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Abstract 

This research used a practitioner research methodology to explore how entrepreneurial 

learning could be improved for early-stage creative entrepreneurs in the process of 

commercializing their ideas. Specifically, this research considered if effectuation, as logic of 

‘expert entrepreneurs,’ could be taught to and applied by creative entrepreneurs who otherwise 

lacked significant entrepreneurial experience.  

Six participants took part in a hands-on coaching program called Make it to Market, 

where I played the dual role of researcher and ‘Learning Coach,’ facilitating the program 

delivery through individual and group coaching sessions. Each of the participants ran their own 

creative venture and applied the learnings of Make it to Market in real time to their 

entrepreneurial practice. The coaching sessions were recorded as data over a ten-week period, 

capturing the entrepreneurial learning process in real time for each participant. The data were 

analyzed using multiple-case study method, embodying a general inductive approach that 

resulted in six thematic categories for in-depth analysis of the ‘fit’ of effectuation for creative 

entrepreneurs. 

The research findings supported the teaching and use of effectuation among creative 

entrepreneurs; however, not without adaptations to assist them in how to navigate the early 

stages of the effectuation process. Consistently, the participants were unable to make 

commitments with other stakeholders, a key stage in the original effectuation model where 

entrepreneurial goals transcend from “me” to “we.” A key finding was the necessity to recognize 

and build upon entrepreneurial self-efficacy early in the process, which can be done through 

knowledge/skill building and encouraging reflection. An early-stage effectuation model is 
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proposed to overcome these gaps. The research also offers key insights from the perspective of a 

Learning Coach, including the presentation of a ‘Coaching Wheel’ to help navigate the in-the-

moment coaching process. 

At a high level, this research challenges how best to go about supporting early-stage 

creative entrepreneurs who’s foray into entrepreneurship may have been ad hoc or 

unconventional. 
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Chapter 1: Introduction 

Research Purpose 

The purpose of my research was to consider how to best support early-stage creative 

entrepreneurs who are in the process of commercializing their ideas. The journey of a creative 

entrepreneur begins as an individual pursuit, seeking sustenance through their own creativity 

rather than traditional employment or labour roles. As such, many creative entrepreneurs have 

specialized skills sets that do not include entrepreneurial skills and struggle to make the 

transition from ‘hobbiest’ or ‘artist’ to thriving entrepreneur. They can get stuck in this phase for 

many years, never realizing the creative or economic success they aspire to. 

I use the term “early-stage creative entrepreneurs” to delineate a demographic of creative 

entrepreneurs who already have the basics of a business established and some degree of success 

selling their products/services; yet, they are not financially self-sufficient or able to commit to 

their ventures full-time. This research was inspired by my sense that these creative individuals 

are underserved by traditional business support resources and could uniquely benefit from a 

more hands-on, experiential, reflective, incremental approach to entrepreneurial learning.  

In the broader context, I was interested in how supporting early-stage creative 

entrepreneurs could energize our creative economy. I have always been interested in aspects of 

self-sufficiency and self-employment, especially in circumstances where traditional employment 

is less accessible, desirable or in transition. People need to find a way to live and support 

themselves and there is something about “making stuff” or “making stuff up” and selling it that 

has always appealed to me, and even more so when one can make a living doing it. 
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In particular, I was interested in exploring the role of effectual logic (Sarasvathy, 2001) 

as it applied to the journey of early-stage creative entrepreneurs. My own experience with this 

group has been that they defy a conventional ‘business plan’ approach of projections and targets 

in favour of an inward assessment of personal goals and immediately available resources, 

knowledge and connections. This parallels with the very starting point of effectual logic: who I 

am, what I know and who I know (Sarasvathy, 2001).  

This research considers what is required to first ‘build’ the entrepreneurial acumen of 

early-stage creative entrepreneurs while also considering their eventual integration into 

entrepreneurial communities and the places they live. From ‘individual' to ’space' to ‘place’ this 

presents an opportunity for these creative entrepreneurs to establish themselves independently, 

work collectively with peers and work collaboratively with other sectors to realize their 

contribution to the creative economy of Canada. 

Clarification of Terms 

The following terms are used throughout this dissertation and are defined here for clarity. 

Early-stage Creative Entrepreneur 

A creative entrepreneur is someone who uses their imagination, talents and skills to 

increase an idea’s value and bring it to market (Howkins, 2013). An early-stage creative 

entrepreneur is in the early stages of their venture with unrealized entrepreneurial aspirations, 

including financial self-sufficiency and an ability to commit full-time. 

Often when one thinks of a creative entrepreneur, they think of an artist, designer or 

‘maker’ that makes some sort of artifact for sale. Indeed, these are creative entrepreneurs; 

however, this dissertation invites you to think more broadly to include service-oriented 
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businesses that originate as a figment of the imagination and embody a person’s personal talents 

and skills. Creative entrepreneurs may even lead law firms, dentist offices or sports teams if they 

are proceeding in a way that brings imagination and new ideas into the marketplace; for example, 

a dentist may be considered a ‘creative entrepreneur’ if she operates outside of the norms of a 

‘dental office,’ perhaps by offering a mobile service that caters to people with mobility 

challenges, or specializes in a niche field such as on-site, 3D printing of crowns or implants. 

There are infinite ways to re-imagine traditional, professional services.  

The reader will meet six early-stage creative entrepreneurs in this study: a designer, a 

leadership coach, a sewist, a ceramicist, a videographer and a small-scale compost manufacturer. 

Each one has struggled to build and scale their creative ventures and this research enabled me to 

join their world and explore their challenges first-hand. 

A full discussion on creative entrepreneurs that expands on this definition and the 

rationale for it is included in Chapter 2.  

Creative Economy 

The ‘creative economy’ is an economic system where value is based on novel, 

imaginative ideas rather than the traditional resources of land, labour and capital (Howkins, 

2013). Development of the creative economy presents a popular, post-industrial solution for 

declining regions to deal with an increasingly uncertain world to create jobs, sustain livelihoods 

and address social challenges (Jones & Warren, 2016).   

The term ‘creative economy’ was first acknowledged by the United Nations in 2008 to 

include, “any economic activity producing symbolic products with a heavy reliance on 

intellectual property and for as wide a market as possible (UNCTAD, 2010, p. 7). It is commonly 
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associated with the classification of creative industries, which varies widely by nation 

(UNCTAD, 2010). These classifications are commonly used for the purpose of prioritizing 

‘creative’ funding by governments. 

Effectuation 

Effectuation is defined as: “A logic of thinking, discovered through scientific research, 

used by expert entrepreneurs to build successful ventures” (SEA, n.d.). 

Effectuation was detected and coined by Saras Sarasvathy (2001), who went on a quest to 

learn “What makes entrepreneurs entrepreneurial?” (also the title of her seminal paper). While a 

full overview is pending in Chapter 2, a quick way to understand effectuation is that 

entrepreneurs ‘effect’ their future by controlling what they can control and making incremental 

decisions using resources at hand while mitigating risk and interacting with others.  

This is contrary to the mainstream concept of ‘causation’ where entrepreneurs predict 

‘cause and effect’ outcomes through pathways such as business plans, market research and sales 

projections to navigate what is essentially unknown and unknowable (hence, relying on 

prediction).  

Several terms are often used interchangeably to represent the contrast between these logic 

approaches:  

• effectuation versus causation; 

• effectual logic versus causal logic; 

• effectual reasoning versus causal reasoning. 

In all instances, this is simply referring to a predominant way of making business 

decisions; namely, whether an entrepreneur is using effectual or causal logic. 
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Entrepreneurial Learning 

The following quote offers a comprehensive definition of entrepreneurial learning that is 

fitting for this dissertation:  

Entrepreneurial learning is taken to mean learning to work in entrepreneurial ways. But it 

is not only acquiring the functional “knowing”, it involves actively “doing” as well as 

understanding “what it is that works” and realizing that one “can do it”. In 

entrepreneurial learning, knowing, acting and making sense are interconnected. (Rae, 

2000, p. 151) 

Entrepreneurial learning is a reflective process, one that can happen through the trials and 

errors of everyday entrepreneurial life or through a more structured setting such as a classroom 

environment. Central to this dissertation is the question of how entrepreneurial learning can be 

improved for early-stage creative entrepreneurs. 

Research Questions & Objectives 

The research was guided by one main research question and two sub-research questions: 

Main research question 

• What is the experience of creative entrepreneurs as they engage in a structured process of 

entrepreneurial learning to commercialize their ideas? 

Sub research questions 

§ How are the principles of effectuation learned and applied by creative entrepreneurs? 

§ How can entrepreneurial learning be improved for creative entrepreneurs? 

The research objective was to capture the entrepreneurial learning experiences of early-

stage creative entrepreneurs as they were exposed to the principles of effectual logic. This was 
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done through an exploratory research design that facilitated capturing the lived experience of 

creative entrepreneurs (the participants) as they commercialized their creative ideas and built 

their ventures.  

In doing so, this research aimed to (a) discover optimal ways in which effectual logic 

may be learned and applied by early-stage creative entrepreneurs; (b) reveal ways that improve 

the effectiveness of entrepreneurial learning; and (c) tell stories of the real-world application of 

entrepreneurial learning among early-stage creative entrepreneurs so others can learn from their 

individual and collective experiences. This offers benefits for practice as others take on the role 

of coaching early-stage creative entrepreneurs with an effectuation lens. Early-stage creative 

entrepreneurs need to learn how to navigate additional supports and stakeholders to fully realize 

their entrepreneurial aspirations. 

Context and Significance of Study 

There are three broad contexts that highlight the significance of supporting early-stage 

creative entrepreneurs: the transition away from resource-based economies, the emergent 

prioritization of creative industries in Canada, and the lasting impacts of the Covid-19 pandemic. 

The shift from resource-focused economies to more innovative place-based approaches to 

stimulate regional economic development makes for a compelling case to nurture the creative 

economy within Canada. Companies in the traditional economy operate with scarce material 

resources, over which they assert permanent property rights, and compete primarily on price. In 

the creative economy, individuals use resources that are infinite, over which they assert 

intellectual rights that do not compete primarily on price. This has shifted from a world of 
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diminishing returns, based on scarcity of physical objects, to a world of increasing returns based 

on the infinite possibility of ideas that can be turned into businesses (Howkins, 2013). 

How does this apply to early-stage creative entrepreneurs? Whether or not they live in 

urban centres or smaller communities, the very need for self-sufficiency and resourcefulness to 

earn a living is the domain of these creative entrepreneurs. While creative entrepreneurship can 

occur anywhere, for creative entrepreneurs living outside of major urban centres (i.e. smaller 

communities) that have less direct access to common entrepreneurial supports (for example, 

business networking meet ups, small business support centers, coworking places, makerspaces, 

technology incubators, and chambers) there is an increased need to think resourcefully, 

contextually and sustainably about entrepreneurial endeavours.  

