
they were as appreciated as they could have been. But, I don't hear that 
anymore. Now, they wouldn't necessarily come to me either. 

Raelin (2006) stressed that empowering the will and unlocking the capacity of all 

organizational team members to advance team contributions are essential leadership 

behaviors that reflect collaborative leadership practices. According to Ozaralli (2003) 

transformational leadership models emphasize the value of empowerment and 

collaboration. As the literature reported and the participants comments suggested, leaders 

at Perimeter Tech exhibit both transactional and transformational leadership behavior 

(Burns, 1978). 

The respondents' self-described leadership styles are illustrative of transactional 

and transformational leadership styles as described in the review of literature. 

Transactional leadership focuses on behaviors related to basic administrative and 

management tasks essential for the team to function. These behaviors include ensuring 

followers or team members have the knowledge, skills and resources needed to 

accomplish a task. The transformational leadership style perceived and described by 

respondents focused on the leader's ability to recognize the follower's needs and demand 

and in turn, motivate and satisfy the individual's needs in ways that utilize the full 

potential of the individual. Likewise, the leadership styles demonstrated and described by 
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Perimeter Tech's leadership align with Burns (1978), Bass (1985) and Bass and Avolio's 

(1997) recognition that leaders motivate followers and inspire them to become 

autonomous workers dedicated to reaching organizational goals. 

At varying points in the interviews, I asked respondents to provide a definition of 

an entrepreneurial leader, entrepreneurship or entrepreneurial leadership. Similar to what 

researchers (Gupta et al., 2004; Tarabishy et al., 2005) theorized, respondents perceive 

entrepreneurial leadership to exhibit both entrepreneurial and leadership characteristics 

and behaviors. When asked what does it mean and or do they consider themselves an 

entrepreneurial leader, most participants responded without hesitation. However, it was 

interesting that both female participants, Sharon and Cynthia asked me to define 

entrepreneurial leadership before they offered their perspectives. For example, when I 

asked Cynthia whether she considered herself to be entrepreneurial, she remarked "Well 

let me ask you a question. I had never heard of entrepreneurial leadership so could you 

define that for me?" In Sharon's interview, I asked her to describe the traits and 

characteristics that someone would need to possess to replace her and take the grant 

writing position to the next level. She replied: 

I would say that the program design and this has been my slogan lately. 
It's not really about the writing when you are writing a grant. It's really 
about the ability to put together an effective program and to negotiate that 
process. Whose involved? Who gets what? So I guess I would say if I 
were replacing me, it would be the ability to negotiate among diverse 
interest and bring consensus to the group around a way to make change 
and improvement. A lot of it is the ability to navigate that change process 
sort of in the theoretical because obviously it has not happen yet. But, 
what you present is basically then becoming a roadmap for the people who 
get the grant and they are not bound to go step by step. There is a lot of 
latitude once you get the money but the agency is going to want those 
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outcomes. How do you get those outcomes is non-negotiable. Some of the 
things listed as we are going to do this and this and this; those may change 
because there is a long lead time between the time you put in an 
application and the time you get the money. By the time the project starts, 
it can be eighteen months to years. A lot of things change: a) people retire; 
b) people take other jobs so those things can change. So I would say the 
ability to negotiate, the ability to organize, the ability to see almost into 
the future, spot trends, spot developments that you can be out in the front 
and you are not just pulling up the rear and oh you just figured out what 
was going on and you are the last one in the bus. . . . No, you want to be 
out in front spotting the trends and creating solutions. You have to be 
creative to be able to piece together something that's going to actually be 
workable is the other thing. If it's not workable, you are not going to get 
money anyway. 

Then I asked Sharon if she considered the attributes mentioned to be characteristics, traits 

or behaviors of an entrepreneurial leader. Sharon's response was "Okay. Well define for 

me your definition of the entrepreneurial leader." Sharon and Cynthia's request for a 

definition of the entrepreneurial leadership is not a definite indication that they are not 

entrepreneurial leaders. However, their comments illustrate and support the literature 

which reports there is no agreed upon definition of leadership, entrepreneurship or 

entrepreneurial leadership and that the construct of entrepreneurial leadership is still a 

relatively new concept to academia (Cogliser & Brigham, 2004; Vecchio, 2003). 

A noteworthy but not salient finding was a few of the participants mentioned 

they had been entrepreneurs earlier in life. Marty, Sharon, Frank and Warren made 

reference to being former entrepreneurs when asked the meaning of entrepreneurial 

leadership. For example, when I asked do respondents consider him or herself an 

entrepreneurial leader, Marty responded "I do. And, I have a history of that. In previous 

jobs, I have built a company and sold it about 25 years ago". In similar fashion, Sharon 
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mentioned she had owned her own business and described it as "Being entrepreneurial is. 

. . well I had my own business at one time too so I had that whole putting in the time to 

start up." This would imply that some participants do conceive entrepreneurial leadership 

to originate with an entrepreneur. 

I asked Warren if the thought like an entrepreneur. He stated that he did and 

explained his background and previous experience: 

My background is Public Accounting. My dad was a road contractor in the 
40s, 50s, and 60s. I learned very quickly about work. Since I was about 12 
years old, he had me out working. He had plenty of people working for 
him for a long time. He'd take that number 2 shovel and say "that pile 
belongs 10 feet over this way. Move it otherwise you can do this job here 
in the shop." I worked in the shop a lot. But I saw the hard work of an 
entrepreneur. I would drive with him periodically when he would wake up 
at 4:30 in the morning and say "come on son you are coming to work with 
today." At 4:30 he's getting his crew rolling and he'd drop me off for 
supper at home and he'd still be working and come home at 10:30 at night. 
So, I learned about hard work. When I started my accounting practice in 
1972 which was after working my first year for an accounting firm in 
Milwaukee, I was working 80 hours a week during tax season on a 
$600/month salary. I thought I can do this on my own. I know a lot of 
people in my hometown of Oshkosh, Wisconsin. So, I packed and moved 
up to Oshkosh and my wife and I rented a little flat that had a light bulb in 
the attic in a room that was about 8ft wide and about 12ft long and that 
was my first office. That was about a month and I picked up a few clients, 
good ones, and I got a duplex and move the office in the basement. Grew 
it. I was doing business, monthly accounting for 125 businesses, 500 
annual tax plans, and when that rust belt era hit, it was devastating. You 
could be as busy as you want but people didn't have money to pay you. I 
had purchased a computer with my partner in 1981. It was about seventy 
thousand dollars for hardware and software and the interest rate was 
8% %. A year later I had to go in and renew it—and that is what I fear is 
coming now—at 22%. Thafs what people were paying on their trucks. 
Thafs what they were paying on their front in loaders and backhoes. I had 
a lot of construction companies for clients and farmers and when you see 
all that equipment lined up in the yards, you know they weren't working 
and the writing was on the wall. Thafs a little bit of what we are 
experiencing today. We don't have the inflation and high interest but when 
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belt era. By the way, I should mention to, computers, I've been doing my 
accounting using computers since 1972. Put that into perspective—1972.1 
was sharing time on a mainframe. It was rather interesting. I learned very 
quickly, the value of a client. Okay? And my team all knows the value of 
one client, of one customer. In fact Fve been thinking about things like 
that recently and for small businesses Fve got to do a seminar in couple of 
weeks on why businesses fail and what we can learn from them. And this 
is just an example, if you have value in a client, if you get a client that 
gives you $3,000 dollars a year, whafs that worth to you as an asset if he 
can untie his assets? If you got an investment in the bank thafs making 
you 10% and that returns three thousand, you got a thirty thousand dollar 
asset don't you? I use this. I think in terms when I'm delivering training to 
my corporation. It could be my corporate clients. How do we get a return? 
It starts with how do I take care of my customer? How do I give them the 
training they need. Now I got all these pockets. I got small business; Fve 
got occupational extension; I got customized training; Fve got some 
discretionary funds. Whafs the best way to meet their needs? Where is it a 
combination? Very frequently if s a combination. So, am I entrepreneurial 
enough? I ought to think I am. 

When Dr. Adams was asked what it means to be an entrepreneurial leader, his 

response was the same as his self-described leadership style. Dr. Adams indicated: 

[I am a] calculated risk taker. (Laughing). An entrepreneurial leader will 
also look at the cost benefit meaning that for the number of hours that I 
spend, whafs the return. Let me tell you about being an entrepreneurial 
leader with people. Until 2002, so from 1972 to 2002, 30 years ago if you 
had asked me "what does a community college president need to focus 
on?" I would have answered focus on students. All of the literature that I 
have read says that to be successful in community colleges you need to 
ask how does this affect students? And I believed it. Then, I went to a 
college in 2002 that had a terrible experience with the previous president 
and I realized if I were going to affect any change there, I had to focus on 
faculty and staff so that they could focus on the students. If I wanted to 
leverage and I understand the principle of leverage. I used to teach physics 
a long time ago in a distant world and there's just so much I can do but if I 
can get hundreds of faculty and staff each doing a little more than they 
were doing or a little bit different or a little bit better—whatever you want 
to say—then I could really make a difference. 
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What accounts for this philosophy? Adams believed: 

Part of that, you asked about my DNA. Obviously Fm southern and raised 
multi-religious and I have this personal feeling that at some point in time 
after I die, I will be held accountable for what. He'11 say "Tom, I gave you 
a certain amount of talents. What did you do with those talents? Did you 
make this place a better place than it was when you found it? Or as a result 
of you passing through, did you make the world a better place?" And I 
haven't found anything better any other way than community colleges to 
affect the most people. So that's my homespun, quasi-religious 
philosophy. 

Dr. Adams recognized and stressed that he believes people, especially his leadership team 

is critical to the success of any endeavor at the college. Later in his interview he 

described another essential aspect of leadership. He stated: 

Oh a leader should do that but also a leader needs to make it "our" 
philosophy. This is not my college; it's our college. And one of the things 
I want to see happen is that the people here learn how to get better and 
know what they need to do without leading them in that direction. Ideally, 
the best leadership takes place when the people say "we did it ourselves." I 
think thafs somebody's philosophy and I buy into it pretty much. 

Bill provided the following description of an entrepreneurial leader: 

Well when you think of entrepreneurial, you think of people with the 
initiative to develop products and processes and then get the community or 
the business you are seiling to buy into it. In a sense, my leadership style, I 
believe, is one such that it is very effective in the way it is used. In other 
words, if my people know that I am out being that example and meeting 
with clients and talking about programs and classes and how we can help 
you then, that what we do in education field in the continuing ed. side of 
the house. So I want them to understand that the way we have to interact 
with our clients in order to make sure we are providing them what they 
need and at the same time we are sustaining our position in the college. 

When I asked Jonathan whether he consider himself an entrepreneurial leader, he replied: 

To the extent that I will give you the direction to go in, yeah. Because, as I 
previously stated, my vision is this: my vision is as an entrepreneur we are 
trying to grow this college. We are trying to benefit the community. You 
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have to think above and beyond and you have to be supportive and you 
have to encourage people to take the initiative to do these things. So, do I 
consider myself an entrepreneur leader? Yes. Am I going to go out and 
open up a business? No. But, I think that I have that mindset to see to it 
that it happens here in the college. 

Dr. Adams, Bill and Jonathan's leadership behaviors, in the previous examples, align 

with Sashkin and Rosenbach (1998) visionary leadership theory, which is grounded in 

transactional and transformational leadership. Visionary leadership defines the measures 

of transactional and transformational as communication, trust-building, caring, and 

creating empowering opportunities for behaviors and self-confidence, empowerment, and 

vision as characteristics (Tarabishy et al., 2005). 

In another interview, Keith described entrepreneurial leadership by stating: 

The interesting thing I think about community colleges is that they are sort 
of entrepreneurial bent anyway. Right? So with that said, you are looking 
for opportunities to make positive changes that are creative and I think of 
that as being entrepreneurial leadership. Somebody who is looking for 
creative solutions to problems. 

Joe also considered being receptive to change as being a dimension of entrepreneurial 

leadership. He said: 

They [leaders] have to embrace change. They have to be a little frog and 
leap into that pond. It's easy to sit there on the side of the bank and just be 
with the other frogs but you are going to have to make the leap because 
this institution is going to continually change. This institution is going to 
be different twenty-five, twenty, fifteen years from now than it is right 
now. The only way it is going to remain viable in...county is if you 
change. 

Winston considered an entrepreneurial leader as someone "Willingly to take a risk and 

almost doggedly determine that that risk is going to pay off. . ." Similarly, Sharon 
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stated: 

I think that the entrepreneurial leader is someone who says or will not take 
"no" for an answer. You are going to get a result. It doesn't mean you 
knock people out of the way. Thafs not it at all but you want to 
accomplish something to do something new, something innovative. Bring 
about a change, an improvement. It could be a process; It could be a 
product; it could be all those kind of things. I think that sort of drives me 
in general. I'm always thinking that why didn't they invent so and so yet. 
So kind of being aware of what is going on and linking up the need and 
the product or the process or whichever. 

Because Frank indicated he worked several years in the marketing industry, I asked him 

to provide a definition of entrepreneurship and offer his perspective on entrepreneurial 

leadership. He described entrepreneurship as: 

I think it's to have a passion and an idea. Basically håving an idea for 
håving a need or bring a service and then håving the passion and the 
perseverance to bring that to fruition. To overcome the obstacles and 
pretty much do it with a minimal amount of outside support and resources. 

His thoughts on entrepreneurial leadership were: 

I think it gets into the tricky area of what is leadership and I think part of 
that would be, at least in this context, more of an enabler to allow the 
people in the organization to think and act like entrepreneurs which could 
mean accomplishing a goal; håving a passion for accomplishing that goal; 
and gathering the resources, understanding there are probably limited 
resources, but gathering both the people and non-personnel resources to 
accomplish that goal. But, to me it also means breaking the mold, at least 
thafs my personal philosophy and it's been my philosophy for a couple of 
years now because I'm probably past the honeymoon period. But it's is 
pretty much do what you think is the right thing to do and then ask for 
forgiveness later after you do it. Probably the best example I think of was 
and Fm not sure if it's a true example, but I think it's a classic one of IBM 
creating the personal computer and their recognition that that couldn't be 
accomplished within the existing structure and hierarchy of the 
organization. My understanding of the story is they sent a bunch of very 
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and said "go create something that looks like a computer." 

As noted in the literature there is no agreed upon definition of leadership and 

entrepreneurship. There are a multitude of definitions and concepts for both fields. 

Likewise both leadership and entrepreneurship have been described in the literature as 

interdisciplinary and multidemensional. The descriptions, examples and comments made 

by the participants would align with the literature reviewed. The findings also suggest 

that entrepreneurial leadership may be not have a clear theoretical foundation in just one 

discipline. Based on respondents comments and behaviors, entrepreneurial leaders 

concerns organizational behavior and culture as well as social and human capital. 

Leaders' Attributes Create a Motivated Culture 

within the Institution 

Beyond the discussion of leadership styles, initially, I did not think there was a 

common theme in the remainder of the participants' information about entrepreneurial 

leadership behavior at the college. However, after rereading the transcripts several times, 

I realized there was another commonality among a number of the interviewees. A 

reoccurring theme was identified in the participants' self-described attributes and 

approaches to leadership. The majority of these approaches were illustrative of 

transactional, transformational and full range leadership, which is another dimension of 

transformational leadership (Avilio and Bass, 1991). As the literature review indicated, 

entrepreneurial leaders employ a number of approaches and strategies to transform their 

organizations. The literature reports successful leaders as well as entrepreneurs show 
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concern for others; allow for participation in decision making; communicate openly and 

provide vision (Bryman, 2007; Vecchio, 2003) 

Leadership Shows Concern for Others 

The literature reveal ed that a key aspect of transforming an organization is 

employees' perception of a caring environment. The extent to which employees are 

supported and allowed to implement innovative decisions is a key aspect of 

entrepreneurial leadership (Tarabishy et al., 2005). Winston described what he perceives 

as one of Dr. Adams leadership approaches. He surmised: 

In showing concern for his staff and faculty that seems genuine. Before he 
[Adams] came here, we didn't really have an in-house leadership program 
to speak of and he has very much championed that. He realizes he can't be 
the leader forever. I think he's even said he wants his legacy to be that he 
came here and created leaders. And, he has fought very diligently, very 
consistently and very hard to give raises around the colleges where in 
seven years prior to his arrival, raises seemed more of an afterthought than 
primary focus. I think everyone knows that the more you reward your 
personnel for the good job they do the more motivated they will be and the 
better morale they will have. And, in a year when no one else is getting a 
raise, a 3% raise feels more like a 30% raise. 