In 2017, the Canadian Government published the Creative Canada Policy Framework, 

with the mandate to position Canada as a world leader in putting creative industries as the centre 

of its future economy (Canadian Government, 2017). The framework prioritizes nationalism 

through the promotion and distribution of Canadian content through the use of existing 

institutions, legislation, policies, regulations and funding opportunities. While this recognition is 

heavily arts-based and focused on promoting nationalism, it at least prioritizes the need for 

creative Canadians in the upcoming economy. It is not comprehensive; there will always be a 

grey area as to who is ‘creative’ and whether they fit neatly into a ‘creative industry’ silo, a 

common problem throughout multiple countries that have attempted creative economy policies 

(UNCTAD, 2010). There are two approaches to acknowledging this policy directive as it related 

to early-stage creative entrepreneurs. The first is to embrace it, making clear connections to 

early-stage creative entrepreneurs and opportunities they may not be aware of that would be 



HOW CAN ENTREPRENEURIAL LEARNING BE IMPROVED 20 

helpful. The second approach is to acknowledge that it currently excludes “non-artist” creative 

entrepreneurs, at least for now, and therefore there is a deep need to promote entrepreneurial 

learning among this demographic of entrepreneurs to participate in the creative economy. 

Lastly, the timing of this dissertation (2021) coincides with early outcomes of the Covid-

19 pandemic. The Canadian unemployment rate jumped to 9.75% in 2020 from 5.67% in 2019 

(Statista, 2021). According to the OECD, creative and cultural sectors were among the hardest 

hit by the pandemic in 2020, accounting for 0.8% to 5.5% of jobs at risk (OECD, 2020). 

Predictably, some will turn to self-employment though things are still uncertain and 

unprecedented without data to project post-Covid-19 trends. If a creative individual has an idea 

and now finds themselves unemployed at home without a competing agenda for their time, this is 

an era to explore entrepreneurial aspirations. 

Yet, it may be challenging to find economic support to transition into an entrepreneurial 

lifestyle. Covid-19 recovery policies are ill-equipped to support entrepreneurs with non-

traditional business models (OECD, 2020). While the Canadian government has been quick to 

provide economic support to existing businesses including wage subsidies, interest-free loans, 

guaranteed loans and rent subsidy (Government of Canada, n.d.-b), there are no new means to 

support startup ventures beyond the existing infrastructure. 

This means that those who do turn to an entrepreneurial way of life will have to be 

particularly resourceful with the resources they have. Early-stage creative entrepreneurs, with 

their innovative mindsets and ability to conjure things from the imagination with limited 

resources, may be ideally suited to exploit market challenges in the 2020s and energize the 

creative economy. For this to happen, we need to understand the experience of early-stage 
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creative entrepreneurs as they embark on entrepreneurial learning, with an aim to learn how we 

can improve entrepreneurial learning for them, the focus of this dissertation.  
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Chapter 2: Literature Review 

Overview 

This literature review explores key themes and concepts relevant to this research. It 

begins with the subject of the research, creative entrepreneurs, followed by a review of 

effectuation, entrepreneurial self-efficacy and entrepreneurial learning. Each theme/concept is 

accompanied by how it intersects with the previous themes/concepts for an integrated 

exploration of why they were brought together for this study.  

Creative Entrepreneurs, Early-stage Creative Entrepreneurs and Creative Industries 

A creative entrepreneur is someone who relies on their own talents and skills to 

commercialize ideas and establish themselves in the marketplace (Howkins, 2013). Relevant to 

this research, I have chosen the term “early-stage creative entrepreneurs” to capture the emergent 

stage of the participants in the study. Specifically, this “early-stage” descriptor means they have 

had some success selling their products/services but are not yet financially viable or committed 

full-time to their creative ventures. They are not complete novices, nor are they anywhere near 

the level of entrepreneurial success that they aspire to. 

Creative entrepreneurs are commonly thought to be people who work in the creative 

industries. Others who have conducted research on creative entrepreneurs (Bujor & Avasilcai, 

2016; Bhansing, Hitters & Wijngaarden, 2018; Patten, 2016; Rae, 2012) have adhered to this 

criterion. That said, it is the definition of ‘creative industries’ that varies by country and has 

evolved in breadth over time.  

The term, creative industries, was popularized by the British Government in 1998. Under 

the Department for Digital, Culture, Media and Sport (DCMS), the term was used to reposition 
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the economy as one driven by creativity and innovation. Fourteen sectors were labelled as 

‘creative industries’ including: advertising, antiques, architecture, crafts, design, fashion, film, 

leisure, software, music, performing arts, publishing, software and TV and radio (DCMS, 1998). 

Other countries followed the trend, tweaking sectors that were left in, or out, according to 

national interests; for example, China included tradeshows as a creative industry sector and the 

United States included home furnishings (Howkins, 2013).  

The United Nations, via the United Nations Conference on Trade and Development 

(UNCTAD), first recognized creative industries in 2008 with the publication of the Creative 

Economy Report. The UNCTAD considered these models in developing a new classification 

system to enlarge the scope of creative classification to extend past “having an artistic 

component” to “any economic activity producing symbolic products with a heavy reliance on 

intellectual property and for as wide a market as possible” (UNCTAD, 2010, p. 7). This resulted 

in the following description: 

“The creative industries:  

• Are the cycles of creation, production and distribution of goods and services that use 

creativity and intellectual capital as primary inputs; 

• Constitute a set of knowledge-based activities, focused on but not limited to arts, 

potentially generating revenues from trade and intellectual property rights; 

• Comprise tangible products and intangible intellectual or artistic services with 

creative content, economic value and market objectives; 

• Stand at the crossroads of the artisan, services and industrial sectors; and 

• Constitute a new dynamic sector in world trade” (UNCTAD, 2010, p. 8).  
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The UNCTAD definition above aligns with Howkins’ (2013) definition of creative 

entrepreneurs, where they use creativity to unlock the wealth that lies within themselves, relying 

on their imagination and ideas to conceive of creative products. Creative products (which may be 

goods or services) were defined to be those that result from creative activity with recognizable 

economic value (Howkins, 2013). 

In Canada, our national approach took a narrower view of defining creative industries for 

the purpose of policy development and related funding opportunities. Various funding initiatives 

(Canada Music Fund, Canada Book Fund, Canada Council for the Arts and Canada Telefilm, for 

example) lean towards categorization similar to that in the UK with an emphasis on sectors 

stemming from traditional arts. Specifically, the Creative Export Canada program limits 

applicants to those in the following creative industries: audiovisual, design, music, performing 

arts, publishing, visual art or interactive digital media supporting any of the former (Government 

of Canada, n.d.-a).  

The Creative Canada Policy Framework positions Canada as a world leader in promoting 

its creative industries (Government of Canada, 2017), namely by using existing national 

institutions, legislation, policies, regulations and funding opportunities to do so. This 

prioritization matters to creative entrepreneurs in Canada because it recognizes their potential for 

significant economic contribution among a group of people who have often been portrayed as 

“artists,” “hobbiests,” or “side-hustlers.” However, there are obvious gaps and outdated models 

with strong emphasis on the word “funding” that do little to promote entrepreneurial learning 

that would help early-stage creative entrepreneurs thrive. National institutions retain focus on 

key sectors such as museums, music/radio, traditional arts, television and film and Canadian 
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history. This is not broad representation or support for creative entrepreneurs. Going back to the 

original question of “Who is a creative entrepreneur?”, arguably policy is a response (not a 

precursor) to an emergent workforce of creative and entrepreneurial individuals that due to the 

infinite nature of imagination and ideas, defy an obvious path for containment and 

categorization. 

Overall, this discussion pits the creative entrepreneur between a broad definition of 

someone who uses their knowledge, imagination and intellect to generate a product (or service) 

of economic value, and a more rigid set of belonging criteria to ‘creative industries’ as defined 

by various government bodies. Lack of categorical fit may preclude some creative entrepreneurs 

from government funding related to creative industries, but it does not limit them from the 

continual act of birthing and commercializing ideas, the essence of creative entrepreneurship. 

Furthermore, the democratization of creativity allows for an influx of participants in this space. 

Success will depend on the ability of creative entrepreneurs to commercialize ideas in the 

emergent global creative economy.  

The tendency to think of creative entrepreneurs namely as artists is worth both addressing 

and challenging, especially since our own national policies lean towards this perception. In the 

modelling discussion above, distinction is placed on the extent to which ‘creative’ contains or 

extends past the traditional arts. In “The death of the artist - and the birth of the creative 

entrepreneur,” Deresiewicz (2015) presents the trajectory of the artist from artist as genius to 

artist as professional following World War II. Postwar times marked a period where art became 

institutionalized (with the emergence of opera houses, museums, arts councils, funding bodies, 
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fine arts degrees, etc.) and introduced corresponding bureaucracies that transformed the 

positioning of artists in society:  

The artist’s progress, in the postwar model, was also professional. You didn’t burst from 

obscurity to celebrity with a single astonishing work. You slowly climbed the ranks. You 

accumulated credentials. You amassed a résumé. You sat on the boards and committees, 

collected your prizes and fellowships. It was safer than the solitary-genius thing, but it 

was also a lot less exciting, and it is no surprise that artists were much less apt to be 

regarded now as sages or priests, much more likely to be seen as just another set of 

knowledge workers. (Deresiewicz, 2015, p. 5) 

Along with institutionalization came mediating figures – agents, record labels, publishing 

houses, publicist and producers, for example – that effectively shielded professional artists from 

true market forces (Deresiewicz, 2015), or learning how to navigate them.  

In the new millennium, two broad trends happened in tandem that carved out a space for 

artists as entrepreneurs and the emergence of more broadly defined creative entrepreneurs: (a) 

the shrinking of artistic institutions and their funding; (b) the expansion of widely accessible 

direct-to-consumer platforms on the web that included all forms of social media as well as the 

ability to crowdfund, self-publish or participate in online marketplaces. 

The institutions that have undergirded the existing system are contracting 

or disintegrating. Professors are becoming adjuncts. Employees are becoming 

independent contractors (or unpaid interns). Everyone is in a budget squeeze: 

downsizing, outsourcing, merging, or collapsing. Now we’re all supposed to be 
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our own boss, our own business: our own agent; our own label; our own 

marketing, production, and accounting departments. (Deresiewicz, 2015, p. 7) 

Concurrently, creatives in other disciplines (that wouldn’t fall under the label of ‘artists’) 

had access to these same platforms. The difference between artists and designers is a good 

example to illustrate this point; whereas artists create art from within and hope for a positive 

customer response, designers manifest creativity through addressing the desires of clients. This 

external motivation is a response to market forces as opposed to a form of internal expression.  

The development and wide access to web platforms democratized who can bring creative 

talents into the marketplace (Deresiewicz, 2015). Whereas the expectation of artists was once 

that they should be steeped in tradition and intensive training, the modern market was more 

likely to reward multiple artistic identities and the ability to diversify under economic pressure.  

Ultimately, it is now the marketplace (not the master or the institution) that determines 

the success of those who embody creative entrepreneurship that includes, but is not limited to, 

present-day, self-employed artists. Anyone can with an imaginative idea can now foray into 

entrepreneurship with web-based tools at their disposal. This is where the importance of 

commercialization comes into play, getting beyond creation into productive selling in the 

marketplace. Yet, “selling” and developing other commercialization skills to succeed with 

stakeholder interactions yielding new resources is not part of the culture of the national 

institutions that now ground the Creative Canada Policy Framework (Government of Canada, 

2017). Put simply, policy based on outdated institutions and support models won’t effectively 

prepare creative entrepreneurs to exploit future opportunities in the creative economy. 