Winston considered showing concern and rewarding staff and faculty with an expected 

raise was a significant and effective approach that boosted morale and helped ignite a 

motivated culture at the college. 

Marty also spoke about Dr. Adam's concern for others in the organization: 

I think that our president has let employees know that they are important 
and they are the ones that will make the students successful and be the 
facilitators for that. His overriding goals has been to give them the tools; 
to tell them they are important; and to help them in any way he can so that 
they can then help the students. He has done the little things. I can't say 
for certain because I wasn't here but I heard the stories where under the 
previous leadership, people were just in a job because they didn't feel like 



they were as appreciated as they could have been. But, I don't near that 
anymore. Now, they wouldn't necessarily come to me either. 

Cynthia comments suggested she is inspired by the president's action as well. She 

believes his approaches are going to help the internal structure improve, so she is 

embracing his initiatives. She remarked: 

Well I tell you, our president embodies the "Perimeter Tech Way." He is 
constantly challenging us to excel and to look for better ways. He is 
always open to new ideas and he encourages that. It's a relatively new 
phrase around here that he just started a few months ago but it's one he 
believes in and wants us all to embrace. So we do. 

In addition to hearing comments about Dr. Adams' approaches, other participants 

provided their approach with working and leading internal and external groups. Warren 

provided his approach to working with people in his area which shows he has concern for 

his team as well. He indicated: 

Make sure people understand what their job is and make sure they've got 
the tools to do their job. I'11 make calls with them; Fil work with them 
when they have needs; I trust them to do their job. If there's some things 
that might need to be addressed or they need some help in particular areas, 
Fil ask them to do something and make a recommendation on what should 
be done then evaluate what needs to be done or make a decision. Or, I'11 
tell them to do something, get it done, and let me know when it's done. 

Bill described his approach to ensure his team is functioning properly and that students 

needs are met. He said: 

What F ve asked my deans to do is to sit down with their people and talk 
about the need for bringing in more distance education, helping them 
understand the importance of the need of distance education. Stressing 
such things as students not being able to get to classrooms on a daily basis; 
jobs and those type of things which makes it difficult for individuals to 
come to a seated classroom at a given time but they can do distance 
learning anywhere, anytime as long as they have access to a PC. Find out 
what the training needs are for our people. 



Leadership Allowsfor Participating in Key Decision Making and Open Communication 

Keith indicated that setting goals and allowing for autonomy to accomplish goals 

is an effective way to lead and he tries to incorporate this approach when working with 

the deans in his department. He admits it is not always possible to allow for complete 

autonomy but he understands that communicating with the team is important for setting 

boundaries and creating the right work environment. He explained: 

I think I do because everybody talks about the micro-manage thing. Tell 
me what you want and let me figure out the best way to get there and I 
will be happy. And I try to do the same with my deans. Not always 
successful. . . . I recall last week a colleague and I were doing a 
presentation to our leadership. We have a leadership program here and we 
were talking about decision making and problem solving and he was 
presenting this sort of group decision making style and the command 
decision is where I would get to decide without any input from anyone 
else. It would certainly be the easier way to go but in the long run you 
have to live with people and actually sometimes I don't have the best 
ideas. I recognize that. The consensus thing doesn't work either because 
when you give any individual an opportunity to veto the whole thing, you 
can get gridlocks. Often we are working on some happy median and with 
the president here, if he needs us to do something in a certain way, he tells 
us. If we have some flexibility, he usually tells us that too. I think the other 
thing is that the executive vice president and the president are decisive and 
they are predictable and that makes it easy sometimes to be creative. If 
you're not sure how somebody is going to respond and if you never get an 
answer then it sort of makes people want to do no thing. But if you say 
"can we do this" and they say "no" immediately, then thafs fine. You just 
move on to something else. I think håving an atmosphere where people are 
decisive and they are predictable helps you be creative. 

Warren also provided an example of being able to make a key decision for the 

college. He described what happened when the Small Business Administration was 

looking for an office to house their services. Warren shared: 

Probably just before Dr. Adams got here I got a call from the U. S. Small 
Business Administration. They're looking for a place to have their office. 
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Well, this is the Small Business Administration, federal and I'm saying 
"wow, we've got to get this." And Dr. Adams is not here yet but he was 
on board. He was going to start in October and this was back in the early 
part of the year. I told the SBA we got a spot for you. Count on it. I didn't 
know if I was going to get an "add-a-boy" or get fired. I did not go 
through the protocol. But I knew it was the right thing. I don't know if 
thafs entrepreneurial or if that's stupid, probably a combination. But that 
SBA office is an extension of the district office in...and it's producing 
more loans than .. .is for small business owners. Dr. Adams came on board 
and he loved it. 

Ron indicated he believed he had autonomy from the leadership above him to make 

important decisions. He commented: 

I feel like I have the freedom. . . uhm. Generally speaking. . . you know. . . 
I will run the idea by my vice president or the president of the college. 
Hey here's what Fm thinking. How do you feel about that and they'll say 
"yes, it's a good idea. Investigate further and see what you come up with." 

Ron also indicated why it was important to include staff in the decision-making process: 

I take on a far amount of that but I depend heavily on my department 
heads who are the various subject-matter experts. Of those 20 different 
degrees that we offer, I have about 10 department heads. Some have one; a 
few have three; but on average they have about two programs each that are 
related to one another and I depend on them a great deal. . . . Generally 
speaking they come to me with fresh ideas. What changes we need to 
make. Sometimes if F ve learned of something before they have heard of 
something, Fil ask them to go out and see what they think about it. But, 
generally speaking, they come to me. 

Jonathan provided an example that demonstrated how leadership allows individuals to 

make decisions and also how goals are clearly communicated throughout the 

departments. He stated: 

This current administration through the leadership of this president has 
sent a message "go out there and get things done and don't worry about 
making mistakes". But, don't be reckless either. The thinking is what we 
need to do is be very creative which folks are. We've sent that message to 
our subordinates, our deans and department heads and directors. We've 
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told them be creative. We give you the budget now. Now you got a 
budget. Manage your money. This is what you got; this is what you asked 
for. You did an analysis of your needs and you said you needed 1.2 
million dollars for this year. We gave you the 1.2 million dollars. Fil tell 
you what I gave you the 1.2 million dollars so don't come back later on 
unless an emergency arises. Because you overspent, don't come back 
because you aren't getting anymore and we've said that and they know it. 

Winston recognized communication was the key to dealing with the budget cutbacks that 

save the college from lying off employees and ultimately lead to a three % raise He 

mentioned earlier in the interview. I asked him if he received a lot of complaints and 

kickbacks from individuals or departments when the cutbacks were implemented. He 

explained: 

No and the reason, I think, is because we kept telling people "but you still 
have a job." Because at that same time, everyday you saw articles in the 
paper where hundreds if not thousands of people were losing their jobs. 
And, every time we sent out restrictions we would put a little statement at 
the end saying "our ultimate goal is not to have to lay anyone off." And, 
we achieved that goal and didn't have to lay anyone off. 

Cynthia mentioned it can be challenging when she has to work with the various 

departments on a media strategy; however she is alert to understanding that 

communication is crucial to working out a solution. She explained why communication is 

important. She said: 

Talk. I still think there is no better way to handle a conflict or a difference of 
opinion than to talk about it. I can give you some examples. There are often 
disagreements over what is appropriate for the homepage of our website. What if 
it is an event exclusively for students? Is that appropriate for the homepage of the 
website that's open to the world? And, I don't know that I always have the right 
answer but I think it's worth a discussion. 
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Leadership Provides Vision 

Several participants discussed the importance have håving a vision and setting a 

vision for the college. I asked Ron had the president's vision filtered down and become a 

part of the culture of the college. He believed it had. He acknowledged: 

No, I think for the most part it has filtered down. I think he's very good at 
articulating his vision and where we need to be. He's very open about that 
and has met with most of us to talk about that. Has it been fully realized? 
No. Will it every be fully realized? Hopefully not. Hopefully we will 
continue to work at it to improve it but in terms of the overarching goals, 
vision and that kind of thing. . . Yes. . . I think it has been very well 
filtered down and disseminated. 

Keith has been involved in setting the goal or the vision for his department and the 

college. His comments reflect both a vision and a mission for the college: 

The president and the executive vice president here I think have done a 
very good job of helping set the overall goal. The overall goal is they want 
us to be the best community college in the world. In this state we are the 
second largest in terms of number of students we serve or full time 
equivalence.. .We are always trying to outdo them or do what we want to 
do better not necessarily what they do, but do things better. Also, there are 
a lot of good community colleges in the country. So our president sort of 
sets that general overall goal. Together with that, he wants us to be 
efficient in our use of resources. So he sort of sets the bar and then gets 
out of the way. 

Sharon mentioned that when she is working with a department or individual to find grant 

money it is important to set a vision. She stated: 

I like the visioning of it and helping people see what it is the people are 
asking for. A lot of it, when you have a grant there, is a priority from 
whoever the funding agency is, lefs say National Science Foundation. 
They say we want to see a project in this type of category. So we do the 
research, me and at this point she is an intern. That's the position I want to 
turn full time. So what we do the research and look at who's done what. 
Whafs out there; what does the literature say? There is a lot of lit. review 
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in grant development and how can we beat them. How can we "one up" 
this project. 

Bryman (2007) suggest vision can sometimes come from communicating a plan, a 

goal or a need. This leadership behavior implies leaders will provide guidance concerning 

the direction that could or should be tåken. The types of motivating leadership described 

above is supported in the review of literature which describes transformational and 

transactional leadership and extends the dimensions of transformational leadership to 

what is known as full range leadership. From the review of literature, Bass explained full 

range transformational as the leader moving the follower beyond immediate seif interests 

through: (1) charisma or idealized influence; (2) inspiration or inspirational motivation; 

(3) intellectual stimulation; or (4) individualized consideration. Charisma or idealized 

influence is the degree to which the leader behaves in admirable ways that cause 

followers to identify with the leader. For example, charismatic leaders display conviction, 

take stands, and appeal to followers on an emotional level. Inspirational motivation is the 

degree to which the leader articulates a vision that is appealing and inspiring to followers. 

Leaders with inspirational motivation challenge followers with high standards, 

communicate optimism about future goal attainment, provide meaning for the task at 

hand. Intellectual stimulation is the degree to which the leader challenges assumptions, 

takes risks, and solicits followers' ideas. Intellectual stimulation is displayed when the 

leader encourages followers to become more innovative and creative. Individualized 

consideration is the degree to which the leader attends to each follower's needs, acts as a 

mentor or coach to the follower, and listens to the follower's concerns and needs. 
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The indication of the findings for this theme reveal leaders at Perimeter Tech like 

to be encouraged and motivated and in return they do the same with their subordinates. 

Furthermore the findings illustrate the influence process that the literature report 

sometimes occurs with charismatic and transformational leaders. In this study, leaders 

were motivated to or motivated organizational members in the choice of objectives and or 

strategies to pursue. Also, this process showed the sharing of knowledge among members 

of the organization and the enlistment of support and cooperation. 

Entrepreneurial Behavior is the Conduit to a Strategic Organization 

Van Sickle (2006) stated "visionary and innovative community-college leaders can create 

an entrepreneurial attitude and a management style that penetrates their entire institution, 

creating an atmosphere where risk taking is encouraged and where flexibility and 

adaptability to the changing climate of the global economy is ensured" (p. 4). 

Entrepreneurial Leaders have an Entrepreneurial Mindset 

Miller (1983) and Covin and Slevin (1989; 1991) stated the three primary 

components of entrepreneurial orientation are innovativeness, proactiveness, and risk 

taking. They suggest these three components are the catalyst for a strategic leader's 

development of an entrepreneurial mindset. Aloulou and Fayolle (2005) argued that an 

innovative organization "will not be entrepreneurial if it does not take risks or is not 

sufficiently proactive towards competitors and environment" (p. 21). The findings 

indicate that members of leadership display an entrepreneurial mindset through: 

(1) strategic priorities; (2) innovativeness; (3) proactiveness; and (4) risk-taking 

propensity 
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This form of leadership behavior is illustrated in Bill's statement below. Bill 

described the college's entrepreneurial mindset as "thinking out of the box". When I 

asked him how entrepreneurship could benefit the college in the future, he stated: 

I think we are entrepreneurial as we are doing things now because we are 
thinking "outside of the box." We have a vision to have so many new 
classes offered every semester or every fiscal year. We have a goal that we 
want to make with our FTEs and not just FTEs but also contract training. 
So I think as long as we have a vision as an entrepreneur, then I think we 
can be successful with this entrepreneurial environment. 

Several participants felt the college's culture had become more proactive and 

innovative and that it had adopted an entrepreneurial spirit. When I asked Jonathan if he 

thought the college had an entrepreneurial spirit, he replied: 

Absolutely. Recognizing that we're dealing with students and this is 
education, we do marketing; we do promotions. We are in the business of 
making money and when I say making money I mean money for the 
college so there's growth in the college. Part of that entrepreneurial spirit 
does encompass marketing, promotion and the things that I just mentioned 
and we do all of that. I see the entrepreneurial spirit to the extent that we 
encourage new initiatives and that's important because the reason why the 
college has grown as much as it has and will continue to grow is because 
we have decided we are not just going to stay on this level. We could say 
we are number two or number three and we are doing fine with that so we 
are going to stay on this level. No. No. No. Our objective is to go above 
and beyond. Let me give you an idea of what I mean. I'11 switch gears 
again and go back to Public Safety. One of the chargés I had given the 
dean and the vice president of that area was look we are going into phase 
II. We are going to have an additional forty-four thousand square feet and 
sixty-five thousand square feet total for public safety training. I don't want 
our facility to just be a good facility. This facility is going to be the best in 
the nation. Okay. I want you to go out and see what other institutions are 
doing; what other police departments are doing; what other public safety 
agencies are doing in terms of attracting international speakers. Because, 
what I want to see happen is in terms you mentioned entrepreneurial and I 
kind of put it together. When we do training, I don't want to just have 
everything local because if it's local, Fm not infusing real money into the 
county's economy let alone the state's economy. It would be for the 
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county if law enforcement or public safety personnel were coming to a 
conference here or a seminar if they were coming from Durham County or 
Johnson County but thafs just infusing dollars into the county cup. 1 want 
it for the state. And how do you do it for the state? You open it up; you 
market this and so it's something thafs all over the country and now 
instead of sending someone to Wyoming or Colorado for training, we are 
offering the training here in North Carolina. They're coming from New 
York State; they're coming from Massachusetts, and Arizona. When they 
come here, they spend money in the hotels; they have to spend money at 
the restaurants; they have to take the taxi cab. When the conference or 
sessions are over for the day, they are going out; they're going to see our 
plays and to the movie theaters so thafs money coming in from other 
states. And if we do it on an international level, if our scope is so wide that 
people want to come from Israel or Great Britain to see how we are doing 
things here, now we are bringing money from other countries into our 
area. Thafs part of what I see. 

Entrepreneurial Leaders have Strategic Priorities 

Roueche and Jones (2005) argued that in today's competitive and economically 

turbulent environment, entrepreneurial leaders and their colleges recognize they need 

ways of doing business and new strategies to help expand the entrepreneurial spirit. This 

strategic posture was validated by several accounts in which participants were actively 

involved in developing or implementing strategic plans such as the account Joe provided, 

which gave insight to the strategic meeting that was the impetus to the development of a 

new campus: 

We started the process in September 2003 when we knew we were going 
to start building buildings on the north campus and we had a one day focus 
group of nothing but academic deans. They had been given the 
assignments ahead of time in terms of what they were seeing three, five, 
seven years out of their curriculum programs. And he [Adams] took that 
and said "okay if if s going to grow like this then we are going to have to 
find a way to build facilities to match that growth." And thafs how the 
initial stages of the north campus got developed. 
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Joe emphasized developing strategic plans for the college had a two-fold effect. "You 

know some reorganization occurred on this campus as well: a new engineering building 

being updated and combined into one facility. It has really brought more focus to the 

institution." Joe also reported the resulting impact of håving leaders that think 

strategically is: 

We now have a strategic plan focusing on communication, collaboration, 
and critical thinking. We have dovetailed the QEP into that strategic plan 
and the master plan was developed about 05' or 06' and has been updated 
every couple of years. That has really focused the institution on expanding 
facilities, programs. . . it's really given the college a direction of where it 
is going to go. 

The behaviors that were identified in some of the interviews suggest that leaders 

at the college place considerable emphasis on developing strategies that have a perceived 

positive outcome for both internal and external stakeholders: (1) students; (2) the 

community; and (3) personnel, at all levels. Sharon provided a comprehensive 

explanation for why it is important to have priority in these three areas: 

There is some turf between the divisions but in general everybody wants 
the best thing for students and everybody wants the best thing for the 
region, the economy and the school itself. How you get to that has many 
different entry points, exit points but we are making progress in a positive 
direction and that's a good thing. 

While conducting my first participant observation, which was a one hour 

conference on the future of Web and subsequently discussing the intention of the 

conference with Dr. Adams, I noticed the intensity in which Dr. Adams spoke to the 

students at the end of the conference. He discussed why it was important to focus on 

issues of the future and why it was important for students to start preparing for the future. 
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Dr. Adams ended by asking students what other futurist topics they would be interested 

in hearing. In addition to students, there were several adults from the general public and 

business community. Later I asked Dr. Adams what purpose he had for inviting guess 

from the public and local area. He stated it is important to involve the community and not 

only allow them to hear what is on the horizon but it also important showcases what type 

of student development initiatives are occurring at the college. 

Addressing student success strategies was exemplified in a number of 

participants' responses. During my interview with Dr. Adams, he revisited the issue of 

the need for speakers and for students to actively be involved in creating their own 

success. Dr Adams stated: 

This last recession really hit people hard and I heard so many people 
saying "I didn't see it coming" and in hindsight we should have all seen it 
coming. Now, with that said it dawned on me to ask "what kind of skills 
do we need to impart to our students to help them be successful in the 
future." One of the answers to that is an ability to spot trends, potential 
changes, and a desire to affect those trends and potential changes. Fve 
talked about the Futures Institute. 

Dr. Adams also has a message on the college's website explaining the purpose 

and importance of the futures speakers' series. The goal is to create a "culture of future 

thinking students, staff, and faculty at Perimeter Tech engaged with future thinking 

business and workforce and economic development communities." 

Similarly, Marty, who is the executive director of the college's foundation, has 

implemented strategies to achieve the foundation's mission which is critical to student 

success. During Marty's interview he stated "The mission is very straightforward. That is 

to raise money from individuals, corporations and others to assist Perimeter Tech in 
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providing services to its students and to provide the necessary things for faculty and staff 

to serve those students in real world technology." Marty also showed concerned for 

student outcome in describing another strategy he implemented: 

The News and Observer helped with setting up the adult education center. 
When I came and asked some questions, one of the things that my team 
basically put together was that it's great that they get their GED and that's 
help them maybe get into, let's say, making $15,000 to $19,000 a year to 
maybe they were making $24,000. They get a better job but in this market, 
thafs not good enough. So, I posed the question "what about those who 
could do better?" And, what I got was "high school is free." So getting 
their GED or high school equivalency, thafs all free; they can go for free. 
So they are out there; most of them are working. They may have a family. 
So we said how can we then help them go beyond. 

Further in the interview, Marty also provided the college's vision for success for its 

student population. He described it as his "elevator analogy." He stated: 

If the President hasn't used this for you, I will give you his elevator 
analogy. I helped him develop that. That is to take that student making 
eight dollars an hour; bring him into the system; and turn him out a year or 
two years later making $18 an hours. That changes their life and the life of 
future generations forever. Thafs the President's elevator speech. Thafs 
what Perimeter Tech does. The role of the team is to basically understand 
how we make that happen. Beyond the elevator speech, how do we take 
that college transfer student; how do we take that GED student; how do 
we look at the different components of our student body and help them to 
be the most successful that they can be? Help them to know that they don't 
have to stop here but that anything is open to them based on their choice 
and we are there to help facilitate that. 

Frank discussed a strategy that he would like to see implemented that addresses 

student outcomes; however, he admitted that although it has been discussed there are no 

plans to make his idea come to fruition right now. He believes a good strategy for 

students' success would be: 
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Enabling the students in the applied technology fields to go out in the 
business world on their own. Again there are other community colleges 
that do that. That requires the silos working together. So rather than get a 
certificate in cosmetology, wouldn't it be neat to have a certificate of 
entrepreneurship in cosmetology so you not only get the technical training 
but also get the business training. I know a lot of the faculty that F ve 
talked to tell me that their students don't want to go to work for somebody 
else in catering or welding; they want to start their own business. We're 
giving all them all the technology tools but not giving them the business 
knowledge to go out and to that. 

Like Frank, Keith also mentioned a plan he devised to help students interested in 

transferring to a four-year college find new pathways to achieving that goal. Keith 

reported: 

Here, 1 was also involved in a FIPSE grant program called "Associates 
Plus." The goal there was this: our largest single program here is the 
associate of arts, which is a general education program. A lot of students 
take that because they want to transfer to a four-year school. So, that's 
what makes it popular. Unfortunately, students often don't transfer or they 
often complete and they have changes in their life that lead them to need 
to do something else. Now they've got two years of general knowledge 
that may not help them in getting a job so with "Associates Plus" what we 
did was we wanted to inform those students about the technical certificate 
options that are available to them to try to get them, while they are getting 
an associate of arts degree, to also get one of these certificates. So, they 
would have the best of both worlds—they would have the soft skills they 
would get from their associate of arts and the technical skills that they 
would get from one of these certificates. That was a good idea because of 
the way that it was designed. 

A second major area of strategic focus was devoted to economic and workforce 

development for the community. A focus on economic development was also illustrated 

in a document retrieved from the Office of Institutional Effectiveness and Research. The 

document entitled "Focus 2015 Feedback," provided feedback from a 2005 forum 

organized by Perimeter Tech which included community leaders gathering information to 
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formulate a plan in a strategic response to the economic development needs of the 

county. The "Focus 2015" feedback sheet states "After recognizing the Clusters of 

Innovation that have been identified by the Future Cluster Competitiveness Task Force, 

and evaluating the FOCUS 2015 results, Perimeter Tech will apply the findings to the 

college's ten-year master plan." The feedback sheet reveals there were three critical 

questions asked and will be addressed by the college in future efforts: (1) In terms of jobs 

created, what additional industries or clusters do you see as major growth areas for the 

county?; (2) What are the most significant changes or trends that you foresee for the 

county's community, its businesses and its industries in the next five years? next ten 

years?; and (3) What type of educational programs, services, and resources should 

Perimeter Technical Community College implement to address these changes/trends in 

the county in the next five years? the next ten years? 

The answers to these questions help to develop a strategic framework for 

economic develop for the college. According to Myran, Baker, Simone and Zeiss (2003) 

a strategic framework outlines the institution-level decisions that will shape the college's 

development as it seeks to carry out its mission with regard to anticipated internal and 

external changes within a five to ten year span. 

A third area of strategic priority was focused on employee and leadership 

development. The extent to which employees are supported and given the opportunity to 

develop skills and leadership attributes is an important aspect of entrepreneurial 

leadership (Jones, 2005). Trocchia and Andrus (2003) indicate an essential aspect in 

transforming an institution is to recognize the effective utilization of human resources 
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and booster employee's talents and abilities. Respondents spoke of the need to ensure 

personnel at the college are aware of their importance and how employee and leadership 

development was a major concern for their well-being. 

For example, employee and leadership development are a part of Perimeter 

Tech's formal strategic plan. In the most current strategic plan available for retrieval from 

the college's website off the World Wide Web, the 2004-2008 strategic action section 

states as one of its strategic actions: 

Develop College employees with the personal and professional knowledge 
and the leadership skills necessary to address current and future 
conditions. Develop and provided internally conducted professional 
development and leadership training designed to help every employee 
perform more effectively in his/her current position and prepare for 
advancement. Provide—through management of personnel and financial 
resources—the opportunity for designated employees to participate in 
externally conducted professional development and leadership training. 

Bill provided an example that supports the initiatives found in the strategic plans. Bill 

stated: 

Let's just say for example I have a request to come down from my boss to 
do a certain thing and I decide that this particular dean is the one that 
really can do this job but I may have to sit down and talk to him a little bit 
and tell him what this requires and tell him he already has the skills 
needed to do the job. "Whatever you lack, you can always come to me and 
ask me." I may not tell you actually how to do it but I can sit down and 
suggest some things to you. So, I am going to let you make the final 
decision on that process and in a sense, I believe, you develop leaders; you 
develop leaders to move to the next level because you are giving them a 
piece of what you do but you are helping them to understand it. You are 
helping them to take it now and make it their own so the next time you 
have a directive that comes down to them, they already know how they 
need to move forward. 



159 

In his interview, Jonathan was very vocal about taking responsibility for preparing 

future leaders. He indicated he wants to ensure that future leaders are capable enough to 

be able to take over his position. He provided his philosophy below: 

We have a leadership program here and we encourage people to go in 
there and we are developing them. One of my jobs is if you worked here 
and you were one of the deans or even one of the vice presidents but let's 
say you were a dean. My job is to prepare you to take my job because I 
have no desire to be here forever. Not because I don't like it. I love it but I 
realize I'm not going to stay here forever and it's time to bring in "fresh 
blood." And because you are a younger person and your thinking I'm 
working hard so I can eventually take over that position. If you aren't 
thinking that way, I really don't need you here and I really don't want you. 
If you are not thinking that one day I want to sit in that seat I don't know if 
I want you here because that tells me you don't have any drive and you 
don't have any ambition. It doesn't mean you are going to step on anyone 
because you're not. You just have that drive to do better and to prove 
yourself. So if you are concerned about self-improvement, your self-
improvement, if it does nothing else, it is going to benefit the college. 

Dr. Adams also discussed the need to have customer service training to help 

enhance the skills of the front-line employees who come in contact with students and 

visitors and he also considered it important to prepare faculty for the various roles he 

perceives they must play. He explained: 

We pro vide a service and one of the very first things I did was try to 
improve customer service and as recently as last week, we had three 
afternoon sessions for the 125 or 50 people in student services because 
they are the frontline of customer service. The tougher nut to crack is the 
faculty because faculty have to perform the role of expert, rule maker, for 
some students—the young ones—pseudo parent, for the older ones 
confidant. So there are all kinds of roles and customer service. . . 

Dr. Adams considers customer service to be critical to the success of the college because 

it ultimately will have an effect on the students they serve. He also place significance 
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importance on establishing a formal leadership program. He gave an explanation for both 

below: 

Customer service—what's your model. Get a focus on customer service. 
Second area is to look at change. Third areas for me was to focus on the 
employees—faculty and staff—so that they can focus on the students. 
Same time raise the pro file of the college in the community. How do you 
go about doing that? Help leadership. One of the things I saw quickly was 
we needed a leadership program here and I used the leadership program 
initially as a vehicle for employees to differentiate themselves. We let 
them self-select. Some colleges take 15 to 20 people a year and thafs their 
leadership program which they select them. So far we've let employees 
decide. And, the first year do you know what time I set for meeting? Three 
to five p.m on Fridays. So if you wanted to participate, thafs when we 
held it so that identified who was interested. 

While observing Dr. Adams in a staff meeting during my initial visit to Perimeter 

Tech, I perceived he exhibited a strong passion and sentiment for the betterment of his 

administrators and staff. During the staff meeting, Dr. Adams introduced a new initiative 

called the "Perimeter Tech Way" that had already started within the executive leadership 

and was being implemented throughout the entire college. He explained the new initiative 

was a benchmarking exercise that would eventually become a part of administrators and 

faculty performance evaluations. He vision is to have everyone find someone similar to 

his or her respective job area and see what other individuals and or institutions are doing 

differently and or better than Perimeter Tech. Dr. Adams stated: 

This whole process of future focusing and benchmarking I am calling the 
"PTCC Way". The "PTCC Way" is kind of an overall euphemism. If you 
got a problem, you are not the only person in the world with that problem 
so somebody else has solved it. How do you find the expert who has done 
it and go talk to them and find out what they have done and how did they 
do it. Trust me. Educators will tell you they love to brag. But, if the 
answer is "we just received a five million dollar grant so that we can spend 
a lot of money on a small number of students," we all know that works. 
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The question is what do you do when the money runs out? And the "PTCC 
Way" is finding out what are they going to do when the money runs out 
and then you take that core solution bring it back here and improve it. 

That's the other piece. Improve it so that it works within our funding 
formula. What Fve asked them to do is benchmark themselves against an 
outstanding performer at whatever it is you do and I'm making that part of 
the evaluation process starting with myself and the vice presidents. I'm not 
going to ask you to do something I haven't already done myself. Then, the 
other piece of that is I want the vice presidents to implement it and tell me 
what they did differently and did it work or not. If it didn't, how do we 
change. 

Thafs the current evaluation. Then the next is the rest of the supervisory 
group whether it's deans, directors, department heads, or whatever the 
titles we use for supervisors, they're to do it beginning July 1 through June 
30n. Then the following year it will become a part of the evaluation 
process for everybody. So, they've asked me some questions like "do you 
mean you want the secretary to the math department to call up a 
secretary?" 

By implementing the "Perimeter Tech Way", Dr. Adams believes: 

I'm accomplishing what I want to do. Because, there is more than one way 
to do anything. I can't give them a cookbook and one of these days Fm 
going to be gone and part of my legacy is that I would really love to have 
an institution that is a learning institution and that they are focused on the 
future. They know how to solve problems; they embrace change; they are 
not afraid of change. 

Keith understands the significance of implementing the benchmarking strategy. 

He stated "He wants us to benchmark but he wants us to go beyond everybody else. I 

think as we are getting our feet under us and we are all stable, we're solving some of the 

problems that have been holding us back." Further into the interview he commented: 

The whole benchmarking project is a very effective way of kicking us in 
the pants to make that leap. Look out there and see whose doing it and 
figure out how it is they are doing it. So for example, our graduation rate 
here is not what it should be. The number of associate degrees that we 
reward each year is not what it should be and that information is available 
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through IPEDS so I can see whose doing it. My challenge is to find out 
how is it that they are doing it. And you know, thafs what I should be 
doing; thafs what we should be doing. The fact that somebody else is 
doing it means I can't have an excuse that it's too hard to do at a 
community college. We've got this issue with fewer and fewer men in 
higher education and fewer and fewer minority men. Well, some of these 
colleges are doing a good job of graduating minority men. These are 
community colleges that are similar in their location and then their 
demographics to Perimeter Tech so it's easy to say that community 
colleges have been struggling with these issues for years and haven't been 
able to solve them. Well, there are some that have solved them and they're 
not always the one you might think. There is a League for Innovation in 
Community Colleges that has a number of regular suspects that show up in 
their stuff. Some of them are very similar to us and they done innovative 
things so thafs sort of an entrepreneurial approach. They may not have 
done any better than us in graduating students and graduating minority 
students. 

Ron explained he perceives the Perimeter Tech Way as being concerned with 

quality. "It's about finding where quality is at and then emulating that and improving on 

it—tailoring it to Perimeter Tech." 

Horner (1977) opined leaders should look at leadership "as a process in which 

leaders are not seen as individuals in charge of followers, but as members of a 

community of practice" (p. 277). Eddy and VanDerLinden (2006) suggested the 

responsibility for leading the community college is shared throughout the organization. In 

other words, instead of focusing solely on the president's leadership, there should be 

some interdependency between the leader and the followers. This interdependency 

creates a team effort. At the center of the structure are the leaders who work on building 

consensus and valuing the parts of the structure which are built on relationships (Eddy & 

VanDerLinden, 2006). As a result, both the role of the leader and the followers are 

highlighted and are essential to organizational success. The findings here indicate the 
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president has used approaches that have reorganized the institution to effectively respond 

to the internal and external environment. 

Entrepreneurial Leaders are Innovatørs 

Part of håving an entrepreneurial mindset is seeing the "big picture." Seeing the 

"big picture" can also be described as being innovative. Participants described how the 

changes in the internal and external environment for community colleges have created a 

need to constantly look at the "big picture." Changes mentioned parallel the literature 

emphasizing constrained resources, as well as the fight for resources among all units of 

education. For example Dr. Adams stressed "In this market you know we are under the 

shadow of the universities. Community colleges tend to be an afterthought. Universities 

talk about solving problems while we are actually solving those problems. However, they 

have very strong fundraising and they have billion dollar campaigns, not millions, 

billions.... So, we have all of that to deal with." Changes in the demographics of the 

student population, the skill sets needed by graduates because of a globalized knowledge 

economy and regional needs and greater accountability are also issues community college 

leaders must contend with (Alfred, 2001; Weisman & Vaughan, 2002). 