HOW CAN ENTREPRENEURIAL LEARNING BE IMPROVED 28 

Effectuation 

Effectuation is defined as: “A logic of thinking, discovered through scientific research, 

used by expert entrepreneurs to build successful ventures” (SEA, n.d.). Effectuation especially 

serves expert entrepreneurs in the beginning stages of their ventures (Sarasvathy, 2001).  

Many traditional business programs have long since focused on causal logic, a way of 

thinking that essentially relies on predicting the future. Causal logic relies on a pre-determined 

goal and a given set of means, using strategy to meet the goal most optimally (Sarasvathy, 2001). 

This can be thought of as “the business plan approach,” typified by an emphasis on market 

research, writing a business plan, sales projections, anticipated investments and an exit strategy. 

All of these aspects of business planning must be predicted since they simply cannot be known. 

Effectuation, by contrast, does not begin with a specific goal and a plan to achieve it; it is 

an incremental approach that begins with a set of means and allows for multiple goals to emerge 

overtime as ideas are shared with others who get involved (Sarasavathy, 2001). Yet, this does not 

necessarily mean that goals are limited; as Sarasvathy (2001), describes: 

[A]t any given moment, there is always a meaningful picture that keeps the team 

together, a compelling story that brings in more stakeholders and a continuing journey 

that maps out uncharted territories. Through their actions, the effectual entrepreneurs’ set 

of means and consequently the set of possible effects change and get reconfigured. 

Eventually, certain of the emerging effects coalesce into clearly achievable and desirable 

goals - landmarks that point to a discernible path beginning to emerge in the wilderness. 

(p. 3) 
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It’s important to observe that means precede goals in effectual reasoning. This contrasts 

causal reasoning, in which means are assembled and acquired to pursue specific goals. As such, 

effectuation shifts the decision-making logic away from things that are unknown (that must be 

predicted), to focus on the means that entrepreneurs have to shape (or ‘effect’) their future 

outcomes (Sarasvathy, 2001). Generally speaking, effectual logic is most useful during the 

startup phases of a business whereas causal logic is more valued at later stages when goal-setting 

and strategy play a greater role (Sarasvathy, 2001). 

Effectual logic is supported through five principles: 

• Bird-in-Hand: Starting with your means - who you are, what you know and who you 

know; 

• Affordable Loss: Not risking more than you can afford to lose; 

• Lemonade: Leveraging contingencies by seeking opportunities where others find 

challenges; 

• Patchwork Quilt: Co-creating through commitments with self-selected stakeholders in 

your network; 

• Pilot-in-the-Plane: Focusing on activities within your control to achieve desired 

outcomes and create your future (Sarasvathy, 2011). 

Sarasvathy (2011) describes these principles as a set of heuristics, meaning that effectual 

logic provides a way of thinking about decisions when non-predictive control is required (in 

other words, when the future cannot be known). It begins with means and goals that are refined 

through interactions and commitments with others and ideally yields new firms, products or 

markets. This process is called The Effectuation Process (Figure 1) (Sarasvathy, 2011). 
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Figure 1: The Effectual Process Model (adapted from the Society for Effectual Action, n.d.). 

 

Sarasvathy offers the following explanation for how the Effectuation Process model 

works:  

Effectuation isn’t a static, one-time exercise. It is a logic and process that can be used as 

the firm develops in the “0-60mph” (early startup) phase of growth. Expert entrepreneurs 

follow the process to gain early customers and committed partners who then create new 

means and new goals as resources and viewpoints are added to the mix. Thus, instead of 

having a stated goal and finding means to reach it, expert entrepreneurs use the new 

means and new goals to drive the creation of the venture in ways they hadn’t expected, 

leveraging surprises as they present themselves. (SEA, no date) 

Additionally, in this diagram, the blue arrows (top half) represent expanding resources as 

stakeholders bring together their means. The pink arrows (bottom half) represent constraints that 
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may send the venture into a specific direction: “On the one hand, the process increases the 

resources available to the venture. On the other hand, it focuses the venture by crystallizing its 

goals and helping it converge towards something specific” (Read et al., 2017). 

The five principles and the model are commonly presented together to teach effectuation 

to emergent entrepreneurs. There are two disconnects with this approach with respect to using it 

as a tool to teach effectuation, and especially to teach real-life entrepreneurs in an applied 

format. The first is that it depicts the actions of “expert entrepreneurs,” not non-experts. The 

model is often used to explain the formation of an organization in hind-sight; for example, in 

Effectual Entrepreneurship by Read et al. (2017), the model is used to explain the success of a 

Swedish ice hotel over at least a ten-year period. In other words, this isn’t the type of model that 

would be taught to a non-expert entrepreneur as a ‘how-to’ guide to get from their current stage 

to the next. My experience with real-life entrepreneurs is that they have little time or attention 

span for theoretical models; they are much more attuned to tools they can immediately use and 

put into practice, such as the five principles of effectuation. 

The second aspect that is problematic is the non-obvious alignment of the five principles 

of effectuation and the effectuation process model itself. Both are often presented separately in 

the literature, one after the other (Read et al., 2017, Sarasvathy, 2011; SEA, n.d.) with the claim 

that effectual process combines the five principles in action (Read et al., 2017); however, this is 

never explained explicitly. Some principles are more clearly detected in the model than others; 

for example, the Bird-in-Hand principle aligns with Means, the Patchwork Quilt principle aligns 

with Stakeholder Commitments and the Lemonade principle aligns roughly with “Changes in the 



HOW CAN ENTREPRENEURIAL LEARNING BE IMPROVED 32 

environment” as well as “Changes in constraints.” Yet the other two principles – Affordable 

Loss and Pilot-in-the-Plane – are not readily detectable in the model.  

This illustrates that there are disconnects in how these main constructs are presented, 

which makes them challenging to use as teaching aids for non-expert entrepreneurs such as 

students or those starting up for the first time. This is further complicated by terminology that 

isn’t used or labelled consistently. My own approach, and the approach I used in the research 

design for this dissertation, was to focus on teaching the five principles of effectuation. I felt this 

would avoid confusing the participants because the principles are practical and applied, whereas 

the model is abstract and theoretical. 

Effectuation & Early-stage Creative Entrepreneurs 

Effectual logic and the five principles hold a certain resonance among practicing 

entrepreneurs. Yet, ‘effectuation’ (or its related terminology) is not a commonly known in 

practicing circles where its seeds have yet to take root. In my experience, when I introduced the 

concept of effectuation for the first time to both inexperienced and experienced entrepreneurs in 

my own network it was easy, resonating and well-received, and this was especially true of early-

stage creative entrepreneurs.   

This affinity may be attributed to an intrinsic mindset around means, which are central to 

the creative entrepreneur’s ability to generate ideas and create, regardless of what stage they are 

at in their entrepreneurial journey. Many creative entrepreneurs have also adopted a culture of 

collaboration and co-creation that is atypical of the individualistic stereotype of Western 

entrepreneurship where the goal is profit maximization through venture capital and market 

exploitation.  
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Table 1 highlights linkages between effectual logic and the tendencies of creative 

entrepreneurs through the consideration of core entrepreneurial concepts. 

Table 1: Core Concepts Linking Effectuation and Creative Entrepreneurs 

Concept 
 

Effectuation Tendencies of Creative Entrepreneurs 

Means Effectual logic harnesses from within, taking 
account of ‘who I am’, ‘what I 
know’ and ‘who I know’ 
(Sarasvathy, 2001). 

Creative entrepreneurs naturally rely on 
intrinsic talent for ideas and 
execution; creativity is self-
sufficient and does not always 
require outside resources to be 
creative (Howkins, 2013). 

Goals Effectual logic maintains broad, flexible 
goals that are adaptable to the 
changing context (Sarasvathy, 2001). 

Creative entrepreneurs maintain a goal of 
making a living through their 
creative abilities but tend not to be 
centred on a particular idea or 
outcome (Deresiewicz, 2015). 

Stakeholder 
interactions 

Effectual logic endorses the recruitment of 
self-selected stakeholders and co-
creation (Sarasvathy, 2001). 

Creative entrepreneurs are often 
community-oriented, relying on 
networks to expand their 
opportunities and horizons 
(Howkins, 2013). 

Learnability Effectual logic is teachable (Sarasvathy & 
Venkataraman, 2011). 

Creative entrepreneurs are necessarily self-
motivated learners (Deresiewicz, 
2015). 

Uncertainty Effectual logic applies to times of 
uncertainty when it is not possible to 
reasonably predict or know the 
future (Sarasvathy, 2009). 

The creative economy is in a continuous 
state of emergence and inherently 
uncertain, part of the context of 
surviving as a creative entrepreneur 
(Howkins, 2013). 

 

Entrepreneurial Self-Efficacy 

Effectuation has been proven in the domain of expert entrepreneurs (Sarasvathy, 2001); 

therefore, I chose to expand on entrepreneurial self-efficacy in this literature review as it may 

apply to non-expert entrepreneurs like the early-stage creative entrepreneurs in this study. 

Self-efficacy refers to an individual's belief in his or her capacity to execute behaviors 

necessary to produce specific performance attainments (Bandura, 1977). 
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The strength of people's convictions in their own effectiveness is likely to affect 

whether they will even try to cope with given situations. At this initial level, 

perceived self-efficacy influences choice of behavioral settings. People fear and 

tend to avoid threatening situations they believe exceed their coping skills, 

whereas they get involved in activities and behave assuredly when they judge 

themselves capable of handling situations that would otherwise be intimidating.  

(Bandura, 1977, p. 193-194) 

Per Bandura’s original conception (1977), one must have self-efficacy in a domain to 

progress within it. Self-efficacy is entirely about perception. To have self-efficacy, you must 

perceive you have it (Bandura, 1982).  

Self-efficacy is domain specific. Bandura originally argued that global or generalized 

attitudes about capabilities were irrelevant to undertaking specific tasks for specific pursuits, 

which was reinforced by subsequent research (Pajares, 1996). Relevant to this study, the type of 

self-efficacy required to grow as an entrepreneur is aptly entrepreneurial self-efficacy. 

Specifically, entrepreneurial self-efficacy is defined as, “a construct that measures a person’s 

belief in their ability to successfully launch an entrepreneurial venture" (McGee, Peterson, 

Mueller & Sequeira, 2009, p. 965); this includes successfully performing the various roles and 

activities related to entrepreneurship (Zhao, Hills, & Seibert, 2005). 

Entrepreneurial self-efficacy plays a critical role in the process of evaluation and choice 

that surrounds the development of entrepreneurial intentions and subsequent decisions and 

behaviour (Zhang et al., 2019). Entrepreneurs with more confidence in their abilities to perform 
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tasks are more likely to undertake them while persisting through the obstacles and challenges of 

running a business (Zhang et al., 2019). 

Exploration of the potential to increase self-efficacy in classrooms began long before the 

focus turned to entrepreneurship or business schools. According to Pajares (1996), the 

exploration of self-efficacy in academic settings began around 1985, focusing on student self-

regulatory strategies, motivation, and achievement.  

Consensus was drawn that academic learning improves self-efficacy; however, with the 

caution that self-efficacy always needs to be domain specific and that, “self-efficacy beliefs 

should be assessed at the optimal level of specificity that corresponds to the task being assessed 

and the domain of functioning being analyzed” (Pajares, 1996, p. 547).  

Over the years, the ability to increase domain-specific self-efficacy in classrooms has 

continued to focus on criteria that Bandura (1977) originally recommended to improve self-

efficacy. 