Perimeter Tech is also experiencing a change in student demographics. In years 

past, community colleges were considered the teaching ground for a number of adult 

students looking to retool their skills or acquire a new skill because of job layoffs or new 

knowledge requirements on their current jobs (Townsend & Twombly, 2007). Recently, 

however there has been a shift from older students to younger students at Perimeter Tech. 

Dr. Adams recognized this trend and he acknowledged "the other thing is that we are 
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getting more and more 18 year olds and 18 year olds are coming to us with zero work 

experience of any kind." Winston also commented on this trend as he stated: 

Well in the short-term our focus does have to change because we are 
getting more 18 to 20 year old students in here and that's primarily, there 
again, another function of the economy turning bad. Most of these 
students have never had jobs but they're håving to come to Perimeter Tech 
because their parents can't afford to send them to the university. 

Winston also recognizes the potential for a new client pool in this demographic group. He 

highlighted: 

So, we may have taped into a new feeder base that will continue after the 
economy improves because if morn and dad have three kids and they sent 
the oldest kid to the community college and it was a pretty good 
experience and it saved us twenty grand then kids two and three might go 
to the community college first where in the past they just would have all 
gone to the university with no questions asked. So we may have tapped 
into a new potential client pool. 

The recognition of opportunity is the central tenet of many of the current definitions of 

entrepreneurship (Dees, 1998). In many ways it reflects Schumpeter (1934) and Say's 

(1803) notion of shifting resources into areas of higher yields. This concept also supports 

the notion that entrepreneurs have a mindset that sees the possibilities rather than the 

problems that change can create. 

Recognizing the opportunities that lie ahead, Ron believes Perimeter Tech is in a 

good position to handle the future. He suggested: 

I think we are in a good position. I see us continuing to expand what we 
are doing. I think the need for technical education is growing. I think we 
are going to see more folks looking to get a technical degree rather than a 
baccalaureate, masters or that kind of thing. I think thafs what the 
workforce is looking for. You know there are a number of things that point 
to the number of times an individual is going to have to change careers in 
their lifetime as opposed to twenty or thirty years ago. Just the 
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demographics in terms of what the workforce is made up from high school 
graduates to folks with baccalaureate degrees and that in between space 
where people need one to two years of a technical education and what we 
see in that is the baccalaureate part of that pie has pretty much been 
constant for about 50 years for about 20% of the workforce with a 
bachelors or more. What has changed in the last 50 years is. . . again. . . in 
my father's time 50 years ago, you could do pretty well with a high school 
education. You could go to work for a large company and put in 30 years. 
That part of the pie was really big. That has shrunk drastically so you can't 
do a whole lot with a high school degree. What you do need is one to two 
years of technical education and that's where Carolina Tech and 
specifically the AAS programs are positioned. So I see that as a growing 
need, a growing trend. So the challenge will be to make that convenient, to 
make it accessible, to spread that out throughout our service area. 

Cynthia explained she immediately recognized there were opportunities to 

promote the college to the public. When she was hired as the college's public relation 

director three years ago, she perceived, because of her media background, that the public 

was not aware of all the services and programs Perimeter Tech offered. She said: 

I knew from my background, Perimeter Tech was a gold mine full of great 
news and great stories, potential newsworthy stories that were not being 
told. To me my first reaction was when I talked to Dr. Adams; I said 
"you're kidding me. All of that is going on here?" I had worked in this 
news industry locally and had never really tapped into it before as a 
resource for stories or subject matter experts. The other reporters weren't 
tapping into it either so for me it was a no brainer that I was going to start 
with media coverage. So I think by virtue of my background. It has been 
my top priority and kind of where I started. So, I immediately started with 
a media strategy. I wasn't here very long before the President told me 
about this new simulation and gaming program that we were just starting 
here and just getting the computers in. So it was a month later that I said 
"that deserves a press conference". 

Like Cynthia, Sharon recognized areas of opportunities when she became the grant 

director for the college. She explained: 

But the grants that I go after are the large grants—hundreds of thousands 
or millions hopefully. So, I develop those and in that process what I 
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was the fact that there needed to be this extended pipeline and our grants 
were leading in that direction; the federal government was leading in that 
direction with their priorities. They don't want students necessarily 
stopping with a two-year degree. They want to consider a pipeline of 
opportunities so in other words if you come here and you have a technical 
degree and historically that was a terminal degree. You got a two-year 
associate of applied science that was it; that was all you were ever thought 
to do. But, with the globalized economy, it has required more and more 
that people earn a bachelor degree as the basic degree required in this 
economy. So, as we say, kind of our internal slogan is "the door of 
Perimeter Tech is open on the way in but we also want it to be open on the 
way out." What I was doing with the grants and in our relationships with 
the four-year schools, mainly at the time...university, was we were 
creating these pathways for students. They would finish two-years here; 
they would be guaranteed admission to.. .university; they would go over 
there and finish their final degree and earn likely a bachelor of science. 
Programs they were most interested in were the STEM programs— 
science, technology, engineering and math. But the program we 
developed, it's called PAC—Partnership for Access to College—allows 
any degree program. So if someone wants to be a communications major, 
they can enter this program and go over and be a communications major 
as well. 

Dr. Adams commented on the innovative approach that was used when building the 

newest campus. He stated: 

One of the things is our north campus. Our north campus is the first 
college or university in the country where all the buildings are built to 
LEED—Leadership with an Energy and Environmental Design. No. It's 
the first college or university. See nobody is building many colleges or 
universities right now. But, others have buildings that are certified as 
silver or gold or platinum—it goes as high as platinum. To get platinum 
you have to generate electricity. Anyway, we are very proud of that fact 
and that is a way to differentiate us from other colleges or universities 
around the country. That's a niche and I did it for both practicality—I 
don't see energy going down. And, to differentiate us based on we are the 
first in the country. No other college or university has done this or we 
were the first college or university to do this. 
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One of the strategic initiatives that was written in the Perimeter Tech's 2004-2008 

strategic plan stated the college's strategy is to "employ innovation in policy-making, 

problem solving, resource allocation and technology use to overcome the challenges the 

achievement of the College Mission and Vision." Based on observations and examples 

provided by participants, Perimeter Tech is attempting to achieve this initiative. 

Jonathan is also aware of the need to be innovative and look for or create 

opportunities where none may currently exist. He described a new program the college is 

starting to attract students to attend evening classes. He explained there is a deficit in 

evening enrollments at the campus. He described the plan below: 

We have a new initiative thafs going to begin in the fall. It's called 
"Afternoon College." And with the "Afternoon College," we are targeting 
students that are coming to college for the first time and we are targeting 
them to go from 2 until 6 p.m. because there is a void. We don't have 
students attending really at that time frame. And where we are trying to 
attract them in through making them aware that when you come in you 
will get the classes that you need. You'11 get first priority. You won't have 
to come to class on Fridays. We've made it very inviting for them. 

One area of new innovation that the college has embarked on that was mentioned by 

some of the participants is in the area of simulation and game development. Ron 

described: 

Within my area I would point to a new and innovative program in 
simulation and game development. And we've done that with other 
programs in the past but it's new to the community college system; it's 
new to higher education; it's a cutting edge kind of program and we are 
one of the first in the country to do that. . . . The.. .area is becoming a hub 
for game companies and game activity. Recognizing that fact, recognizing 
the popularity of games as opposed to other entertainment fields—movies 
and that kind of thing—there were a number of us coming together saying 
"well, we got the companies. This is a growing field. Who is training these 
people?" Usually they were folks from computer science or some other 
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related field that had come to work so we decided to specialize in that 
area. 

Dr. Adams also addressed the innovations the college is embarking upon in the serious 

game industry. He described it as: 

In the gaming area for example.. .there is the entertainment gaming and 
then there's the serious game. The entertainment game is the most 
profitable right now and is for the foreseeable future, but you can take the 
same technology and build an educational game also. Fm hoping at some 
point and time we might set up a separate 501 c3 to provide that product. 
We have done two so far. We did one where we had a $200,000 grant for a 
pharmaceutical company and did a game for them then we had another 
one with a $50,000 grant that looks almost as professional but not quite as 
the larger grant. You can tell a difference between a $200,000 dollar 
project and a $50,000 dollar product. The goal is to get that down another 
order of magnitude to $5,000 and then maybe more down to $500. Then, 
you really have something you can seil to educators. Fifty thousand you 
can't seil it to educators; they don't have that kind of money, even $5,000 
they don't. 

Innovation does not always come in the form of tangible items. Processes can also 

be innovative. I asked Ron to expand his thoughts on why he thought there were 

entrepreneurial leaders at the college Ron provided an example of a program Keith, his 

boss, started to help students increase their chances of graduating. Ron's comments 

indicate that Keith recognized an opportunity to help students and created an avenue for 

them where there was not one previously available. Ron described the process as: 

A willingness to do something that may be new to higher education, may 
be new to Perimeter Tech. ummh. . . you know there are some concrete 
examples. My vice president started a program at the college called "A+" 
for associates plus, recognizing students that are in our college transfer 
programs basically at the end of two years are prepared for year three and 
thafs about it. They don't have much in the way of marketable skills and 
so also recognizing the fact that we had many of our workforce 
development programs in the AAS, applied science areas that could used 
additional enrollment. So, looking at that with fresh eyes, what he did was 
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come up with this "associate plus" where a student could pursue their 
transfer degree but simultaneously take a course a semester and at the end 
of their two years have their associates degree plus a certificate or courses 
that would also make them employable at an entry level. So if they didn't 
go on to year three and four, at least they had some marketable skills. And, 
it introduced them to the AAS programs through these courses in case they 
wanted to change their focus a little bit. 

A review of the literature showed that a prevailing component of the definition of 

entrepreneurship is built on the argument that the nexus for entrepreneurship is the 

exploration and exploitation of opportunities. Schumpeter (1934) conceived that the key 

role of the entrepreneur is to innovate or to introduce new combinations, including the 

introduction of new goods or services, new methods of production, new market openings, 

or the creation of new types of industries. According to Schumpeter, entrepreneurs are 

motivated by their dream of founding new kingdoms, their will to conquer, and the joy of 

creating. The findings indicate that in some aspects the Schumpeterian entrepreneur 

reviewed in the literature is characterize in some of the examples provided. 

Entrepreneurial Leaders are Proactive 

Literature describing the behaviors of entrepreneurs reports that leaders with an 

entrepreneurial orientation are proactive and are forward thinkers. They don't wait for 

things to happen. Often times, they are the catalysts who make things happen. During his 

interview, Joe discussed leaderships' proactiveness. He commented "I can tell you that 

the operation of this institution, the leadership, people being aware of the image of the 

institution trying to be proactive in terms of what students are anticipating, issues that the 

college will have to deal with, it's been much more a more proactive environment." The 

literature reports one of the attributes of proactiveness is being anticipatory. Joe discussed 
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an example that illustrated how administrators at the college were anticipatory. "We did 

not have a master plan at that time and his [Adams] assignments into my office were 

projection of growth, projection of population growth, projection of potential student 

base and at the same time, looking at industries that were here, industries that could be 

here and then how are we going to fill in the gap of getting them employees who could fit 

into those business." Another example that illustrated leadership's proactive behavior 

was the three percent raise the college was able to give faculty recently. Winston 

explained the foresight that allowed them to able to reward employees with a raise and 

the effects that it had on the faculty's morale. He stated: 

Let me put it in perspective for you. In a meeting I was in Monday, I said 
"we are Perimeter Tech in wonderland." By that what I mean is last year 
we foresaw the recession coming well before our sister institutions and we 
started to batten down the hatches, cut back on our spending, cut back on 
our hiring. At first people were saying "you're crazy; you're acting like 
chicken little and the sky is falling." (Chuckling) In hindsight, now they're 
saying "how did you know this was going to happen?" But because we 
prepared so well and because Dr. Adams appealed to our instructors to 
double up. Technically people probably didn't double their workload but 
take on additional workload to help weather us through this tight time. We 
grew so much last year and it's the classic case of "doing more with less" 
that we got enough growth money this year that we were able to give 
faculty a 3% raise across the board. As far as I know, we are the only 
college in the.. .Community College System that did that. 

Marty explained, in another example, the college is taking a proactive approach in 

succession planning. He explained that he is already discussing with the president, who 

or what it will take to replace him upon his retirement. He remarked: 

Succession. Number one is always being willing to introspect in terms of 
working—whafs not and if there's a team member that is not pulling their 
load on the wagon, you make changes. But, you are always looking. For 
example, in my particular case, my target is three years. We are already 
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looking at succession planning. What are the skills sets that Dr. Adams 
wants to come behind me? Whether it's the Executive Vice President or if 
it's the VP for Curriculum, if they are close to retirement, to be thinking 
about it so they can bring in the right people. If somebody is moving out 
and maybe they have gotten ståle, looking at what you do to refresh in that 
position. 

Joe described his involvement with the SACS accreditation board and how he has 

proactively used the knowledge he has learned from his experience with the board to 

keep Perimeter Tech up to date with regulations. He added: 

Well, the other part. . . and this is kind of like a voluntary thing. . . . The 
Southern Association has committees that go and vi sit other institutions 
and I have served on one or two committee a year since 2000. So I've 
been on 10 visiting teams all over the southeast and F ve seen what other 
institutions are doing and what could be problematic in terms of 
documentation and what documentation works. So what I try to do is 
make sure Perimeter Tech is following that path of making sure our 
accreditation is solid. 

The actions and behaviors of Perimeter Tech leaders are reflective of entrepreneurial 

orientation literature. 

Entrepreneurial Leaders are "Calculated Risk Takers " 

Schindehutte, Morris and Kocak (2008) argued risk taking "involves the 

willingness to commit significant resources to opportunities håving a reasonable chance 

of costly failure" (p. 11). They suggest the risks are usually calculated and manageable. 

Warren provided an example of risk taking when he discussed why he considered himself 

to be an entrepreneurial leader. He described a situation which he was willingly to take a 

chance but the other parties involved were not. He stated: 

I have limitations because generally that old cliché is "the bottleneck is 
always at the top". You have to fight through that and you believe in what 
you do and when you are taking care of your customer you do in the end 
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what you think is right. I think in our environment thafs called risk taking. 
Now one of the comments made early by someone who was recently 
appointed by the Governor to head a commission on some international 
programs when I asked him about some things that we do if he would be 
interested in participating, he said "I don't want my nåme out on the front 
of the News and Observer.'''' What are you willing to risk? What are you 
willing to risk to do the right thing? 

Dr. Adams admitted he was a calculated risk taker. He stated he preferred to be 

near the leading edge but not the "bleeding edge." Marty explained that part of the 

college's competitive advantage was its willingness "to do certain thing in terms of risk 

taking." He commented: 

Calculated risk—we are out there not on the bleeding edge, as Dr. Adams 
would say, but right below it where some just continue along. Because we 
are the second largest college, it's almost an expectation that we take a 
leadership role. And if we don't do it, it may not plow that path for others 
to come behind else. 

Ron's description of an entrepreneurial leader included the risk taking attribute. He said: 

When I think of entrepreneurial leaders, I think of risk-takers. 1 think of 
folks that are on the edge if you will. Whether thafs on the technology 
edge or cutting edge or however you want to face that. They are kind of 
out there in unproven territory, taking risks. But doing that with a clear 
vision and purpose in mind. 

Ron provided an example of how taking a risk to downsize positions in his department 

could have had a negative impact but instead ended with no major disruption to the 

workflow or workers displaced. He shared: 

Now this was around 2003, one of the risk was recognizing that the IT 
bubble had burst and many of our curriculums were not as lean as they 
could be or should be. So, as soon as I went into that area we did a study 
on the faculty, the kinds of loads they were taking and the number and the 
nature of the courses we needed to deliver to offer the curriculum. What 
that study revealed to us was we had more faculty than what we could 
support with the number of students and the number of classes we needed 
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to offer. . . .It was tough. It was tough on me. It was a hard decision to go 
through. A hard process to go through. Luckily we did it, I think, in a 
transparent way. We did it in a very logical and reasonable way and so it 
was kind of hard to dispute what the numbers were showing. I was very 
surprised though. Through this reduction in force, if you will, most people 
were not surprised. 