1. Authentic mastery experiences: Provide opportunities for students to perform in real 

life contexts. 

2. Peer modelling: Learn through the observation of others (vicarious experiences), 

especially those that are competent, credible, similar and enthusiastic; this evokes, “if 

she can do it, so can I”. 

3. Persuasion, both verbal and otherwise: Provide honest and specific feedback 

(encouraging or suggestive) on both performance and improvements in performance  

(Artino, 2012). 



HOW CAN ENTREPRENEURIAL LEARNING BE IMPROVED 36 

Of the three intervening pathways to increase self-efficacy above, mastery has been 

shown to have the most powerful influence on efficacy beliefs (Pajares, 1996). Mastery is the 

most influential because it provides experiences that are direct and authentic where individuals 

can gather personal resources necessary to succeed (Artino, 2012). In a classroom context, this 

may be called applied learning, experiential learning or service learning, where students take on 

projects or work studies to gain close-to-real-life skills. 

Subsequent research has since focused on the domain specificity of ‘entrepreneurial’ self-

efficacy in classrooms. Schenkel, D’Souza and Braun (2014) explored the relationship between 

entrepreneurial self-efficacy and entrepreneurial intent as well as entrepreneurial intensity among 

business students. In this study, ‘entrepreneurial intent’ was defined as a self-acknowledged 

conviction to start a business and ‘entrepreneurial intensity’ was defined as the degree of 

commitment put towards starting a business (forgoing other opportunities). They found that 

entrepreneurial self-efficacy fostered both entrepreneurial intent and intensity; furthermore, 

experiential training through traditional and live case studies further increased entrepreneurial 

intensity (Schenkel, D’Souza and Braun, 2014).  

Santos and Liguori (2019) additionally found that entrepreneurial outcome expectations - 

defined as, “perceived expected consequences of, pursuing entrepreneurship related activities or 

tasks,” (p. 402) – partially mediate the relationship between entrepreneurial self-efficacy and 

entrepreneurial intentions. They learned that the relationship was strengthened when 

entrepreneurship students were surrounded by people with positive opinions towards 

entrepreneurship (Santos & Liguori, 2019), perhaps an extension of applying encouraging 

persuasion.  
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Unfortunately for business students, experiential training may not be enough, especially 

if it is inauthentic or contrived to fit a classroom environment. Without the “real life” context and 

application, this is effectively passive education without real life consequence and may have 

little impact on the development of entrepreneurs as practitioners (Higgins and Elliott, 2011). 

What novice entrepreneurs really need is, “particular aspects of their own learning practice when 

transforming their experience into knowledge” (Higgins & Elliott, 2011, p. 539). In other words, 

entrepreneurs would ideally apply new skills and knowledge to their real-life practices. This 

assumes that these would-be entrepreneurs have their “own learning practice,” which is seldom 

the case among business students exploring their career options in a classroom. Of note, no 

studies were found on building entrepreneurial self-efficacy outside of academic classroom 

environments, or ‘in real life.’ 

Entrepreneurial Self-Efficacy & Early-stage Creative Entrepreneurs 

Early-stage creative entrepreneurs are first and foremost creative individuals, who then 

choose to commercialize their ideas and act entrepreneurially. Even in doing so, they may not 

identify as ‘entrepreneurs,’ which impedes their ability to act and respond entrepreneurially 

(Werthes, Mauer & Brettel, 2018). This inaction suggests a lack of entrepreneurial self-efficacy, 

or perceived ability to cope (Bandura, 1977), in the domain of entrepreneurship.  

Yet, some research has been done to determine how early-stage creative entrepreneurs 

can bridge their creative identity to an entrepreneurial identity, identifying that the main drivers 

are self-reflection, communication with other entrepreneurs and entrepreneurial experience 

(Werthes, Mauer & Brettel, 2018). Creative individuals must engage actively in identity 

development to see themselves as entrepreneurs (Werthes, Mauer & Brettel, 2018), a perception 
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that in itself improves entrepreneurial self-efficacy. This resonates with the call to improve self-

efficacy through authentic mastery experiences, peer modelling and persuasion (Pajares, 1996).  

Entrepreneurial Self-Efficacy & Effectuation 

Entrepreneurial self-efficacy plays an important role in the development of effectual 

reasoning, especially among first-time entrepreneurs who lack experience (Engel et al., 2014 and 

Zhang, Cui, Zhang, Sarasvathy & Anusha, 2019). 

Engel et al. (2014) conducted a study to determine whether students in an 

entrepreneurship class leaned towards effectual or causal logic, and found the majority used 

causal logic to foresee future events, even when the events were completely unpredictable. 

Interestingly, however, they also found that among the handful of participants that used effectual 

logic there was also an increase in entrepreneurial self-efficacy: 

In sum, to the extent that effectual logic is an important alternative to traditional-

predictive-thinking, entrepreneurs can mitigate the seemingly negative consequences of 

an “experience deficit” by acting as-if they possess the relevant abilities to establish their 

ventures. (Engel et al., 2014, p. 16) 

Overall, entrepreneurial self-efficacy influences cognition, which further influences 

whether an entrepreneur uses effectual or causal logic (Zhang et al., 2019). In other words, 

entrepreneurial self-efficacy is worth focusing on as it relates to effectuation. 

Addressing the Experience Gap 

A basic premise of effectuation is that it is a logic used by expert entrepreneurs, which 

initially fostered the presumption that experience is a requirement to hone effectual reasoning 

skills. If that were the case, what about entrepreneurs with little or no experience like early-stage 



HOW CAN ENTREPRENEURIAL LEARNING BE IMPROVED 39 

creative entrepreneurs? Would effectual logic simply be out of reach, or could they access it by 

building entrepreneurial self-efficacy to overcome the experience gap? 

When Sarasvathy conducted her original research with ‘expert’ entrepreneurs, her 

research candidates met the criteria of being in business for at least 15 years with revenues 

between $200 million to $6.5 billion (Sarasvathy, 2008). By extension, these expert 

entrepreneurs had high entrepreneurial self-efficacy demonstrated by their actions and 

capabilities in the entrepreneurial world. 

Studies of teaching effectual methods or looking for distinguishing signs of effectual 

reasoning among non-expert entrepreneurs have predominately occurred in university settings 

where research participants were students with relevant business interests (Dew, Read, 

Sarasvathy & Wiltbank, 2009; Engel et al., 2014; Günzel-Jensen & Robinson, 2017). 

Dew et al. (2009) compared decision-making processes involved in starting a new 

venture between expert entrepreneurs and Master of Business Administration (MBA) students. 

They found that expert entrepreneurs used an effectual framework and novice entrepreneurs 

(represented by the MBA students) used a predictive framework, a difference they described as 

"strongly and starkly opposed" (p. 288). Similarly, Günzel-Jensen & Robinson (2017) tried to 

‘teach effectuation’ to third-year university business students and found that they experienced 

difficulty avoiding causal thought and tended to lean towards search and selection over creation 

and transformation.  

Both of the studies mentioned above concluded that ‘novice-ness’ was a factor in the lack 

of effectual thinking; namely, that students did not have the real-life experience that would have 

yielded the development of effectual reasoning. Dew et al. (2009) further acknowledged that 
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students lacked real-world consequences, feedback mechanisms and post hoc analysis processes 

that experts would be exposed to as they hone their effectual decision-making. Günzel-Jensen & 

Robinson (2017) added that the lack of legitimacy of school projects and instructors were a 

limiting factor in learning and applying effectual reasoning. 

Although much entrepreneurial research is published by compiling data from business 

students in classrooms as participants, the reality of comparing the outcomes to what may be 

found in the real world of practicing entrepreneurs is challenging. Some key distinctions are 

highlighted in Table 2 below. 

Table 2: Comparing the Entrepreneurial ‘Experience’ Between Business Students and Real-world 
Entrepreneurs (from Gibb 1987b, p. 18 in Henry, Hills and Leitch, 2005, p. 106) 

University/Business School – classroom 
 

Entrepreneurial – real world 

Critical judgment after analysis of large amount of 
information 

Understanding and recalling the information itself 
 
Assuming goals away 
Seeking verification of the truth by study of 

information 
Understanding the basic principles of society in the 

metaphysical sense 
Seeking the correct answer with time to do it 
 
Learning in the classroom 
Gleaning information from experts and authoritative 

experts 
Evaluation through written assessments 
 
Success in learning by knowledge-based examination 

passed 

“Gut feel” decision-making with limited information 
 
Understanding the values of those who transmit and 

filter information 
Recognizing the widely varied goals of others 
Making decisions on the basis of judgement of trust 

and competence of people 
Seeking to apply and adjust in practice to basic 

principles of society 
Developing the most appropriate solution under 

pressure 
Learning while and through doing 
Gleaning information personally from any and 

everywhere and weighing it up 
Evaluation by judgement of people and events through 

direct feedback 
Success in learning by solving problems and learning 

from failure 
 

 

Only two studies were found on the intersection of entrepreneurial self-efficacy and 

effectuation as it applies to practicing entrepreneurs in the real world (as opposed to classrooms).  
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Notably, Solvoll (2017) examined the combined roles of experience and learning through 

five real-world startups in the Norwegian tourism industry. She found that learning from critical 

experiences influenced entrepreneurial behaviour and noted situation-specific interplays between 

effectual and causal reasoning among novice entrepreneurs. 

Another study explored the role of pre-exposure to design-thinking on venture formation 

among real-life, novice entrepreneurs. The authors noted similar principles between effectuation 

and design-thinking (such as focusing on the present, problem-solving with means at hand, and 

contingency and non-linear thinking), which they concluded could encourage effectual thinking 

among novice entrepreneurs (Chillas, Grewar & Townley, 2017). 

This illuminates how previous experience in another field (not necessarily involving 

venture creation) can support the development of effectual reasoning. Unlike the ‘experience 

gap’ noted among university students, it is possible for experience to be transferred from 

previous experiences in professional life. 

In summary, while it has been proven that experienced entrepreneurs use effectual logic 

(Sarasvathy, 2001) and non-expert entrepreneurs (at least in a student context) are more likely to 

lean into causal or predictive patterns (Dew et al., 2009; Günzel-Jensen & Robinson, 2017; 

Engel et al., 2014), entrepreneurial experience is not the only pre-condition required to develop 

effectual reasoning. Experience may be acquired from other disciplines, including design-

thinking (Chillas, Grewar & Townley, 2017) or from transferable skills from previous 

professional life (Rae, 2005). It can also be the case that high self-efficacy enables confidence 

and self-belief that lends an otherwise inexperienced individual to employ effectual reasoning 

(Engel et al., 2014). 
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Entrepreneurial Learning 

Entrepreneurial learning is taken to mean learning to work in entrepreneurial ways. But it 

is not only acquiring the functional “knowing”, it involves actively “doing” as well as 

understanding “what it is that works” and realizing that one “can do it”. In 

entrepreneurial learning, knowing, acting and making sense are interconnected. (Rae, 

2000, p. 151) 

Generally speaking, learning is the process by which knowledge is generated. Learning 

occurs when processing information changes a potential range of behaviours (Huber, 1991 in 

Cope & Watts, 2000). Related to entrepreneurship, learning is a dynamic process that enables 

entrepreneurial behaviour to be enacted (Rae & Carswell, 2001). Experience can generate new 

meaning, and bring about consequent change in thinking and behaviour, but people do not 

inevitably learn from or change their behaviour from experience (Rae & Carswell, 2001, p. 152). 