Ron also suggested there may be some risk in being entrepreneurial and deciding to 

invest resources that might be limited in increasing the quality of instruction through 

pedagogical training for staff. He indicated: 

I think it's entrepreneurial in the sense that a lot of folks don't have time, 
resources or whatever to get it done. It's risk-taking in a sense that you 
have a fmite set of resources, are you going to dedicate those to the status 
quo or are you going to dedicate some of those resources to growing and 
moving towards what you want to be—a quality institution. So, yes, it is 
where we should be but because of economics, because of budgetary, 
because of a lot of reasons, a lot of people aren't going in that direction. 

Perimeter Tech's innovative, risk-taking and proactive approaches show 

indications that leaders have varying degrees and dimensions of an entrepreneurial 

orientation as reported by Covin and Slevin (1991). 

Varying Views on Entrepreneurship are based on 

Experience and Administrative Position 

Not all participants viewed entrepreneurship as a good strategy for the college's 

leadership to embrace. Additionally, there were some participants that believed the 

college or at least certain areas of the college were constrained with the amount of 

entrepreneurial activity that could initiate. 

Winston indicated his views on entrepreneurship stemmed from the various roles 

he has held and currently holds at the college. Winston has been at Perimeter Tech for 28 
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years in various accounting positions such as the college's financial controller. He 

currently serves as Senior Vice President of Financial Services. When asked if he 

believed entrepreneurship has a place in the community college, Winston stated: 

I think it serves a better function being taught here than being enacted 
here. First of all, entrepreneurship, I tend to think of that as being a long 
wolf individual quality. In other words, each person has their level of risk 
that they're comfortable with but if everybody goes out and everybody 
taking risk. . . somebody got to be followers in other words. Everybody 
cannot be the leader that's going to step out on the edge and take the risk. 
For that reason, I don't think that a college would function well if 
everybody was saying "Well, I don't think I like that rule so I'm going to 
buck it today." And if you had everybody doing that, ultimately you would 
end up with chaos. But it's a good place to teach it I think. 

Arguably, Winston's position being in charge of financial services and his primary focus 

being to closely monitor and manage the budget, may account for his cynicism towards 

entrepreneurship being incorporated into practices of leadership. Winston stated: 

Now in the position that Fm in it is almost contra-entrepreneurial because 
I have to be the person to tell people "no you can't do that" for two 
reasons: (a) either we don't have the money or (b) it might violate some 
regulation that prohibits spending money in that particular manner. So, 1 
have been referred to at times as "Dr. NO." And it's kind of like being a 
parent. People will accept the fact that you said "no" but they don't 
understand why you said "no" even though you may not have wanted to 
say "no." 

Frank, on the other hand, emphasized that his previous experience in different industries 

leaves him somewhat opinionated about being considered an entrepreneurial college: 

. . . I think this is an entrepreneurial college and that is attributed to the 
leadership. Our President is, as I understand it, comes from an 
entrepreneurial family, small business owners. The support and resources 
are provided here to the extent that they can. My bias from the outside 
world is community colleges are way behind the times of being 
entrepreneurial and empowering the people. I know we talk a pretty good 
game. By that I mean we have a philosophy of empowering people and 
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wanting them to do their best and giving them resources to do that; yet, we 
are stymied by a lot of procedural and administrative things that I think are 
well beyond their usefulness and explanation. In fairness, a lot of that 
comes from the system and not necessarily from the leadership so there 
are rules and regulations we follow that I find way more onerous than in 
the private sector. 

Keith also provided a perspective about why he believes he is limited in the 

amount of entrepreneurial behavior he can assert within his division. Keith explained: 

I guess the challenge is that in curriculum (credit programs), sometimes 
we have this little battle with continuing education, because in continuing 
education, from our perspective, almost anything goes. So, they can be 
just as entrepreneurial as they want. They can throw up a class over night 
and pull somebody in from industry who has got years of experience and 
make things happen on a dime, turn around on a dime. But because of 
SACS requirements and things like that, we are a little bit more 
constrained in credit. So, yes when I say I am an entrepreneurial leader 
thafs all true within the confmes of the fact that our accreditor wants to 
make sure that we have qualified faculty with 18 hours of graduate credit 
in the field in which they are teaching and a master's degree, those kinds 
of things. Or if not, we need to justify them. So, our accreditors want us to 
be predictable and accountable whereas when you think of business, 
entrepreneurs can be people who work in a garage and they may fly a little 
fast and furious with the workplace. 

While Keith understands he must adhere to the external and internal mechanisms 

that govern the curriculum-side (degree-granting) of the college, he believes he has 

incorporated entrepreneurial practices wherever possible. As a result, he considers 

himself to be intrapreneurial instead of entrepreneurial. Keith stressed: 

Sometimes in any organization as you get bigger, things sort of take a 
momentum of their own so people are doing it because thafs the way it's 
always been done. We have programs, for example, that may have 
outlasted their usefulness and it's hard to terminate a program. That means 
you are not going to continue to use a faculty member who has committed 
a lot of years to the college. So some of those things are hard in a way 
when you got a big college, and we are big as a community college. 
You're sort of like a big business, right? And big businesses tend to be 



176 

less entrepreneurial than small or startup kinds of things. But, I think the 
challenge is within those restrictions like we were talking about, still 
looking for creative solutions so that you can get that. If it's not 
entrepreneurial, it's intrapreneruial. 

The American Heritage Dictionary (1992) defines an intraprenuer as a person within a 

large corporation who takes direct responsibility for turning an idea into a profitable 

finished product through assertive risk-taking and innovation. 

Frank, who works on the continuing education-side of the college, also considers 

the curriculum division to be constrained as compared to the continuing education 

division. He conceived there is a tendency to think more like a business than a 

community college in the continuing education division. He indicated: 

Part of it has to do with the part of the college Fm in which is continuing 
education. I think the restrictions and administrative requirements, by 
necessity, are a lot tougher on the curriculum end. For continuing 
education, for example, I can start a class any time I want provided I have 
enough people to do that or have the demand to do that. Plus the division 
Fm in which is the business and industry, by definition, is supposed to be 
out there in the community helping promote economic and workforce 
development. So, the tendency is to think a lot more like businesses than 
educators and I think thafs a good thing. 

However, Frank is also aware there may be times where his area has to adhere to certain 

guidelines or stay within certain requirements as well. When I asked Frank about the 

latitude and autonomy he was given to run his programs, he acknowledged this fact: 

Yes, I do [have autonomy]. With the understanding and F ve got a lot 
support from the dean to do that on my own, but with the understanding 
there are certain situations where I would bump up against some of the 
colleges requirements and restrictions and the dean is good about running 
interference on that for me. 
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While Dr. Adams is aware of the internal and external policies and requirements the 

college must adhere to, he still considers the college to be much like a corporation. 

In contrast, when I asked Winston did he see the college like being ran like a corporation, 

he had this perspective: 

Well you have to stay within your budgets but as I have already alluded to 
we've done that extremely well this year and thafs what I was thinking 
when I said quasi. There again we don't really have a profit motive so that 
would make us different from a corporation because we are supported by 
tax dollars and student tuition and we don't even get to decide on the 
tuition. The state imposes the rates for us. We have some input as to what 
we think they should be but actually the state legislature mandates what 
the tuition should be year in and year out. 

Views of feeling limited and constrained by internal governing structures for 

higher education are documented in the literature for community college governance 

(Cohen & Brawer, 2003; Townsend & Twombly, 2007). The review of literature 

examining higher education governance indicated there is a number of pre-existing 

operational regulations that college leaders must adhere to. However, researchers (Myran, 

Baker, Simon & Zeiss, 2003) have described ways many entrepreneurs and entrepreneurial 

leaders have been able to creatively circumvent these regulations without breaking 

policies. Franks feelings about how he fits in with helping to manage his department and 

where he fits into the college culture supports the statement by Myran et al. When I asked 

Frank where he fit in, he stated: 

I would say outside the mainstream and I kind of like it that way. To me 
thafs again being an entrepreneur. I like to think that I practice what I 
preach in terms of being an entrepreneur and I try not to intentionally get 
caught up in the minutia of the educational institution and I can do that 
because I'm in the continuing education side. If I was on the curriculum 
side, Pm sure it would be tough to avoid that. That's not to mean that I 
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don't adhere to the requirements of continuing education and the 
community college and the system because I do but I see myself not as an 
outsider but kind of operating on the fringe of the college and maybe our 
whole division does. I have a feeling like I do operate that way and maybe 
I'm perceived that way as well but I think thafs acceptable. Like I said, I 
do things maybe other people wouldn't do or wouldn't think of doing. For 
example, put a brochure together or do it on our own. There's a limited 
amount of resources. We do that; we market the programs with just about 
no financial resources, no marketing resources. So, we utilize a lot of the 
free media. A lot of the PR exposure is my own personal role of going out 
and talking to communities, talking to groups just to promote the program 
and the college. So I like to think thafs operating more like an 
entrepreneur. When there is demand there, we step up and try and meet the 
demand. 

The findings for theme four indicate the bureaucracy surrounding a number of 

higher education policies and or interdepartmental organizational controls were perceived 

to have a stifling effect on entrepreneurial activity. The results of this theme suggest 

senior leaders must consider how the organization is structured and examine how systems 

and system views support or hinder entrepreneurial actions. 

Findings from research question one indicate that most of the leaders interviewed 

at Perimeter Tech consider themselves to be an entrepreneur, an entrepreneurial leader or 

someone with entrepreneurial tendencies. However, all participants are not in agreement 

about the degree to which entrepreneurship should be practiced or utilized in leading the 

institution. The interpretation of results also indicate that some participants already had a 

proclivity toward entrepreneurial behavior prior to the current president's arrival while 

others inclination towards entrepreneurial behavior has been ignited as a result of 

President Adam's leadership style. Even the participants who had a previous inclination 

toward entrepreneurial behavior credit the president with the ability to influence and 
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motivate leadership to be open to entrepreneurial approaches that had not been previously 

considered or practiced at the college. This would support the literature by (Hunt, 2004) 

that asserts transformational and entrepreneurial leaders can influence others toward a 

common goal. 

Research Question 2: What are the president, senior-level administrators andfaculty's 

entrepreneurship and leadership practices and what evidence can befound that these 

practices align with activities that address the emerging realities and challenges of the 

institution? 

Entrepreneurial Practices Have a Legitimate Role in the 

Sustainability of the College 

Participants indicated a number of individual and organizational strategies and 

practices which are perceived as positive outcomes. The most recurring practices are 

indicated below. However, practices that are not mentioned were still viewed as adding 

value from the respondent's perspective. 

Entrepreneurial Leaders Get the Right People on Their Team 

Whether it is hiring the right person for a new or vacant position or acquiring the 

right person for the Board of Trustees or Foundation Board, parti cipants reported the 

importance of getting the right people connected to the college. Recognizing that he did 

not have a thorough knowledge of the county and the importance of håving that 

knowledge Dr. Adams was very decisive in who and why he chose Marty Henderson as 

the current Vice President of College Development. 
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So, my person was about to retire. So we advertised and I found someone. 
That person has a skill set and a knowledge base that I don't have. It is the 
knowledge base of Raleigh. It is the knowledge base of Carolina County 
that goes back for 30 years. Plus, he was elected to city council three times 
and he ran and lost three times. So, he knows winning and losing. He 
knows a lot of people. 

When Marty and Dr. Adams recognized the college needed more visibility in the 

community and wanted to significantly increase its media and advertising efforts he 

indicated: 

One of the best things we ever did was hire a former TV anchor and she 
understands the media as well as politics. If you dig into her background, I 
believed she worked for CNN in Atlanta and she also, I think, worked for 
the Republican National Committee in DC. From the public relations side, 
she understands. You make it as easy as possible on the reporter for them 
to get your information out. If they have to dig it out, they are not going to 
expend the time and effort. So thafs one of the best hires I have made. 

Once Cynthia was hired as the public relations director and was building her staff, 

she indicated she made sure she picked the right employees to help carry out the media 

strategy. I asked her how she was able to keep up the demands of her job and she pointed 

out: 

I pick good employees. I couldn't do what I do without.. .who is my right 
hand person. Like I said, I can't be everywhere all at one time; I'm only 
one person. She has learned a lot and hopefully, Fve helped her learn. She 
had never done public relations before. But she is very detail oriented. She 
is very organized so we complement each other very well. I would say the 
office assistant is new for me. She has been working for me for three 
months. It's working out well because she's been able to relieve some of 
the administrative duties that... was working on. 

Another strategy for picking the right people is promoting from within the college 

whenever possible. Dr. Adams stated he tries to promote from within before he resorts to 
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hiring from the outside. He considers it an important approach to building a strong 

leadership team. He stated: 

The other thing is I made a big point about promoting from within. I 
talked about what I like to do was create a "domino effect." If I bring 
somebody in from the outside then nobody gets a promotion but if I bring 
someone in from the inside and I promote the person in this first chair to 
that one at the other end then I come back and promote somebody else 
from here to there and so on. Then if I fill from outside I fill at the very 
lowest level. I have promoted three people. My goal is to get five. I've 
never had a "fiver." I've had a couple of fours meaning that I promoted 
four people before we ever went outside. I counted the number of 
promotions from within and referenced it in conversations and 
presentations internally to the audiences so that they believed I walked the 
talk. 

Jonathan discussed the importance of håving the right people in the organization, how 

that is accomplished through creating the right culture and by promoting from within. 

Jonathan believes strongly in these practices and he explained the positive results it has 

brought the college. He said: 

We are always going to have the right people in here and I will tell you 
why. We've created a culture now of work hard and there is a reward for 
you down the road. In the past whafs happen is you could be here with 
this college and given your absolute all and it didn't mean you were going 
anywhere because the mindset was well if there a position opening up lefs 
advertise it and see what we get out there. Well, Fm of the mindset why in 
the heck are we advertising when we could do it internally. We got a lot of 
good folks here. So, they are seeing that now. More and more folks are 
seeing that there are a lot of promotions from within. The way it's 
happening now in the past it didn't happen that way. Now my thought is 
lefs go for what we got here because we got top folks here. If we're not 
satisfied when we advertise for a position and the top people that we 
thought would be top individuals are not applying for the position and we 
can't subtly encourage them to apply for the position and we don't get the 
quality of applicants for it then we can go look on the outside. But, first 
look from within. Because of that, I think that is going to go a long way 
towards benefiting this college. They are familiar with the college; they 
are familiar with personnel and they are eagerly anticipating an 
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opportunity to move up in the corporate structure. We provide that 
opportunity and we have set up the leadership program. 

Community colleges are looking for external revenue streams; therefore 

fundraising and securing private gifts are reported in the literature as two key sources. 

For that reason, the college has gone through a restoration of the boards over the years 

because as Dr. Adams explains "The other thing is to get the right people on your 

foundation board and thafs been a tough process." And, we've gotten some people off 

and some new people on. Historically you say "give, get or get off." Both Dr. Adams and 

Marty stressed the need and the importance of the right people being on the foundation 

board and the board of trustees. 

Entrepreneurial Leaders Build or Increase Infrastructures 

To handle the increased enrollment, the college has increased its campus 

locations, built new campuses and found outside venues for holding classes for the 

community. When Dr. Adams was asked what brought him to the college, he stated: 

The professional reason that brought me here was to build the north 
campus. That was exciting. Most community college presidents consider 
themselves to be builders and one of the most tangible things you can see 
as a result of your efforts are buildings and facilities as well as the people 
who are educated within those. 

Building more campuses is important for being able to serve the constituents of the 

county. He also mentioned he intends to build another campus: 

I think you already know that now I also have a chance to build a second 
one, the RTP campus. Fm probably going to work long enough to build it 
too. But you ask me why? Uh. . . my DNA is to take what I have found 
and make it better. That's just built in my DNA. 
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Dr. Adams and Frank both discussed the newest center on campus, the center for 

entrepreneurship and its importance. Dr. Adams stated "Now we have a center for 

entrepreneurship and it will be a little different in that we will showcase outstanding 

entrepreneurs for our students to emulate". 