Learning is an additional and necessary layer that transcends thinking into doing. 

Entrepreneurial Learning as an Academic Field of Inquiry 

Historically, entrepreneurial learning emerged at Harvard Business School in 1947, 

followed by an increasing demand across Canada, the United States and the United Kingdom 

(Marticano, 2014). Studies support that entrepreneurial education results in positive 

entrepreneurial outcomes, including sustained venture creation and growth (Matlay, 2008) and 

improved entrepreneurial self-efficacy (Boukamcha, 2015).  

As an academic field of inquiry, entrepreneurial learning is relatively young. Several 

entrepreneurial learning journals emerged, including the Journal of Entrepreneurship Education, 

which has had a single issue since 1998, and the International Journal of Entrepreneurship 
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Education that was launched in 2002 (Matricano, 2014). Additionally, several prominent 

journals have released entrepreneurial learning special issues, including the International 

Journal of Entrepreneurial Behaviour and Research (1999) and Entrepreneurship: Theory and 

Practice (2005), which legitimated the field among entrepreneurial scholars (Matricano, 2014). 

Significantly, the elapsed time highlights a fifty-year gap between the first North 

American entrepreneurship classes in universities and research-derived theoretical development 

(Matricano, 2014), which may be described as incongruent and fragmented at best. Some of the 

issues from a research perspective include the lack of a concise, agreed-upon definition of 

‘entrepreneurship,’ the subjective nature of the methods through which entrepreneurs learn, and 

the influence of traditional management programs on academic agendas such as emphasis on 

corporate-scale themes like ‘globalization’ (Higgins & Elliot, 2011).  

Entrepreneurial Learning as a Social Construction 

Traditionally, the institutionalized view of entrepreneurship rested largely on positivist, 

economic paradigms (Lindgren & Packendorff, 2009) shaped by rational decision-making and 

corporate cultural values (Higgins & Elliot, 2011). This predominantly positivist view treated 

entrepreneurs as fixed entities and entrepreneurship as an objective phenomenon to study, 

ignoring the social context and interactions that are inherent in lived experience (Higgins & 

Elliot, 2011; Higgins, Smith & Mirza, 2013). 

This emphasis on rational systematic approaches to learning undermined the meaning 

entrepreneurs make of themselves and their social worlds (Higgins, Smith & Mirza, 2013). From 

a teaching perspective, this resulted in a pattern of codifying the past and preventing a view of 

the future from being developed (Talbot, 1997 in Jones-Evans, Williams & Deacon, 2000). This 
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is evidenced through the minimal emphasis on experiential learning or ‘learning by doing,’ 

favouring passive learning activities such as the use of business cases that simulate predictive, 

real-world decision-making without the real-world consequence of experiencing or making those 

decisions (Higgins & Elliot, 2011). 

A contemporary, postmodern view of entrepreneurial learning stems from a social 

constructionist perspective where, “knowledge about entrepreneurship is knowledge on how 

individuals and collectives perceive, define, produce and re-produce entrepreneurial action in 

society” (Lindgren & Packendorff, 2009, p. 31). A social constructionist perspective shifts the 

lens from the individual to networks, while putting emphasis on the longitudinal processes that 

constantly construct and reconstruct entrepreneurship as a field of inquiry (Lindgren & 

Packendorff, 2009). It also emphasizes the ‘making sense as we go’ approach rather than 

following a business plan or ‘recipe.’ 

Embracing a social constructionist-based pedagogy requires abandoning traditional 

business school pedagogies and the knowledge they propagate to take a critical stance on 

practice (Higgins, Smith & Mirza, 2013). Rather than focusing on ‘cause and effect’ data such as 

‘how many new ventures were started and how fast did they grow?’ (Matlay, 2008), research 

with a social constructionist lens explores the intersubjective and experiential qualities of 

entrepreneurship such as confidence and self-efficacy, personal values and motivation to 

achieve, goal setting and social relationships (Rae & Carswell, 2000). 

Some researchers have attempted this understanding through a narrative approach, 

applying an experiential, interpretive lens to the life stories of successful entrepreneurs (Rae & 
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Carswell, 2000). Such an approach can also facilitate a personal experience of learning for the 

participant entrepreneurs (Rae & Carswell, 2000). 

Effectuation is a process that is shaped by social construction. As subjects interact, they 

give meaning to new ideas, plans and opportunities. 

Contemporary Approaches to Entrepreneurial Learning 

It is commonly agreed that at least some aspects of the art and science of 

entrepreneurship can be taught (Henry, Hill   Leitch, 2005). With the turn to postmodernism and 

a social constructionist perspective, the focus rests on the ‘process’ aspect of entrepreneurship 

(Gartner, 1989) and the need for experiential learning among entrepreneurs (Rae & Carswell, 

2001). 

Experiential learning may also be called exploratory learning, which involves searching 

for and recognizing new knowledge beyond an existing knowledge base in a real-world context 

(Cai, Guo, Fei, & Liu, 2017). Early-stage ventures that actively engage exploratory learning have 

been found to develop more competitive advantages in the uncertain environments that are 

typical of effectual entrepreneurship (Cai et al., 2017). 

Yet, even if it is accepted that entrepreneurship is learned experientially, the questions 

remain of how best to turn experience into learning, what forms of experience result in particular 

learning outcomes and what is the relationship between experience, learning and behaviour (Rae 

& Carswell, 2000).  

Three key components of contemporary entrepreneurial learning will be explored: 

reflexivity, heuristics and critical events. 
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Reflexivity. Critical reflexivity is a proposed technique to encourage learning and 

awareness (Higgins, Smith & Mirza, 2013; Higgins & Elliot, 2011; Cope, 2005a; Cope & Watts, 

2000). Critical reflexivity (enacted as ‘reflexive critique’) is a pedagogical tool that encourages a 

critique of how entrepreneurs view and understand their practical experiences and dominant 

assumptions.  

Using this approach, entrepreneurs can learn to: 

• Make sense of their activities in more responsive and practical ways; 

• Build critical awareness of everyday actions to further sense making; 

• Become more accountable for their personal enactments and shaping of their own 

experiences; 

• Question practice to reveal situated and embodied knowing; 

• Steer their emotions and how they affect the details of their practice; and 

• Challenge their established practices (Higgins, Smith & Mirza, 2013). 

This ‘reflect and respond’ aspect of reflexivity is a critical component of entrepreneurial 

learning (Cope, 2005a). Entrepreneurs need to look backward to reflect on past experiences, 

inward to gain introspection, outward to learn and interact with the context, and forward to 

visualize how to make the business grow and succeed (Cope, 2005b). 

Heuristics. Reflexivity requires something to reflect upon, either because it has happened 

in the past or present or is possible to envision. Much of entrepreneurship unfolds against a 

backdrop of uncertainty in which reflection is not yet possible. This is where heuristics can play 

a role, linking knowledge, entrepreneurial learning and action (Holcomb et al., 2009). Heuristics 
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are simplified strategies that aid in decision-making by reducing complex, judgmental tasks to 

simple, cognitive operations (Holcomb et al., 2009).  

As simplified strategies, heuristics are based on previous knowledge. Entrepreneurial 

learning occurs when conditions of the present context are filtered through a heuristic to envision 

possible outcomes, some of which may lead to action. Although heuristics are often helpful in 

dealing with gaps of information, they can also promote inaccurate information that leads to poor 

judgment (Holcomb et al., 2009). In this sense, heuristics are only as valuable as their original 

integrity and the entrepreneur’s judgement of how and when to apply them. In any event, 

additional knowledge is built through this learning process and resulting action.   

Effectual logic (including the five principles of effectuation) is an example of a set of 

heuristics that may be employed by entrepreneurs during times of uncertainty (Sarasvathy, 

2011). Similar to Cope’s (2005b) suggestion of looking backward or inward to reflect on an 

existing stock of available knowledge, effectuation begins with an inward look that accesses one 

inventory of means to achieve entrepreneurial goals – who am I, what I know, who I know 

(Sarasvathy, 2011). With minimal risk, entrepreneurs learn from this reflection and adapt their 

venture accordingly as they apply the heuristics, consciously or not.  

Critical Events. Lastly, entrepreneurial learning is accelerated through ‘critical learning 

events,’ or significant, formative experiences (Cope, 2005a) that provide rich potential for 

reflection. Critical events are meaningful opportunities and problems that may be viewed as 

positive or negative or unfold in hindsight as successes or failures (Cope, 2005a). Significantly, a 

pertinent aspect of critical events is that the learning can be transformational in nature, exceeding 

the value of daily, habitual learning (Appelbaum & Goransson, 1997 in Cope, 2005b).  
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Reflection invites entrepreneurs beyond recounting critical events as a cause and effect 

storyline into an opportunity to experience deep, critical reflection that enables true 

entrepreneurial learning (Higgins, Smith & Mirza, 2013). Critical events are not simply 

moments, but often result in prolonged and traumatic critical periods or episodes (Cope & Watts, 

2000). This learning process may extend well beyond business skills into personal development 

(Cope, 2000). 

Entrepreneurial Learning Assessment & Evaluation 

Lastly, in determining ‘what works’ one necessarily invites the issue of assessment and 

evaluation into the conversation. This is particularly true of institutions such as universities that 

want to deliver and track program success but is likely a concern of anyone with a vested interest 

in working with entrepreneurs and improving their learning experiences.  

In an extensive study on the outcomes of entrepreneurial education Henry, Hill & Leitch 

(2005) concluded that to allow for a more accurate assessment of outcomes, educators and 

trainers need to have a fuller understanding of what they wish to achieve from their program at 

the outset. Furthermore, Rae and Carswell (2000) advocate that learners should be involved in 

developing assessment criteria, which will allow them to reflect critically on their own 

performance against those criteria. As earlier mentioned, this requires taking a critical stance on 

traditional, top-down pedagogy, whether that is in a university or as part of a cultural norm in 

how education and training are understood. 

Outside of the classroom, assessment of entrepreneurial learning has been a challenge 

because the field is relatively young and ill-defined, hard to standardize because of 
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heterogeneity, practice-oriented, and often taught by non-academic practitioners (Duval-Couetil, 

2013).  

Overall, the literature is thin in the topic of assessing entrepreneurial training that stems 

from an experiential, reflective approach.  

Entrepreneurial Learning & Early-stage Creative Entrepreneurs 

Creative entrepreneurs tend to be unique individuals that are accustomed to figuring 

things out on their own (Howkins, 2013). They may work in small groups, enjoying the instinct 

and freedom to respond to markets in a way that is often not possible for larger organizations. 

Some find mentorship and peer support through the growing trend of co-working spaces, 

makerspaces and institutional business incubators that provide spaces for them to gather and 

convene (Howkins, 2013).  

Generally speaking, however, they are not business students and will never encounter the 

classrooms where elite entrepreneurial education is offered. Their resources may include small 

business centres or other entrepreneurial support centres. Unfortunately, as discussed, these tend 

to focus on traditional skill sets such as ‘how to write a business plan’ or ‘how to get funding.’ 

Without dismissing the importance of these complimentary skillsets, these predictive tools 

bypass effectual logic, which would be more helpful to their start-up situations. 

Entrepreneurial Learning & Effectuation 

A key premise of effectuation is that the skills of entrepreneurship are teachable to those 

with an aptitude to learn (Sarasvathy, & Venkataraman, 2011). As the effectual movement 

evolved over the last two decades, effectual teachers and practitioners have developed learning 
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aids to teach the principles of effectuation to receptive audiences such as university classrooms, 

individual entrepreneurs and corporate stakeholders.  

This includes the book, Effectual Entrepreneurship (Read, Sarasvathy, Dew & Wiltbank, 

2017), now in its second edition, as well as a website called The Society for Effectual Action 

(www.effection.org) that provides an online hub of the latest thinking and tools to advance the 

theoretical foundation and practice of effectuation. Annual Effectuation conferences, initiated by 

the Society for Effectual Action, feature the latest trends and research on effectuation in the field. 

Effectuation does not need to be taught as a counter approach to more conventional 

entrepreneurship teaching methods, such as having students or emergent entrepreneurs prepare a 

business plan or engage in a pitch competition for their ideas; however, current researchers have 

looked at ways to adapt these activities on the premise that these entrepreneurs simply can’t 

‘know’ their futures as depicted in a business plan (Watson, McGowan & Cooper, 2016). Some 

simple reframing can be used to help early-stage entrepreneurs let go of the perceived finiteness 

of business planning, such as moving from “plan to do” to “do” (Watson et al, 2016, p. 8) 

viewing the process as a “work in progress” (p. 5), and adapting an attitude that “anything is 

possible within the context of now” (p. 11).   

Effectuation is a logic and way of thinking that is not rigid and does not limit the 

intrusion of new ideas or other ways of thinking. For this reason, it was the approach of this 

dissertation. I often found myself “thinking effectually” to navigate the research process and 

make decisions that could not be known in advance in spaces of ambiguity. 
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Entrepreneurial Learning and Entrepreneurial Self-Efficacy 

The relationship between entrepreneurial learning and entrepreneurial self-efficacy is 

reciprocal. The more one learns, the more capable they are of seeing themselves in the role of an 

entrepreneur; the more they practice in the domain of entrepreneurship, the more they learn. 

To establish an entrepreneurial learning framework Rae & Carswell (2000) investigated 

the life stories of experienced entrepreneurs to answer the question, “How do people learn to be 

entrepreneurial?” Like Sarasvathy (2001), their participants had ‘expert’ expert status as 

entrepreneurs, in this case having met the minimal requirement of growing a business to two 

million British pounds over five years. 

They found that entrepreneurial learning builds entrepreneurial self-efficacy. As 

capability increases, learning transcends into doing (Rae & Carswell, 2000). The relationship is 

reciprocal. As entrepreneurs learn by doing, entrepreneurial self-efficacy increases. 

Summary 

Early-stage creative entrepreneurs are the subject and their experiences with 

entrepreneurial learning is the focus of this dissertation. A creative entrepreneur is someone who 

relies on their own talents and skills to commercialize ideas and establish themselves in the 

marketplace. An early-stage creative entrepreneur is in the earlier stages of entrepreneurship, 

distanced from their own aspirations. As people who are often ‘creative first,’ they tend to have 

limited exposure to formal business training or skills. 

As early-stage creative entrepreneurs transition into an entrepreneurial identity with 

limited entrepreneurial experience, entrepreneurial learning provides a gateway for them to 
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improve their entrepreneurial self-efficacy, a necessary pre-condition to foster the use of 

effectual reasoning skills in the absence of relevant experience (Zhang et al., 2019).  

Effectuation is the domain of expert entrepreneurs (Sarasvathy, 2001). Effectuation is 

teachable, and the intent of this research was to expose early-stage creative entrepreneurs to the 

principles of effectuation as they applied the learning to their real-life practices through a critical 

reflexivity pedagogy. In doing so, their experiences of embarking on an entrepreneurial learning 

journey would be captured with the intent to understand how such a journey could be improved. 

This was achieved through practitioner research methodology and multiple-case study 

method, which will be discussed in the next chapter. 
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Chapter 3: Methodology 

Overview  

This is an exploratory study that got deep into the lives of early-stage creative 

entrepreneurs who were struggling to commercialize their products/services. Six early-stage 

creative entrepreneurs took part in the study over a ten-week period in which they participated in 

an entrepreneurial learning program called Make it to Market that was offered in a non-university 

setting. I approached the research as a research practitioner, using an action reflection learning 

framework to collect and analyze data using case study research methods (Yin, 2018). This 

section will outline how these approaches were aligned and integrated. 

Prior to that, however, I introduce and define positionality and how it influenced my 

methodological choices. There are two types of positionality that are relevant to this research 

project. The first is my perspective on ‘knowing’ as a researcher, which is exemplified in the 

next section. The second was my positionality with the respect to the data set as a practitioner 

researcher working with participants. This is reviewed as part of the Practitioner Research 

Approach section.  

Positionality 

From a research perspective, positionality refers to the relationship between the 

philosophical underpinning of the researcher and the research itself, which can and should affect 

the methodological choices of the researcher (Jackson, 2013). Corlette and Mavin (2019) further 

invite consideration of, “researcher positionality in relation to questions about what kind of 

knowledge is possible – our epistemology; the ‘doing’ of research and our relations with research 

participants and others” (p. 377). In this section, I discuss the origins of my own philosophical 
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underpinnings that shaped the research design of this dissertation. In the following section 

(Research Design - The Practitioner Research Approach) I discuss my positionality with the 

research participants.  

As a young adult, I was initially drawn into a science stream with my passion for 

problem-solving. I envisioned myself pursuing an environmental career because I cared about 

issues of environmental sustainability and social injustice. What puzzled me, however, was the 

lack of solutions to these issues despite a tremendous amount of global scientific knowledge. I 

feared graduating from my undergraduate degree with a profound knowledge of all the world’s 

problems without the ability to do anything about them! Like many pragmatists, I was unhopeful 

that scientific methodology alone would solve real-world, complex social problems (Friedrichs 

and Kratochwil, 2009).  

In my final year of undergraduate studies, I was influenced by a professor named Dr. 

Alex Hawley, who taught a course called Human Ecology. The course material reflected on why 

the world is the way it is and why humans do what they do. This shifted my thinking from a focus 

on problems to a focus on people, realizing that most problems need to first be addressed through 

the complex human layers of society. This marked my turn towards the social sciences.  

Shifting from an objective view to an appreciation for the ‘people’ layer, I pursued an 

interdisciplinary master’s degree in environmental design with an emphasis on community 

planning and stakeholder engagement. Design thinking, with its human-centred, problem-solving 

orientation, was intuitive compared to the undergraduate years I spent studying the scientific 

method. It was here that I began to appreciate how people interact to define problems and design 

solutions to address them. Social problems are multi-faceted in ways that are impossible to 
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disentangle through cause and effect logic. They are embedded in complex layers that may also 

be political, economic, cultural and emotional.  

As I have personal experience in viewing the world one way, and then another, I am 

tolerant of the different ways others view reality. In short, I have come to appreciate that ‘people 

believe what they perceive’ and it is the collective perceptions that we need to account for if we 

want to work together to address challenging issues. This appreciation of collective views of 

knowledge leans towards social constructionism. Social construction builds on the study of the 

origin of knowledge, meaning or understanding where human relationships are the source of 

peoples’ understanding of the world (Gergen and Gergen, 2007). 

Yet, as a hard-wired over-thinker, I find a closer affinity to constructivism than social 

constructionism. The constructivist view differs from a constructionist position in that the 

individual mind remains active in meaning-making, assembling its own perceptions of a reality 

that is collectively constructed by others (Lee, 2012; Young & Collin, 2004). Constructivism 

prioritizes the individual, cognitive process (Young & Collin, 2004), which allows for a 

reflective view of reality that supports pluralistic, interpretive, open-ended, and contextualized 

perspectives (Creswell & Miller, 2000).  

My ontological leaning towards seeing the world as a collection of subjective, 

constructed realities evidently influenced my desire to do research that was qualitative and 

exploratory in nature (Jackson, 2013). My fascination with individuality and the nuances in how 

people see, learn and understand things further influenced my choice to pursue multiple-case 

study method (Yin, 2018), where I could do deep, exploratory dives into a handful of cases, and 

compare and contrast them.  
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After graduating from my master’s degree, I remained unclear on how I was going to 

make a difference in the world and address the issues I cared about. I knew I had a critical skill 

in appreciating how people think and that my interdisciplinary education had unveiled a unique 

ability to traverse worlds and communicate between them. Without previous experience, I 

decided to start a communications business that would provide web and print media services to 

those in the arts, community and environmental sectors. This unwittingly became my own entry 

point to entrepreneurship. The company was called “Glue,” a metaphor for my desire to connect 

people and ideas. 

My entrepreneurial adventure in communications created the opportunity to work with a 

broad base of clients that soon expanded beyond my original target audience of the arts, 

community and environmental sectors. The business also expanded beyond communications into 

design, marketing, strategy and consulting. My role evolved to become one of mentor, coach and 

advisor as I earned trust in the entrepreneurial community and others sought my input on their 

unique challenges.  

I came to enjoy the culture of entrepreneurship and sharing experiences with a 

community of individuals that shared my passion for possibility, creativity and a self-made 

approach to making a living. I especially became interested in creative entrepreneurs and their 

ability to bring their imaginations to the marketplace. 

Epistemology concerns the philosophical study of knowledge and how we acquire it, 

which necessarily influences methodological choices. (Jackson, 2013). From an epistemological 

perspective, my experiences in entrepreneurship have shaped my own belief that entrepreneurs 

learn and acquire knowledge by doing, or practicing the skills associated with entrepreneurial 
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decision-making. This practical and applied perspective made a practitioner research approach 

(Simon, 2018) appealing to me, which will be discussed in the next section. 

Research Design 

The research design for this dissertation comprises of a practitioner research approach 

(Simon, 2018) and multiple-case study method (Yin, 2018). As a practitioner, I used an action 

reflection learning framework (Rimanoczy, 2007) to work with the participants. This section 

explains how the approach, framework and methods support the research design. 

A Practitioner Research Approach 

During the data collection portion of this dissertation, I was both a researcher and a 

practitioner alongside the creative entrepreneurs who signed up as research participants. As 

coaching was a familiar role to me in my own business practice, I was using a practitioner 

research approach, engaging my practitioner skill set while researching my practitioner world 

(Simon, 2018; Drake and Heath, 2011).  

At a high level, practitioner research is in service to develop practice, more so than 

developing theory (Reed & Proctor, 1995; Drake & Heath, 2011; Simon, 2018):  

The primary aim of practitioner research is usually to solve a critical problem or to 

develop an understanding about the nature of practice, and ultimately to contribute to the 

body of professional knowledge. (Reed & Proctor, 1995, p. 11) 

As a practitioner, I was motivated to improve my own practice and find better ways to 

facilitate entrepreneurial learning for emergent entrepreneurs, specifically those of a creative 

orientation. This practitioner research approach is in sync with the exploratory nature of 

multiple-case study method, in which hypotheses and propositions may emerge as a result of the 
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research, but are not the starting point (Yin, 2018). As a researcher, I followed an abductive 

process (Morgan, 2007) where I started with the premise that effectual logic would be beneficial 

to early-stage creative entrepreneurs while assessing this premise through action (namely, the 

Make it to Market program). I was open to the idea, and hopeful, that this would kick up 

conceptualizations that would be useful to build on the effectuation knowledge base within the 

academic community. 