Frank commented: 

Since that time, we've written and gotten funding for a center for 
entrepreneurship here at the college called...Center for Entrepreneurship. 
That basically put an umbrella over a lot of what we are now doing 
including small business counseling which I also do through our small 
business center but also it enables us to put together some speakers series 
of entrepreneurs, do some events for small business and entrepreneurs and 
also to create what I call a "colony of entrepreneurs," a virtual online 
community for small business people to go not only for resources but also 
assistance. 

In addition, Marty mentioned the establishment of the center for the speaker's 

bureau on future thinkers. Joe mentioned the renovation to building on the main campus 

as well. Additionally, Joe emphasized how the college has increased the number of 

facilities and locations. He stated: 

. . . this school was kind of like a "sleeping giant." I mean the main 
campus was located far south. Most of the population is north. We had a 
health science campus which is located next to the county hospital which 
is on the belt line in the eastern part of the county, eastern part of Raleigh I 
should say. But really in the last six years you've seen us. . . the property 
for the north campus was purchased back in the nineties but they sat on it. 
You know? That was a hundred and thirty-five acres. We did not start 
building on that until Dr. Adams got here. And now it's got three building, 
a power plant and the fourth is in the architecfs hand. So, there are three 
thousand students out there right now and it has demographically changed. 
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Entrepreneurial Leaders Build Relationships 

In addition to building new campuses and facilities, respondents indicated the 

importance of building both intemal and external relationships. Building relationships 

and cultivating support were recurring themes throughout the interviews. From an 

external perspective, President Adam recognizes the need to work closely with the 

legislature in his county. He stated "you work closely with the county. . . first of all you 

present your needs to the county commissioners. You cultivate their support. You show 

them how by investing in the college, that is the most efficient way that they can expand 

their resources." At a time when funding for higher education, especially community 

colleges is dwindling; however enrollment continues to increase (Fry, 2009; Eddy & 

VanDerLinden, 2006; Roueche & Jones, 2005; Shults, 2001; Van Sickle, 2006), 

researchers report college leaders understand the necessity for building strong 

relationships throughout the community. Dr. Adams acknowledged cultivating support 

with county commissioners was important "Because of all the growth, the total number of 

dollars has increased significantly. The amount per student has probably been constant or 

even declined slightly." 

Cultivating the public's support and håving constituents invest in the college have 

produced favorable results for the college. For instances, Dr. Adams emphasized that 

within the six years he has been at the college "we have more than doubled in both 

headcount and FTE. Lefs say in FTE and almost doubled in headcount because we 

would have to get over seventy thousand. We will get there this year. . ." Additionally, 

Dr. Adams explained "When I came in 2003, the county commissioners had frozen our 
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budget for three years. They had frozen it at approximately 7.5 million. We set out to 

increase that funding from the county commissioners. In four years, we approximately 

tripled that budget; we went from 7.5 to about 18.5 million." 

Marty stated he had cultivated understanding with the college's foundation which 

he oversees. He provided his philosophy on why was a necessary action to take: 

Cultivation of understanding what they needed to be doing. . . . Many 
people will do things if they have the knowledge. We use a phrase that is 
well known in the fundraising world that we call the "five rights." That is 
the right person, asking the right person, at the right time, for the right 
amount, for that right reason. Right reason being the compelling case for 
why they should do something for Carolina Tech. And so, we have spent 
the previous four years stepping through those windows that allowed this 
board now to be probably one of the top boards in this area in terms of 
understanding the mission and being willing to go forth with it and that 
continues to evolve. 

As a result of getting the right people on the foundation board, Marty reports the board 

has effectively increased the funds and in-kind donations for the college. He reported: 

From the foundation standpoint, success is basically dollars and cents. We 
went over a million dollars in cash for the first time this past year in cash 
and pledges and over a million in in-kind while still spending close to a 
half million dollars. We increased the corpus from 2.4 million to over 5 
million for the first time. 

Several of the leaders explained the need to cultivate external partnerships to 

secure resources to ensure programs are meeting the demands of the students. For 

example, in the automotive program, one of the VP's worked out a deal with a national 

insurance company. Explaining the strategy, Dr. Adams commented "they have a 

collision center and we get to pick late model cars. We don't want any cars over four 

years old. What they will do is we will go and pick up 10 or 12 cars for us and they will 
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load them up and bring them to us and pick up the ones we have. We can do basically 

what we want to those vehicles except drive them on the road. Thafs huge for our 

automotive program." 

Bill, Frank, Ron and Dr. Adams talked about the significance of working with 

companies in the community to develop contract training or specialized training in 

addition to asking corporate experts to participate on the college's advisory board. Dr. 

Adams mentioned: 

You want people on the advisory committee who are either doing what 
you train people to do or those who supervise what you are doing then you 
need to listen to them and actually implement what they're telling you to 
do. That gives them ownership. 

Another example of cultivating support and building strategic alliances is getting 

companies to provide in-kind donations. Dr. Adams described a deal the college has 

worked out with for video gaming software: 

We need companies to give us equipment, in-kind—hardware, software. 
For example, in the video gaming program there are two software 
platforms that most entertainment games are built upon. To lease those, it 
would cost you $500,000 for one and $750,000 for the other. 
Consequently, it keeps the "riff-raff" out of the business but what we have 
done is those two companies that own the platforms don't give it to us but 
they consign it to us so we get the latest version. Thafs huge for us. Thafs 
one of the things the VP of Development and I worked on and brought 
about. That is worth just as much to me as $750,000 in cash because if I 
had the cash, I would spend it to buy that piece of software or lease it. 

A second positive outcome Dr. Adams described was the equipment the college is 

allowed to utilize from John Deere and Caterpillar. He explained: 

We have a special program with John Deere and Caterpillar. I bet we have 
three to five million dollars at any point and time of John Deere equipment 
sitting out in the yard for students to work on and we don't actually have 
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to own it. In fact, don't want to own it; just want to be able to take it apart 
and put it back together. And, if they will gi ve us the latest stuff, it works 
out as a win-win for both of us. 

Understanding the dynamics of cultivating internal relationships were cited by 

participants as well. Trust and integrity were recurrent themes that help to create an 

effective work environment. Ron stressed the importance of establishing trust with staff. 

He considers trust a key ingredient in building relationships. While talking about team 

interaction, Ron said: 

What I would like to think and what I believe is I have a good level of 
trust between myself and the department heads. For me personally, trust is 
one of those key ingredients and I feel that any of my department heads 
can come to me with problems, challenges or ideas and they will be heard 
and discussed openly and we can talk about those freely. 

Trocchia and Andrus (2003) reported that treating faculty fairly and with respect were 

important leadership attributes and this type of behavior led to departmental productivity. 

Additionally, Ron indicated he can trust the leaders above him. As a result he is 

open to receiving direction and taking on the initiatives that leadership wants him to 

pursue. He shared: 

Again, for me, Fm very trusting of the folks above me. I think my 
supervisor, the vice president and the president are folks of very high 
integrity. They do have the well-being of the college and the students in 
mind and so trusting that they do have those attributes makes it easy for 
me to hear directions that they might be indicating we go in, initiatives 
that we should be looking at knowing that they're people of integrity. 

Bryman (2007) in addition to Kouzes and Posner (1993) contend there is a strong need 

for leaders to be trusted and to be seen as people of integrity. 
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Jonathan reported two of the positive results of building trusting relationships and 

promoting from within the organization were: 

A couple of things. I think it's created a momentum that now people aspire 
to move up. They see the dynamics of the team and they see that people 
have been promoted from within where they have exhibited the leadership 
skills necessary. But that also, the ones that have been brought in, they see 
what their skills sets are so they think "well, I can do that if 1 choose to." 

Also, Marty reported another outcome of håving a leadership development plan: 

You are always going to have that percentage that just do their part and 
thafs fine. You have to have people to do that to get a job done but you 
are also looking for who are your next leaders. So, I think the president is 
creating that culture of leadership and it helps identify who wants to sti ek 
their head above the crowd. Who wants to rise up? 

Through effective leadership practices such as employee and leadership development and 

allowing administrative to be a part of the decision-making process and building a 

trusting environment, several participants indicated they were very satisfied with their 

jobs and perceived they had a good set of leadership to work with. For instance I asked 

Marty how or who did he credit with the successes the college has experience. He stated: 

I believe it's proper leadership, right people on the right bus in the right 
seats going in the right direction. Leadership starts from the top and in our 
particular case we have the best leader who has assembled a team of 
leaders that have implemented. . . and when you are successful putting that 
team together, people want to be a part of that. I think the success whether 
you talk about it from funding from the county, whether you talk about it 
in terms of donors wanting to be a part, whether you talk about volunteers 
that want to be a part, are all because of that leadership team. 

Further in the interview, Marty explained why he was please with the future destiny of 
the college and why he is still working. Marty's response was: 

I would not be here otherwise. As I said earlier, I have to be in a creative 
mode seeing success or I would retire. And it's probably why Dr. Adams 



189 

has been able to say "I need for you to stay a little bit longer." Otherwise, I 
would say "never". 

Entrepreneurial Leaders Leverage Resources 

Dess (2001) asserted entrepreneurs mobilize their resources and the resources of 

others to achieve their entrepreneurial objectives. The actions described by some of the 

participants would support this notion. For example, Warren described his approach for 

getting a return on what the college has invested in a client. He surmised: 

I learned very quickly, the value of a client. Okay? And my team all 
knows the value of one client, of one customer. In fact Fve been minking 
about things like that recently and for small businesses Fve got to do a 
seminar in couple of weeks on why businesses fail and what we can learn 
from them. And this is just an example, if you have value in a client, if 
you get a client that gives you $3,000 dollars a year, what's that worth to 
you as an asset if he can untie his assets? If you got an investment in the 
bank thafs making you 10% and that returns three thousand, you got a 
thirty thousand dollar asset don't you? I use this. I think in terms when I'm 
delivering training to my corporation. It could be my corporate clients. 
How do we get a return? It starts with how do I take care of my customer? 
How do I give them the training they need. Now I got all these pockets. I 
got small business; I've got occupational extension; I got customized 
training; Fve got some discretionary funds. Whafs the best way to meet 
their needs? Where is it a combination? Very frequently it's a 
combination. So, am I entrepreneurial enough? I ought to think I am. 

Sharon also communicated her concept of leveraging resources for the grants area to help 

the college secure more funding. She said: 

The articulation was something that I brought up and said "look we should 
be doing this and this would be a good thing. It's good for the grants." A 
lot of it always ties back to money because we can leverage that. If we 
have these relationships, we can leverage that in a grant proposal but if we 
don't have something quantified it can't just be a handshake. "Oh yeah, 
our students transfer over to so and so school." It's helpful when Fm 
going after money to be able to show a document and in fact more and 
more of the federal agencies are requiring those documents. They don't 
just want that mentioned "oh yes, we have this." But then the 
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appropriations process, which is what we call sponsored programs, they 
came to me and said "would you take this on" and I said "sure" because it 
was something I was interested in anyway. 

Another approach Ron uses to leverage resources in his department is by operating and 

managing his class sizes efficiently. Ron reported: 

I think we are always looking at the number of courses, the number of 
faculty we have, where we are running lean at, where are we not so lean. 
Yes, we are constantly making adjustments. That also takes the form of 
bringing on new programs when the workforce changes or new workforce 
comes in. New technology is developed and it also takes the form of 
phasing out curriculums that we are not getting enough student enrollment 
in, there are not jobs out there or something has changed to cause that to 
happen. 

Winston reported, as a result leveraging resources efficiently and effectively through the 

budget crisis in the previous year, Perimeter Tech currently has a surplus of money. He 

also believes that planning and leveraging have put the college in a good position for 

continued growth. He stated: 

We had the oddity and this, other than the raises, is the other wonderland 
component. Because we got our faculty and staff into such a conservative 
frame of mind, they were very slow to spend budget this year and we have 
what I would call a huge budget surplus for this point in the year. Our 
biggest concern right now is how are we going to get all of this budget 
spent before the end of June or before they turn the cash pickings off 
because you can have 10 million in budget but if they only have two 
million in cash guess what you get—the two million. So our biggest 
challenge is getting our money spent and spending it wisely before the 
fiscal year ends or before cash becomes a constraint to where we can't use 
all our budget. Now I would speculate especially based on numbers Fve 
seen so far that we are going to have enough growth to continue this 
impetus and hopefully once again, be able to give faculty raises when 
giving raises is not the norm. 



Frank highlighted Cynthia, the public relations director was good at leveraging resources 

and keeping cost as low as possible for media coverage. He also tried to take that 

approach in his department: 

Part of it is doing the communication part maybe the way businesses 
would traditionally do it. We do have a proactive marketing person who 
came from the private sector and understands not only what good 
communication is but understands how to get a lot of coverage using no 
cost, low cost PR work and media coverage and that's helped a lot. She's 
done a great job at doing that and F ve kind of tåken that lead and done the 
same thing on that too. By design, our directors in our area all serve on 
chambers of commerce boards so we do have that visibility and also that 
input and recognition in the business community. 

Entrepreneurial Leaders are Alert to Opportunities andStay Connected 

Ron commented that an effective practice for the college is to be alert to 

opportunities. He believes this can be done by: 

Stay[ing] in touch. Keep connected to our business and industry folks, reading, 
research and looking at what's coming down the pipe. Look at whafs specifically 
in this area, this geographical area, in our service area, our cutting technologies 
and growing edge technologies and what is being phased out. 

Jonathan explained why it is important for him to stay connected and be alert to what is 

going on throughout the organization and on the various campuses. As executive vice 

president, he considers himself Dr. Adams "eyes and ears" in the community and takes 

responsibility for ensuring the president is kept up to date with any issue that he should 

know about. Jonathan commented: 

Now, Dr. Adams needs to know these types of things because he's asking 
about how are we increasing capacity recognizing that we don't have any 
more space. How are we going to be able to do it? This is one of the 
initiatives. So, when he's out there with the county commissioners 
lobbying for additional funds and with state legislators and just the public 
in general, he needs to know this information. The same thing applies with 
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things that are going on with Continuing Education. With Facilities, for 
instance, we're undertaking phase II of our public safety center. Because 
of that, I go out there regularly to see the progress of that facility. He 
doesn't have time to do it so I can come back and I brief him on this is 
what is being done. I informed him just a couple of weeks ago that the 
construction supervisor told me that they will come in a month ahead of 
Schedule which is ideal for us because we want to be able to offer the 
classes we are advertising and we can't do it if it comes in late or it might 
be difficult if it comes in a week before. So it's good for him to know hey 
we are ahead of schedule. So Fm out there talking to the dean and saying 
to the dean "look makes sure this guy stays on top of things." Thafs all 
done through Facilities. I facilitate a lot of these things and I have to be 
able to provide the key information that the president needs. 

Jonathan also explained how staying alert help the college stay out of a budget 

crisis in the last year and how he and Winston's alertness were the catalyst for the college 

taking actions that allowed for the three percent raise faculty and staff received. He 

described the approach he and Winston took that lead to the raise: 

As you know the state as well as the nation is in the "throughs" of this 
fiscal crisis, well the VP for Finances and I in 2008 we identified and we 
saw it. The state had just authorized salary increases for its employees and 
we gave out our salary increases. Then one day I said to the V.P. "lefs 
talk." I said "we are going to run into a problem with the budget." He said 
he was kind of feeling the same way. So we sat for over two and half 
hours just talking about it and I said "we need to do something." That was 
in September of 2008 and we came up with a plan of what should be done 
in order to stave this off. We went to Dr. Adams and we sat down and 
discussed it. He listened to us and he said "do you really think so?" I said 
"I went through this as Commissioner in ... City in 1990. It's the same 
thing." I saw it coming. This is what we had to do. I had to cut $50 million 
dollars out of my budget alone. And, in 1975 I saw it. The V.P. of Finance 
said he agreed. He said "this is going to be a problem." So, we came up 
with these phases of how we would bring the budget under control. It 
wasn't well received initially. In fact I had to go on sort of a barn-storming 
tour and explain to people the reason why we needed to do it. The deans 
and everybody they were shooting us down. Finally I said "look, I hear 
your complaints but this is real and here's the bottom line. I don't want to 
play enforcer; I don't want to play heavy-handler but you are going to do 
this because the alternative is we could end up laying people off." And, we 
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wanted to avoid that. Then the next month we had to go into phase II and 
then phase III then the Governor came out with her executive order saying 
how bad things were. They were talking layoffs. Now our people are 
saying "are we going to get laid off?" We said "no." Because, we were in 
good shape; we were in excellent shape. Fast forward, staff and faculty 
have been so appreciative because we are in good fmancial shape. We 
haven't had to lay anybody off. We are not going to lay anybody off. We 
have done all of the responsible things so much so that we had a budget 
meeting recently and the CFO said "you know we have got to spend more 
money because we have created an "efficiency monster." That was his 
exact words. We are an "efficiency monster." Our people are so good that 
we are in great shape. 