It is important to acknowledge the dual role of researcher and practitioner and how it 

affected my positionality with the participants. Visually, I imagined myself as part of the data 

set, researching from within, biased and engaged with a declared agenda. The participants were 

aware of my data collection for a doctoral dissertation as well as my professional intent to deliver 

a coaching service that would help them make better decisions with respect to commercializing 

their businesses. In hindsight, this was an act of “putting myself in their shoes,” making sure that 

their program needs were addressed, which predictably aligned with my own standards of 

integrity as a coach. In this way, I was also biased by their agendas, coaching in a way I hoped 

would elicit favourable outcomes for them in exchange for their participation.  

In the process, I learned to trust that allowing myself to be guided by the familiarity of 

professional integrity would later stand up against academic scrutiny as well. Practitioner 

researchers need to be contextually responsive and focus on reflexivity (Simon, 2018). In my 

engagement with participants, I was involved in a constant process of reading an unfolding 

situation and making my own decisions about what to say, not say, do, or not do, relying entirely 

on ‘the moment’ and past professional expertise to make these decisions.  
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Shotter (2016) recounted a shared experience from David Bohm to describe the act of 

spontaneous decision-making that is demanded by certain situations. Bohm realized that crossing 

a stream by hopping across a set of randomly placed rocks could only be done in one continuous 

movement (there was no time to stop and plan each hop). Like Bohm, sometimes practitioners 

can only find the direction for the next step in the taking of the present step (Shotter, 2016, p. 

130), demanding in-the-moment navigation. 

In the one or two hours of coaching that would pass in the individual or group coaching 

sessions, respectively, I would often feel the sensation Bohm describes as hopping across a river 

of rocks, witnessing myself make spontaneous, cascading decisions in quick succession that 

responded to present realities in the instant they were presented.  

Practitioners have to learn how to work with imperfect knowledge: they cannot wait for 

the results of a piece of research before they act, they must act with what is available. 

Practitioner research, therefore, deals with ambiguity and messy contextual dependent 

problems. (Reed & Proctor, 1995, p. 15) 

My anxieties around balancing the practitioner and researcher roles were alleviated once I 

had time to absorb the data and got excited that they were speaking to me about the situation-

specific entrepreneurial learning process for each participant.  

Action Reflection Learning Framework 

As a practitioner, I used an action reflection learning framework to work with the 

participants and create what became the Make it to Market program to collect data (described in 

detail in the Multiple-Case Study Method section). Action learning is employed to conduct 

research within organizations and emphasizes individual learning (Revans, 1982). The origin of 
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action learning is attributed to Reginald Revans who held a humanistic view that experiential 

learning among peers could be used to improve human systems for those who depend on them 

(Pedler, 2011). The humanistic quality was simplified by Revan’s action learning equation, L = P 

+ Q, where learning (L) is a combination of P (programmed knowledge) and Q (questioning 

insight) (Pedler, 2011, p. xxii).  

Action reflection learning stems from a Northern European approach to action learning 

that is less hierarchical (and not limited to organizations), emphasizing participatory and 

collaborative approaches (Rohlin, 2011). The emphasis on individual learning through both peer 

reflection and personal introspection is what compelled me to see the fit for this research project.  

As originally conceived, action learning involved working among ‘learning groups’ of 

peers that embraced a similar challenge and worked on the challenge together (Revans, 1982). 

Traditionally, these groups were comprised of managers working within the same organization; 

however, in more contemporary times action learning groups consisted of people from different 

backgrounds or organizations without formal leadership roles (Venner, 2011). Action learning 

groups were coordinated by a facilitator, whose role varied from setting up the process and 

stepping away (as Revans originally envisioned), to guiding the process, to intervening as a 

coach within the process. 

Action reflection learning promotes the role of a Learning Coach who highlights learning 

opportunities and makes sure the group (set) is learning both as a team and individuals 

(Rimanoczy & Turner, 2008); specifically, the Learning Coach is not regarded as a group expert 

or advisor, and does not solve the problems or ‘steal’ learning opportunities from the group 

members (Rohlin, 2011).  
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As the practitioner researcher, the role I played in the research design was that of 

Learning Coach, and I specifically followed the guidance of Rimanoczy & Turner (2008). The 

types of skills that a Learning Coach must bring to the table include consulting skills, facilitator 

skills, teaching skills and reflection skills, which often stem from a diverse background of 

experience (Rimanoczy & Turner, 2008).  

The main function and objective of the Learning Coach in the [Action Reflection 

Learning] intervention is to create a helping relationship that supports individuals in 

achieving their learning objectives. This involves unlocking participants' potential; 

providing options to maximize their performance; guiding them toward increased 

competence, commitment, and confidence; and providing a learning arena for sustained 

cognitive, emotional, and behavioral changes. (Rimanoczy & Turner, 2008, Chap 13, 

para 7) 

Shotter (2016) refers to this approach as “withness thinking,”: a kind of thinking from 

within a particular flowing circumstance in which we open ourselves up to being ‘moved’ by that 

flow (p. 39). It’s not just seeing or witnessing, it’s participating, and it arises from a living 

encounter with another, opening up possibilities that we act or respond to spontaneously. 

A key aspect of coaching that needs to be addressed in this research project is that of 

interventions. Interventions in action reflection learning are necessary and expected. This 

intentionality was clear in the early development of action learning by Revans (1982) and the 

more contemporary field of action reflection learning (Rimanoczy, 2007). Interventions are 

guided by the emotional intelligence of the Learning Coach, anchored by an assembly of 

resources including values, experience and expertise (Rimanoczy & Turner, 2008).  
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In considering the nature of my own interventions, I was inspired by Cope’s (2005b) 

assertion that entrepreneurs need to look inward to gain introspection, backward to reflect on 

past experiences, outward to learn and interact with the context, and forward to visualize how to 

make the business grow and succeed. When I was coaching, I held a loose visual idea of a 

coaching wheel that I could operate to invite a participant to go inward, backward, outward or 

forward, kind of like a controller for a video game (Figure 2). 

 

 

 

 

 

In the process, I would catch myself thinking, “Where do we go from here?” Do we need 

to pause and explore something further? Do we need to go back and challenge or reframe 

information that was presented? Or, is it time to go forward and advance ideas? And, how do I 

know which is the best direction? 

My interventions as a coach occurred in quick response without time for pre-mediated 

thought, relying on practitioner know-how to guide the dialogue. Unlike a casual conversation, 

the intentional aspect meant that I was redirecting the participants thoughts or actions, or at least 

trying to do so. This was not passive. It was work that required acute listening, making 

connections and an ongoing critical assessment of my own interventions. Often, I felt mentally 

exhausted after a coaching session. 

 Inward 

Outward 

Backward Forward 

Figure 2:  Representation of a ‘Coaching Wheel’ to Navigate the Coaching Process 
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In the way I have summarized my coaching views and role as a Learning Coach, this also 

led me to assumptions about the best way to conduct a coaching relationship with the 

participants. For one, I gave them credit for already having a degree of expertise to build on 

based on what they shared with me prior to being selected as research participants. They were 

not complete novices, as evidenced by having a track record in selling their products or services. 

As well, autonomy is something I highly value and it surfaced in my coaching relationships with 

participants. While I offered knowledge, experience and tools, I strictly avoided coercion or any 

undue pressure on the participants to use them. I believe people make their own decisions when 

they are ready to do so, and my role was to expand their options and awareness. 

Multiple-Case Study Method 

 Case study research methods lead to a deeper understanding of a phenomenon, often 

focusing on contemporary phenomena (as opposed to historical) in real-world contexts (Yin, 

2018). Case study research may be used with the intention to expand and generalize theories, 

with a caution that they do not lead to generalizing statistical results (Yin, 2018). The method is 

appropriate for inductive studies with an exploratory intent where theory and proposition-testing 

are possible outcomes of the research, but not the starting point (Yin, 2018). Multiple-case study 

is a variant of case study method that includes two or more observations of the same 

phenomenon, where the variant enables replication (Lewis-Beck, Bryman & Liao, 2004). Using 

multiple-case study method, the researcher can explore both individual case studies and multiple-

case study results (Yin, 2018).  
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In alignment with a practitioner research approach, case study methods can be adapted by 

new information or discovery during the data collection process yielding in-the-moment 

decision-making (Yin, 2018) (this may be seen as an effectual process).  

The following section details the design of the Make it to Market program to collect and 

analyze multiple-case study data for this research. 

Make it to Market Program Overview 

For data collection, a multi-session, entrepreneurial coaching program called Make it to 

Market was designed using an action reflection learning framework. The learning groups 

consisted of early-stage creative entrepreneurs, who were carefully selected as research 

participants (which is detailed below in Case Selection). 

The Make it to Market Program was offered in two locations in different towns on 

Vancouver Island over the summer months of 2017. Each of those locations hosted a ‘learning 

group’ of research participants. Each offering of the Make it to Market program was comprised 

of five two-hour group coaching sessions that occurred every two weeks, supported by an 

individual one-hour coaching session for each participant that followed the group coaching 

session. In other words, as the Learning Coach, I led five group coaching sessions at each 

location, immediately followed by individually-booked coaching sessions for participants in each 

learning group (Table 3).  

There were three participants in each learning group, so I delivered ten group coaching 

sessions and thirty individual coaching sessions. I delivered the group coaching sessions for the 

first learning group on Wednesday nights and for the second learning group on Friday mornings 

(two days later).  
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Table 3: Organization of Make it to Market Program 

 Weeks 1/2 Weeks 3/4 Weeks 5/6 Weeks 7/8 Weeks 9/10 
Learning  
Group 1 

Group Session 1 Group Session 2 Group Session 3 Group Session 4 Group Session 5 
 
Individual 
Session 1  
(for each 
Participant) 

 
Individual 
Session 2 
(for each 
Participant) 

 
Individual 
Session 3  
(for each 
Participant) 

 
Individual 
Session 4  
(for each 
Participant) 

 
Individual 
Session 5  
(for each 
Participant) 

Learning  
Group 2 

Group Session 1 Group Session 2 Group Session 3 Group Session 4 Group Session 5 
 
Individual 
Session 1 (for 
each 
Participant) 

 
Individual 
Session 2  
(for each 
Participant) 

 
Individual 
Session 3  
(for each 
Participant) 

 
Individual 
Session 4  
(for each 
Participant) 

 
Individual 
Session 5  
(for each 
Participant) 

 

The overall emphasis on the Make it to Market program was on learning entrepreneurial 

skills, and from a research perspective, this specifically meant exploring the entrepreneurial 

learning journey in the context of early-stage creative entrepreneurs in pursuit of 

commercializing their ideas. To accomplish this, each group coaching session had a content 

theme and predetermined set of learning activities (Table 4). The choice of content was guided 

by my professional work coaching entrepreneurs while integrating effectuation principles. 