Jonathan believes there have been positive outcomes from being alert to a possible 

fmancial crisis. He considers there is a two-fold positive effect: 

The success factor is critical. One of the key things is financially we are 
sound and that's the most important thing. We are running in the black. 
And, at the end of the year, we won't wind up with a deficit. We never 
have anyway but we won't come anywhere close to being in a deficit. The 
other success factor and it's kind of what I consider to be a tangible factor 
is people. What I mean by that is the reaction of our people. How they 
have bought into it. They recognize that now we are working smarter and 
harder but smarter and we are very efficient in how we do things. We are 
no longer running classes with a few students; we've Consolidated. We've 
cut sections and we've combined. So, we are more efficient. Thafs what I 
think more than anything else and thafs a critical factor. I consider that to 
be a success the fact that we are more efficient. The money that we have I 
think we are utilizing it better. We're spending it a whole lot wiser. 

Entrepreneurial Leaders are Visible in the Community 

Several of the participants discussed the need for making sure the college stayed 

visible in the community. Respondents agreed in order to draw support and to change the 

stigma that people in the community may have about attending or sending their children 

to a community college, the college must present itself to the community and make itself 

known. Frank provided an explanation illustrating the importance of being visible: 
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. . . the last leg of that is the communication aspect—getting out to the 
constituents and saying "we have what you need and here's how you get 
it." My first year with Perimeter Tech when I found out what we did here, 
I would tell people. By design I was out speaking to a lot of groups to try 
to build awareness and also recruit students. I would go around telling 
people that I was in the secret service—that I worked for the community 
college. By that I meant, a lot of people knew the college but the 
perception was thafs where you went to get a degree or certificate and yet 
three quarters of our students, as I understand it, are in non-degree 
programs and especially in the economic and workforce development. We 
also do a lot for helping businesses expand internationally through a 
couple of internal programs so we have almost a global reach as a 
community college. Those kinds of things are not well known in the 
community for what we do. Frankly Fm not sure that they are that well 
known, from what I see, for the bodies that fund the community college in 
knowing what the impact is of the colleges. 

Cynthia understands getting the word out is the main focus of her position. She said: 

My role in that is to communicate what the mission is. Or I should say my 
role in the mission is to get the word out so that the community knows we 
are here for them. So, for the person who has just been laid off, we have a 
program that will help redo your resume. For the eighteen year old high 
school graduate, we have something you may be interested in if you don't 
have enough funds for a four-year university. Come here and transfer after 
two years. 

Winston also believes the message about the value of community colleges needs to be 

communicated. He provided an example in which he personally spoke to friends when 

they offered a negative opinion of community college education. He shared: 

One thing that has always bugged me about community colleges and we 
have friends who will say this sometimes and I think they forget I work at 
a community college is they say "no kid of ours is going to a community 
college. They are going to a university." I stop them in their tracks and say 
"well 1 work at a community college. I took courses there. I also attended 
a university. The quality of education that I got at community colleges is 
at least as good as the quality I got at universities." If you haven't tried the 
product don't knock it. But after taking accounting courses here, I sat for 
my C.P.A; passed everything on the first try except one part so you have 
to say "gee, you must have gotten some quality education." 
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Marty discussed that one of his primary roles as director of the foundation is to be out in 

the community. He indicated: 

The foundation and the college itself were known but not well known. 
Therefore, one of my roles was to be in the community talking about the 
college and all the great things that it does and helping to showcase what 
we do to impact our catch phrase "college for the real world." 

Dr. Adams explained why it is important to be out in the community: 

Right and I tell the Perimeter Tech story. The very common response is "I 
didn't know Perimeter Tech did that." I'm only at the tip of the iceberg 
and F ve just got a few cubes of ice that Tm talking to them about. Also, I 
try to build friends. Sometimes I ask for donations and sometimes I don't. 
And often times it's better to do that. "What can I do for you" is what I ask 
before I ever ask you to do anything for us. Many times that pleasantly 
surprises people. 

The literature reports myriad outcomes and results that have benefited the 

entrepreneur/leader. The findings in research question two indicate there were a number 

of benefits to the practices and strategies implemented and considered by the college. The 

findings indicate that leadership at Perimeter Tech have developed and implemented 

practices that strategically look for opportunities to create value. In this sense, value may 

be performance, growth or social value which Dess (1998) describes as bringing about a 

social mission that benefits the students and or the community. The examples provided 

and the behaviors and responses of participants indicate entrepreneurship yields value 

creation through increased efficiency, productivity, and leveraging of resources. 

The findings also indicate that outcomes come in the form of both tangible and 

intangible benefits. The obvious tangible benefits to the college were the increase in 

runding and the in-kind donations received. These outcomes provide economic value. 
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The results indicate that leadership is aware and actively pursuing revenue streams that 

will allow for financial independence and the ability to weather the uncertainty of the 

future. 

The intangible benefits were represented by the amount of job satisfaction and 

affective commitment represented in the attitudes of many of the participants in the study. 

Holt, Rutherford and Clohessy (2007) define job satisfaction as a "pleasurable or 

favorable emotional state derived from an evaluation of one's job or job experience" (p. 

44). They also define affective commitment as "an employee's emotional attachment to 

his or her organization" (p. 44). 

The findings also signify entrepreneurs such as the president and other members 

of the senior administration are taking Perimeter Tech through a strategic renewal. Using 

innovative and proactive thinking to create new combinations of resources and including 

activities such as hosting a pastry show, the college is refocusing the institution so it can 

become more visible and competitive in the community. The literature suggest and the 

tinding support that characteristics of entrepreneurial orientation such as being 

innovative, taking calculated risk and being proactive have positive impacts on the 

performance (Kuratko, Ireland, & Hornsby, 2001). Furthermore the research from this 

study show college leaders, described in this study as entrepreneurial leaders, understand 

the value of human capital. The influential power of a transformational president and a 

cohesive leadership team, most of which either appreciate or model his leadership style, 

have lead to a variety of positive performance outcomes. 
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Summary 

Research question one examined the meaning of entrepreneurial leadership and 

the context which it is viewed by college leaders at Perimeter Tech. The literature has 

shown the constructs of leadership, entrepreneurship, and entrepreneurial leadership are 

still loosely defined. Findings from research question one indicate that entrepreneurial 

leadership, like other forms of leadership, is multidimensional and still needs to be 

analyzed for its long-term effectiveness and useful to the contribution to the body of 

knowledge for both entrepreneurship and leadership. The final analysis suggests the 

meaning of entrepreneurial leadership is still somewhat illusive. The results did not 

provide a clear delineation of entrepreneurial leadership from other forms of leadership. 

For the most part, as the literature indicates, entrepreneurial leadership has many of the 

same qualities and characteristics as transformational, transactional, charismatic and 

visionary leadership. 

However, the findings indicate leaders at the college with an entrepreneurial 

mindset have a strategic posture that is inclined to be more innovative, proactive and 

willingly to take calculated risk. As a result, the structure and culture of the college has 

witnessed a transformation that allows for autonomy, open communication, and team 

cohesiveness. Participants noted they believe there is a higher level of trust and integrity 

under the current leadership team's administration. 

Findings from research question one also the degree and levels of entrepreneurial 

action occurring at the college varies between individuals as well as administrative 

divisions. Overall, all participants indicate they have embraced some level or form of 



198 

entrepreneurial behavior. Most participants agree that at various levels and in various 

situations, entrepreneurship can stimulate growth and create value for the institution. 

Findings from research question two indicate there are both economic and social 

value created through entrepreneurial behavior and endeavors at the college. As a result 

of håving a president and other leaders who promote an entrepreneurial mindset, the 

college has witnessed financial stability in recent years. Through the promotion of 

entrepreneurship, the college has introduced innovative programs and services and 

appears to have organized its structure to proactively respond to the demands and 

changes in the environment. 

Finally, the overarching research question for this study was from the perspective 

of college leaders what does it mean to be entrepreneurial. Similarly, Kuratko (2007) 

asked what does it mean to characterize an individual as entrepreneurial. His final 

analysis was "the entrepreneurial perspective is not something a person either has or does 

not have; it is a variable" (p. 4). The findings in this research support Kuratko's analysis. 

Being entrepreneurial, for the participants at Perimeter Tech, is a mindset. It is a way of 

thinking and acting. Therefore, being entrepreneurial, based on participants' responses is 

a strategic attitude that exists in various locations and at various stages within the 

institution. 



CHAPTER 5 

SUMMARY, DISCUSSION, CONCLUSIONS AND IMPLICATIONS 

Summary of the Study 

The purpose of this study was to examine how one community college's 

president, senior-level administrators, and faculty identify with and relate to 

entrepreneurship and entrepreneurial leadership being practiced at the college. 

Researchers suggest entrepreneurship is vital to the stability of the economy (Eyal & 

Kark, 2004; Jones, 2005). According to Zeiss (2003), the pursuit of entrepreneurial 

activities contributes to jobs and innovations. In an ever increasing globally competitive 

environment, which is helping to reshape society, maintaining the status-quo is no longer 

feasible for community colleges (Milliron & de los Santos, 2005). According to Fry 

(2009), since funding support from the states continues to decline while student 

enrollment increases colleges are faced with the reality that business as usual may no 

longer suffice if they are to survive and or grow (Dowd & Grant, 2006; Mupinga & 

Busby, 2008). Likewise, the literature addressing the leadership crisis warns of a 

dangerous shortage of community college leaders to massive retirements within the next 

decade (Amey & VanDerLinden, 2002; Shults, 2001; Weisman & Vaughan, 2002). In the 

current environment of uncertainty, community college leaders are looking to 

entrepreneurship as one solution to help overcome challenges and create opportunities. 
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Leadership plays a pivotal role in creating an entrepreneurial college (Fisher & Koch, 

2004; Roueche & Jones, 2005). Fueling the exploration of new ideas, concepts and 

processes, leadership becomes crucial to creating an environment that responds 

effectively to the challenges brought on by uncertain times. 

This study examined the changing role of community colleges and one college's 

proclivity towards entrepreneurial leadership as a strategic response to myriad challenges 

and opportunities brought about by a dynamic global marketplace. A qualitative case 

study design with a phenomenological approach was employed to address the research 

questions. For this study, the president, senior-level administrators and faculty at a 

community college in the southeastern United States were interviewed and observed. 

There were a total of twelve participants which included the president, the vice president 

and eight senior-level administrators and two directors who report to one of the senior-

level administrators. One of the directors teaches an on-going entrepreneurship class and 

conducts workshops and classes in the small business center. He fulfilled the role of a 

faculty member for the purposes of this study. 

Participants were observed in their natural work setting. Formal and informal 

documents were retrieved from the office of institutional effectiveness and research from 

the college's website. Additional documents were provided by the presidenfs office and 

the researcher retrieved documents from the student services center. The data collected 

were organized, examined and coded to pro vide descriptive accounts of ho w the 

president, senior-level administrators and faculty identify with and relate to 

entrepreneurial leadership. 
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Originally, there was an overarching research question with four supporting 

questions. The overarching research question, from the perspective the college's leader, 

senior-level administrators and faculty, was what does it mean to be entrepreneurial? The 

supporting questions guiding this study were: 

1. What does it mean to be an entrepreneurial leader? 

2. What are the underlying themes and contexts that account for this view of 

being an entrepreneurial leader? 

3. What evidence of entrepreneurship or entrepreneurial leadership can be found 

in the activities or experiences of college leaders, administrators, or faculty? 

4. What are the leadership practices of community college leaders and do these 

practices align with activities considered to be entrepreneurial in nature in an 

effort to address the emerging realities and challenges of the institution? If so, 

how? 

Codes for analysis were generated from the data and themes were formulated 

using analytic induction to explain the findings. Analytic induction is an analysis 

procedure that begins with working hypothesis then examines qualitative data in order to 

develop "universal statements" that contain essential features of a phenomenon of interest 

(Bogdan & Biklen, 2007). The following two hypotheses were formulated: 

1. The president's entrepreneurial attitude (spirit) is the reason for the amount of 

entrepreneurial activity occurring at the school. 

2. While the college may operate entrepreneurially in an overall sense, there are 

still divisions within the college that are not entrepreneurial in character. 
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During the analysis of data, research questions one through four were collapsed to 

manage the data and to logically present the findings. The two new research questions 

were: 

1. What does it mean to be an entrepreneurial leader and what is the context 

which accounts for this view? 

2. What are the president, senior-level administrators and faculty's 

entrepreneurship and leadership practices and what evidence can be found that 

these practices align with activities that address the emerging realities and 

challenges of the institution? 

The research findings were organized into specific themes. Recurrent themes 

were classified as major themes and some major themes also contain subcategories. 

Along with major themes, subcategories were listed and illustrated with detailed 

descriptions which include specific events, quotations, and related text from interviews 

and documents under the major findings. The five major themes were: (1) leadership is 

multidimensional; (2) leaders' attributes create a motivated culture; (3) entrepreneurial 

behavior is the conduit to a strategic organization; (4) varying views on entrepreneurship 

are based on experience and administrative position; and (5) entrepreneurial practices 

have a legitimate role in the sustainability of the college. I reported findings based on the 

themes in order to answer the research question. This process allowed me to develop 

conclusions about how the community college leaders relate to and identify with 

entrepreneurial leadership. 
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I also revisited the two hypotheses formulated in chapter three. The two 

hypotheses were: (1) The presidenfs entrepreneurial attitude (spirit) is the reason for the 

amount of entrepreneurial activity occurring at the school; and (2) While the college may 

operate entrepreneurially in an overall sense, there are still divisions within the college 

that are not entrepreneurial in character. Neither of these hypotheses were found to be 

entirely true. While the findings for the first hypothesis indicate participants consider the 

president to be an entrepreneurial leader, the amount of entrepreneurial activity cannot 

solely be contributed to his attitude alone. Dr. Adams admits that he cannot and does not 

take credit for the progress and success in the amount of entrepreneurial activity the 

college has been involved in recent years. Based on indirect comments made by Dr. 

Adams and other respondents the amount of activity can be contributed to "håving the 

right people on the right but going in the right direction." Therefore participants consider 

achieving progress and success to be a team effort. Additionally, some participants had 

previous experience as an entrepreneur or had a proclivity for entrepreneurship so they 

already had an entrepreneurial mindset. 

The conclusion for the second hypothesis was not ascertained as easily as the first 

hypothesis. Based on research describing the characteristics and attributes of an 

entrepreneurial college, Perimeter Tech does fit within the category of an entrepreneurial 

college. In fact all respondents provided examples of some sort of entrepreneurial activity 

håving occurred or currently taking place at the college. Therefore, my first conclusion 

was that the second hypothesis was not a true statement. However, after reanalyzing the 

data, I believe the second hypothesis needed a slight modification for the assumption to 



be true. Based on the findings from theme four which revealed that views on 

entrepreneurship varied depending on experience and administrative position, the second 

hypothesis was also revised. As a result, the reformulated hypotheses are: 

1. It is a combination of executive team member's attitudes including the 

president that create the entrepreneurial spirit which is the reason for the 

amount of entrepreneurial activity occurring at the college. 

2. While the college may operate entrepreneurially in an overall sense, there are 

organizational controls that limit an individual 's amount or type of 

entrepreneurial activity within the college. 

Summary of the Major Findings 

The primary objective of this qualitative analysis was to explore how one 

community college's president, senior-level administrators, and faculty identify with and 

relate to entrepreneurship and entrepreneurial leadership being practiced at the institution. 

From the data gathered at Perimeter Technical Community College, five themes that 

addressed the research questions were identified: (a) leadership and entrepreneurship are 

multidimensional; (b) leaders' attributes create a motivated culture within the institution; 

(c) entrepreneurial behavior is the conduit to a strategic organization; (d) varying views 

on entrepreneurship are based on experience and administrative position; and (e) 

entrepreneurial practices have a legitimate role in the sustainability of the college. The 

study findings illustrate how college leaders view entrepreneurship and entrepreneurial 

leadership throughout the institution. 
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Research question one exposed the concept of entrepreneurial leadership is still an 

unfamiliar or loosely defined phenomenon to some administrators and scholars. Another 

finding is there are a number of internal and external factors affecting the degree or level 

of entrepreneurship practiced by leaders at the college. However, it appears the overall 

culture of the organization has adopted more of an "out of the box," creative thinking 

approach, which is attributed to the entrepreneurial mindset of the president and most of 

his senior-level administrative staff. 

Research question two exposed there are a number of benefits to the leadership 

and entrepreneurial practices implemented by leadership. The findings also indicate 

positive outcomes were both tangible and intangible. The obvious tangible outcomes 

were increases in funding and in in-kind donations, as well as the creation of innovative 

technology that has the potential to generate a separate revenue stream for the college. 

The intangible benefits were represented by the amount of job satisfaction and affective 

commitment represented in the attitudes of many of the participants in the study. 

Discussion of Findings 

While community colleges have a history of resiliency and being responsive to 

the labor market, they, along with, other institutions of higher education, have been 

overwhelmed with numerous challenges in recent years. The findings from this study 

imply community college leadership that is open to innovation, calculated risk-taking and 

proactive ideas, have the potential to transform the way they do business and meet the 

needs of the communities and regions they serve. 



Additionally, it is important to note leaders appear to be effective at initiating 

value-added strategies that allow for an efficient operation of the college. A prime 

example is while colleges in its state were cutting back, Perimeter Tech gave a three 

percent raise to faculty in the last fiscal year. The credit for being able to carry out this 

achievement is spread across the board from the president's leadership to the clerical 

staff. The culture and structure of the college has been infused by the president and other 

members of the leadership team's entrepreneurial spirit. 

Finally, I must mention that the lack of a clear definition and meaning for 

entrepreneurial leadership does not diminish the power and benefits of entrepreneurship 

reported by leaders at the college. However, it adds another dimension of the loosely 

defined constructs of leadership and entrepreneurship. The efficacy of entrepreneurial 

leadership behavior and significance of value were not clearly exposed through this 

research. 

Conclusions 

This qualitative case study of one community college's ideology on 

entrepreneurship and entrepreneurial leadership pro vides an examination of phenomena 

in which limited data have been empirically reported. Perimeter Tech is a not unlike 

many of the community colleges across this nation. Similar to most public community 

colleges in America, it is coping with a dynamic external market. Contributors to the 

dynamic market include increasingly complex social needs, heightened competition for 

financial and human resources, increased regulations and accountability along with 

escalating cost such as in remedial education in from a diverse and underprepared 
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student population. Researchers suggest dynamic markets feature innovation-based 

competition, price and performance rivalry, decreasing returns and the "creative 

destruction of existing competencies" (Schumpeter, 1934 as cited by Tarabishy et al., 

2005, p. 20). Underlying these dynamics is the question of sustainable growth from 

financial support and perceived value in the services the college is providing to the 

community. The second major challenge continues to be the formal and informal 

organizational management control systems that can stymie entrepreneurial progress due 

to administrative constraints such as in the case with adherences to SACS and other state 

and federal policies. 

As a result of these conclusions, the conceptual framework for this study (see 

Figure 1) needs to be revisited to adjust for conditions not addressed in the first model. 

The new framework in Figure 2 has been redesigned to acknowledge the impact of the 

external environment on the internal organization as well as interdepartmental 

management variables represented as organizational controls. The framework shows that 

dynamism and internal organizational controls have an effect on an individual and or 

organization's entrepreneurial (strategic posture) orientation. 
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Figure 2. A redesigned conceptual model of entrepreneurial leadership. 

The dynamic market shown in the framework above represents the unpredictable 

and rapid change which increases uncertainty and subsequently impacted the intensity in 

which some leaders exhibited an entrepreneurial orientation. The moderating effect of the 

dynamic market on decision making and performance needs to be considered when 

examining entrepreneurial orientation. Likewise, the influence of internal management 

variables should be considered for possible implications on the level or degree of 

entrepreneurship practiced within an organization. 

The findings indicate leadership at Perimeter Tech promotes entrepreneurial 

behavior that appears to challenge the status quo. As the external environment from the 

change in demographics with the student population to the governance and funding of the 

college from the state and local level, participants recognize that managing the change 

process includes changing their own behaviors, securing commitment to the change 

process, and conveying a need for change to take the college to the next level. Adopting 

and enacting innovative, proactive and risk-taking behavior is encouraged and accepted 
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and it appears to be transforming the organizational culture. President Adams, along with 

the leadership team, recognizes that it is important for him to communicate the vision and 

for the rest of his leadership team to ensure it is accomplished. This strategy works best 

in an atmosphere where trust and integrity have created an environment of satisfied and 

affective workers. Respondents indicated that leadership approaches such as showing 

concern and allowing for participation in decision-making and leaders who communicate 

effectively have created a culture receptive to transforming and going to the next level. 

As a result of this case study, I suggest that being entrepreneurial is a mindset. It 

is a way of thinking and acting. It is the way an individual perceives, creates or 

recognizes opportunities. What may not seem like an opportunity to one could become 

the ticket to success for another. Being entrepreneurial does not mean individual actors 

are never innovative, proactive or risk takers. On the contrary, individuals, as well as 

community colleges, by nature have an entrepreneurial propensity at various stages of 

life. However, entrepreneurs and leaders who utilize entrepreneurship understand they 

must be more innovative, more proactive and more willing to take a risk and move 

beyond the status quo for growth and survival of the organization. 

Implications 

Recently America has seen the bailout of the auto and banking industry. Federal 

officials believed a bailout was necessary to keep the economy running. The question for 

educational leaders concerned with the state of higher education, which continues to 

experience reductions in funding, is "who is going to bail out higher education?" 

Furthermore, where will community colleges fall along the spectrum of institutions 
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vying for public and private support? There are only so many available tax dollars and 

taxpayers believe they have been taxed enough. Although community colleges are the 

least supported sector of education, the research supports they have been able to produce 

the vast majority of higher-skilled workers. Is it reasonable to think community colleges 

can continue to keep up with the demands and perform at the level needed to produce 

the labor pool of workers needed to help grow, even sustain, the American economy? 

With limited resources but increased enrollment, challenges and opportunities like these 

call for a clearer focus on how community colleges operate as organizations. 

If community colleges are going to keep the open-door policy a part of their 

mission, it appears that being proactive, innovative, creative, and calculated-risk takers 

will become the rule and not the exception. The traditional model of operating appears 

inefficient. Recently, while interviewing the president of another community college 

recognized for its high degree of entrepreneurial activity, the president stated community 

colleges must learn to become more entrepreneurial; they must become educational 

enterprises (Zeiss, January 28, 2010 personal communication). He believes, by 

increasing their entrepreneurial activities, community colleges are able to transition from 

being public supported to publicly assisted. An ideology of this nature, where leaders are 

focused on being more efficient and self-reliant can lead to higher education håving 

greater control over its own destiny. 

The test for community college leaders, especially the president and senior 

leadership is whether they are willing to make the necessary changes in their thinking 

and adopt an entrepreneurial mindset if they don't already have one. Given that doing 
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more with less has become the norm for community colleges and higher education in 

general, will college leaders be willing to move from the traditional way of doing 

business and adopt a corporate model. Years ago, Peter Drucker (2002) stated that most 

people are not fond of change. But, change is the only thing constant; therefore, higher 

education leaders will need to be increasingly innovative, aggressively proactive and 

more adept at taking calculated risk in how they handle uncertainty and create 

opportunities for their institutions. To face the uncertainty of the future, community 

colleges may need to review their practices and actively search for new ways to practice 

flexibility, and increase its capacity of innovation, proactiveness and risk taking. 

Drucker believed that organizations will not survive in times of rapid change and 

innovation if they do not maintain an entrepreneur's proficiency. Community colleges 

looking for strategies to help with growth, survival or sustainability may consider the 

strengthening of entrepreneurship along with leadership practices as an objective for 

building its responsiveness to a globalized and changing environment. 

Recommendations for Future Research 

The findings in this study suggest more research is needed that explores various 

levels of leader's entrepreneurial behavior and the effects organizational change. 

Leadership was recognized as the most important factor in creating and sustaining 

entrepreneurial behavior at the college. More longitudinal studies need to occur to 

observe if a leader's entrepreneurial mind-set has a long-term effect on the performance 

of the college. Additionally, more research is needed on the effectiveness of self-

described entrepreneurial leaders in implementing entrepreneurial practices within their 
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institutions. Furthermore, studies examining the incorporation of social and corporate 

leadership frameworks into an academic environment warrant attention. One final area 

of recommendation is for research that examines the learning process that facilitates the 

development of entrepreneurial foresight needed to behave innovatively, creatively and 

or proactively. This type of research may have strong implications as to how 

entrepreneurship can or should be taught in higher education programs. 
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From: Cassandra Crute 
PhD. student Mercer University 
Atlanta, GA 

Re: Assessment of College Administrator's willingness to participate in a research study 

Dear College Administrator, 

I am a Ph.D. student in the Educational Leadership department of Mercer University in Atlanta, Georgia 
and I am about to embark on a phenomenological research study for my dissertation. My research will 
examine the phenomenon of entrepreneurship and entrepreneurial leadership within community colleges. 
The purpose of my research is to pro vide a better understanding of the meaning of entrepreneurship and 
entrepreneurial leadership at community/technical colleges. I believe a better understanding will lead to 
economic growth, development and sustainability for community colleges. 

I have been researching various community colleges to determine which institutions are involved in a 
significant amount of entrepreneurial activity. Based on the information I have gathered from your website, 
I I ^ H I I ^ I ^ I ^ H ^ ^ I ^ ^ ^ I ^ I is heavily involved in entrepreneurial activity. As a result, I am 
writing to assess your willingness to be participants in the research for my dissertation. I will be conducting 
interviews, observations, document analysis and possible surveys with key administrators at a community 
college involved in entrepreneurial activity. Research has shown that some colleges are referring to 
themselves as entrepreneurial community colleges. My research will examine what it means to be 
entrepreneurial and what is entrepreneurial leadership. Therefore, for research purposes, it is not a criterion 
to be referenced an entrepreneurial community college. My criteria for being entrepreneurial are based on 
the number and scope of economic initiatives undertaken within the college. 

If I am allowed to utilize the college in my research, I would be considerate of all participants time. There 
are key people I would like to interview, starting with President ^ ^ | Initial interviews will be no longer 
than 60 to 90 minutes. There may be a need for a follow-up interview however the second interview may 
not be as extensive as the first and should not require as much time. I would like to spend some time at the 
college, a few days to a week, observing possibly a strategic planning or senate faculty meeting which 
involves the discussion of entrepreneurial activity. I am open to what you as administrators will allow me 
to do. I am not expecting you to change your schedule to accommodate me. I will make every effort to not 
disrupt your normal workflow. 

You are in no way obligated to participate. However, based on the information provided by your website, I 
believe you could add valuable insight to the research on entrepreneurial leadership at community colleges. 
I have attached my research proposal so that you can read more about what I will be doing in my research. 

I am not expecting to hear a response from everyone; I just was uncertain who should receive the initial 
email; therefore I sent it to several of you. I would appreciate a response within the next seven days or as 
soon as possible. 

Thank you for the opportunity to inquire. I look forward to hearing from you. 

Sincerely, 
Cassandra D. Crute 
Mercer Ph.D. student 
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U N I V E R S I T Y 

Tift College of Education 
3001 Mercer University Dr. 

Atlanta, GA 30341: Tel: 678-547-6330 
Fax: 678-547-6055 

Informed Consent 
Leading Entrepreneurially: Understanding How Community College Leaders Identify with and 

Relate to Entrepreneurial Leadership 

You are being asked to participate in a research study. Before you give your consent to 
volunteer, it is important that you read the following information and ask as many questions as 
necessary to be sure you understand what you will be asked to do. 

Investigators 
Cassandra Crute. PhD Candidate, Tift College of Education, Mercer University, 3001 Mercer 
University Dr., Atlanta, GA 30341: Tel: 678-547-6330. Faculty Advisors: Dr. Elaine Artman, Dr. 
Dia Sekayi, and Dr. Wynnetta Scott-Simmons, Tift College of Education, Mercer University. 

Purpose of the Research 
This qualitative research study is designed to understand and describe how college leaders, 
administrators, and faculty identify with, and relate to the phenomenon of entrepreneurial 
leadership. It also seeks to understand and describe the nature and degree of entrepreneurial 
leadership at one community college. The data from this research will be used to describe the 
essence of leading entrepreneurially and what it means to be an entrepreneurial leader. The 
leadership practices and strategies examined in this research may contribute to the long-term 
growth and survival of colleges. The data from this research will be summarized and reported in 
the results section of the Investigator's dissertation. The data collected seeks to assist and 
provide strategies to college leaders facing emerging funding and or leadership challenges and 
pressures. 

Procedures 
If you volunteer to participate in this study, you will be asked to participate in an semi-structured 
audio-taped interview and possibly a focus group, assist the Investigator in finding college 
documents, and allow the Investigator to observe you in meetings or programs. Your 
participation will take approximately one workday. This can be completed in one day or over the 
course of several weeks, depending on your availability. 

Potential Risks or Discomforts 
There are no foreseeable risks associated with the study. You have the right, at anytime, to 
discontinue participation, either temporarily or permanently. 
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Potential Benefits of the Research 
The results of this study will be used to offer insight into entrepreneurial leadership and provide 
useful information for college leaders, policymakers, other external stakeholders and developing 
leaders who are seeking to become entrepreneurial leaders. By examining the lived experiences of 
college leaders, administrators and faculty involved in entrepreneurial leadership and activity, 
results of this research could prove beneficial to higher education institutions attempting to 
strategically adapt to a complex and continuously changing environment. 

Confidentiality and Data Storage 
The settings and the participants will not be identified in print. However, your interview 
comments might be quoted using a fictitious nåme and institutional identification. The location 
of the college and features of the settings will be disguised to appear similar to several possible 
institutions. Code names, represented by letters and numbers, will be used to identify participants 
in the study when transcribing audio tapes. The objective of the audio-taped interviews will be to 
allow participants to talk about themselves, their experiences, and their entrepreneurial activities 
and behaviors. Additionally, all data collected will be kept under lock and key at the 
investigator's home for at least 3 years after the completion of the study and after that time will 
be destroyed. The investigator and her advisors, which include Dr. Artman and Dr. Sekayi, will 
have access to the data. Individual responses will not be shared with your institution. 

Participation and Withdrawal 
Your participation in this research study is voluntary. As a participant you may refuse to 
participate at anytime. To withdraw from the study please contact Cassandra Crute, Principal 
Investigator, at 770-413-8496 or the Mercer University faculty advisors at 678-547-6634or 678-
547-6636. 

Questions about the Research 
If you have any questions about the research, please speak with Cassandra Crute at 770-413-
8496, or you may contact Dr. Elaine Artman at 678-547-6162. 

Audio or Video Taping 
All interviews will be taped. Portions of your conversation(s) with the Investigator will be audio 
and possibly video-taped; therefore permission is requested to use your information in the 
research study. As a participant, you will not be identified in print. Participants will have the 
opportunity to review and request modification of transcripts before the data is used in the study. 
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This project has been reviewed and approved by Mercer University's IRB. If you believe 
there is any infringement upon your rights as a research subject, you may contact the IRB Chair, 
at(478)301-4101. 

You have been given the opportunity to ask questions and these have been answered to your 
satisfaction. Your signature below indicates your voluntary agreement to participate in this 
research study. 

Signature of Research Participant Date 

Participant Nåme (Please Print) Date 

Signature of Person Obtaining Consent Date 
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Qualitative Semi-Structured Interview Questions 

1. What is your current position? 

2. What are your responsibilities? 

3. How does your role fit into the college's mission? 

4. Describe what it means to be an entrepreneurial leader. 

5. Do you consider yourself to be an entrepreneurial leader? Why or why not. 

6. Can you provide examples of entrepreneurship or entrepreneurial leadership being 
practiced here at the college? 

7. What skills or qualities would a person need to fill your position? What about the 
president's position? 

8. Have you been involved in activities or programs would you consider entrepreneurial 
in nature where you had a decision making role? 

9. Besides yourself describe someone whom you consider to be an entrepreneurial 
leader. Why? 
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