Table 4: Original Plan for the Group Coaching Sessions 

Session Number Content Theme Activities 
Group Session 1 Your Why: Exploring purpose, 

values and motivations 
Personal story 
Personal manifesto development 

Group Session 2 Your Means: Introduction of 
effectuation principles (not 
the effectuation process 
model) 

Skills and acumen map 

Group Session 3 Your Stakeholder Interactions: 
Navigating important 
conversations 

Customer empathy mapping  

 Group Session 4 Your Network: Stakeholder 
feedback and engagement 
opportunities 

Stakeholder mapping 

Group Session 5 Your Business Model: Exploration 
of additional revenue and 
scaling opportunities 

Business Model Canvas 
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The group coaching sessions were adapted over time to address the needs of the 

participants, a process that is compatible with case study method design (Yin, 2018). I did not 

introduce Stakeholder Mapping or The Business Model Canvas (Sessions 4 and 5) as originally 

planned because the participants needed more support for the content delivered in the earlier 

group coaching sessions than anticipated. As well, local mayors attended part of the last session 

of both groups as guests to listen to the early-stage creative entrepreneurs and talk about 

stimulating local business. This was an opportunity and decision I deemed worthwhile for their 

entrepreneurial learning experience, and it was not planned in advance. 

The following sections break down how the Make it to Market program was delivered to 

collect data for this research. This begins with a review of the cases that were selected, followed 

by a rundown of how group coaching sessions differed in structure and intent from individual 

coaching sessions. Finally, descriptions of the program activities that supported the coaching are 

offered. 

Selecting Cases 

The cases in this study were individual, early-stage creative entrepreneurs and focused 

specifically, on their context, thoughts, experiences and actions related to commercializing their 

products/service.  

After receiving ethics clearance, I sent out an email to my professional contacts in the 

local area explaining the purpose of my research and the selection criteria for participants. I 

linked this email to an online intake form (Appendix A), where candidates could share their 

interests and apply to be part of the research. These intake form results were retained as a form 

of data collection. Some of my colleagues shared the original email with their networks, which 
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resulted in a wider base of applications. One of my contacts was a mayor in another town, who 

offered to share my research invitation on her social media pages. This resulted in enough 

applications to justify offering Make it to Market in a second location.  

I heeded the advice of Clarke (2006) that when organizing action learning groups of 

independent entrepreneurs, the composition should be balanced so that they are similar enough to 

understand common issues while different enough not to see each other as competition. It is less 

critical that participants are in similar stages of experience (Clarke, 2006); however, for the 

suitability of the Make it to Market program I required that participants were at the stage of 

commercializing a viable, creative business idea. Specifically, this meant they already had some 

success selling their product or service (as opposed to zero market/selling experience).  Table 5 

outlines the parameters for the purposive selection of the participants (cases). 

Table 5: Original Plan for the Group Coaching Sessions 

Program Criteria Evidence of Criteria 
Creative entrepreneur Business is based on imagination, talents and skills to increase an idea’s 

value and bring it to market 
Early commercialization stage Basic branding and marketing materials are in place 

Demonstrated experience selling their product/service (beyond the 
prototype stage) 

Desire to increase sales and be financially self-sufficient through their 
creative venture 

Desire to work full-time in their creative venture 
Fit for this research inquiry Willingness to document and share their experience 

Favourably responsive to the idea of learning and being part of a research 
study 

‘Coachable’ disposition, responding favourably to self-exploration, 
reflection exercises and new ideas 

Personal and professional fit for 
the program 

Enthusiastic candor to participate in the program; resonance in conversation 
and thorough and thoughtful completion of intake forms 

 

An ideal size for an action learning group is five to seven participants, which provides for 

diversity while also permitting full participation (O’Neil & Marsick, 2007). I attracted six 
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participants into two different learning groups of the Make it to Market program initially, which 

occurred in two different towns; of these six, three in each group consistently proved to be 

participants that would yield full and informative data sets to meet the needs of my research. I 

removed participants from the data set when they missed group coaching sessions or did not 

readily show up for individual coaching sessions, as either situation resulted in incomplete data. 

The final data included three participants from each learning group, six participants in total. 

Group Coaching Sessions 

Both locations for the group coaching sessions were informal settings that allowed for the 

circular placement of chairs and orientation around flip boards or whiteboards as teaching aids. 

As the Learning Coach, I sat in a circle with the participants and facilitated the group coaching 

sessions, which I felt was appropriate to nurture the kind of sharing that occurs among 

entrepreneurs in such settings.  

The primary purpose of the group sessions was to provide an opportunity to expose the 

participants to entrepreneurial skills in a way that provided common language and reference 

points for all participants throughout the program. The basic formula for action learning is 

represented by L = P + Q, where learning (L) is the sum of programmed knowledge (P) plus 

questioning insight (Q) (Revans, 1982). Figure 3 demonstrates the action learning structure of 

each group coaching session.  
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Figure 3: The Action Learning Structure of Group Coaching Sessions for the Make it to Market Program 

 

The group coaching sessions were two hours long and followed this general format. 

• 10 minutes: Open with an agenda, introducing the content theme and flow for the 

session; 

• 30 minutes: Invite reflection (R), providing each participant with 10 minutes to speak 

to the group; 

o For the first group coaching session, this was simply a round of introductions 

and thoughts/concerns related to their personal experience of creative 

entrepreneurship; 

o In subsequent group coaching sessions, this was like a sharing session, 

sometimes in the form of a ‘show-and-tell’ of the previous weeks’ progress. 

• 20 minutes: Review programmed knowledge (P); specifically, focusing on the 

principles of effectuation and supporting activities to cover the content theme for the 

day; 

• 30 minutes: Applied programmed knowledge (P), working independently on 

supporting activities; 
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• 30 minutes: Invited questioning insight (Q), creating space for group discussion on 

the day’s content and how it applied for each participants’ venture. 

The breakdown into minutes is provided to give the reader a general idea of how the 

group coaching sessions flowed as opposed to a regimented way of doing things. As the 

Learning Coach I was always flexible to the timing needs of participants and practiced in-the-

moment judgement to adapt the timing as required. 

The audio of the group coaching sessions was recorded for future reference during data 

analysis. 

Individual Coaching Sessions 

The individual coaching sessions were scheduled independently and offered both in 

person and by phone. Most participants preferred the ease of meeting by phone as there were 

both geographical and scheduling limitations (such as parenting) that prevented them from being 

able to meet in person regularly.  

As the researcher, I appreciated the focused conversation and the efficiency of the no-

travel, one-hour time slot that delivering the individual coaching sessions by phone offered. This 

format allowed me to deliver multiple individual sessions throughout a day with enough in-

between time to collect my thoughts. In hindsight, I also appreciated that the phone sessions 

were higher audio quality to transcribe. 

Unlike the group coaching sessions, the individual sessions did not have predetermined 

content or activities. They were guided by the real-time needs of participants whether that was 

exploring a group coaching session topic further, working through one of the program activities, 

troubleshooting a real-time problem, or working on a tactical aspect unique to their business and 
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situation. I would often open a session by asking, “What would be helpful to you today?” This 

would help the participants identify their immediate needs or inquiries where they felt my 

support was relevant. I also used the individual coaching sessions as an opportunity to check in 

on the impact of learning in group sessions and keep them on track with the overall program. 

The audio of the individual coaching sessions was recorded, and later transcribed for data 

analysis. 

Program Activities 

In order to execute the Make it To Market program I chose activities for the group 

coaching sessions that supported the content themes that would be simultaneously instructive and 

data generating. If future practitioners or practitioner researchers offer the likes of the Make it to 

Market Program, they may borrow from these activities or introduce their own. My purposes 

here are to help the reader understand what I did and set the stage for interpreting the following 

Findings chapter. I used four activities from my own practice to facilitate the coaching sessions:  

1. Personal story development and personal manifesto development; 

2. Skills and acumen mapping; 

3. Empathy mapping; and 

4. Critical event journaling. 

Personal Story Development and Personal Manifesto Development 

These two activities were completed in tandem through the intake form for the program, 

where the following questions were posed:  

1. How did you get into your business? What’s your story? 
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2. If you could wave a magic wand (yes, seriously!) and create any future for 

yourself that you wanted as an entrepreneur, what would this look like for you? 

The purpose of these questions was to get the participants thinking and talking about 

themselves prior to meeting me and engaging in the program. They provided a starting point for 

discussion as I familiarized myself with their cases and early thoughts about themselves. The 

first question was a precursor to the activity of crafting a personal story, which was introduced in 

the first group coaching session. This was supported by a mind-mapping exercise of who I am, 

what I know and who I know, providing multiple pathways to cultivate an early assessment and 

awareness of means.  

The second question, the ‘magic wand’ question, was a precursor to the activity of 

writing a personal manifesto. We used the term ‘manifesto’ with flexibility, leaning on a magic 

wand analogy as opposed to something political or formal. The term was borrowed from an 

article we shared in the first group coaching session called, “The thriving artist manifesto” 

(Goins, 2017), which invited creatives to challenge the myth of ‘the starving artist’ and imagine 

a prosperous future guided by their creative abilities. This was in tune with Sarasvathy’s (2001) 

‘imagined ends,’ opening one’s mind to potential as opposed to fixating on a particular outcome. 

The personal manifesto activity provided insight into the early goals and aspirations of the 

participants. 

In keeping in touch with an effectual coaching process, the questions and activities 

referenced above were not intended to result in finite summaries or complete ideas (no one 

returned to the next session with a ‘grand manifesto’). Rather, the point was to cultivate 
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awareness of means and foster the articulation of goals that could become shared reference 

points for each participant as we continued the journey through the Make it to Market program.  

Skills and Acumen Mapping 

The Skills & Acumen Map activity was developed by a colleague (Angie Barnard) and I. 

For this ‘map’ you plot a two by two matrix where participants label and plot their existing skills 

and acumen against one axis for the level of effort and the other axis for the level of reward 

(Figure 4). 

Figure 4: Skills & Acumen Map 
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Examples of skills and acumen included any activity that the participants used to build or 

promote their businesses. The purpose was to draw their attention to the activities that appeared 

in the quadrant, “low effort, high reward,” namely the activities that they could do effortlessly 

that yielded the greatest results. 

The Skills & Acumen Map activity often reveals that the “high effort, low reward” 

activities are synonymous with “shoulds,” the things that people think they should be doing in 

alignment of their view of what it means to be in business (the attempt to conform to 

institutions). By contrast, the “low effort, high reward” activities are often “musts,” activities 
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with positive outcomes. Like anything that is highly rewarded in business, these would be the 

things to invest more time and resources into.  

The Skills & Acumen Map ties back to the effectual concept of assessing ones existing 

means, in this case, what I know. The knowledge was implicit and already existed within the 

participant, often without my awareness as the Learning Coach. The skills and acumen that they 

came up with didn’t necessarily follow conventional business themes, yet they did have an effect 

on the business. For this reason, it had to come from the participants as it would have been 

impossible for me as an outsider to make those connections beforehand. They knew what I had 

yet to learn about them. 

Empathy Mapping 

In anticipation of exploring the interactions of the participants with their stakeholders, an 

exercise called The Empathy Map Canvas (Figure 5) was offered during a group coaching 

session. The empathy mapping framework is a tool developed by David Gray of XPlane, a 

company that helps corporations better connect with stakeholders. I was first introduced to the 

tool in 2007 by David Gray himself at a conference called Visual Thinking and I’ve often used it 

in different classroom and boardroom settings when its advantageous to better understand others. 

The Empathy Map Canvas has since gained notoriety in business modeling and teaching 

entrepreneurship (Gray, 2017). 
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Figure 5:  The Empathy Map Canvas Template (Gray, 2017) 

 

The essence of empathy mapping is that you get inside the head of your stakeholder, 

literally by hand-drawing a head to represent your stakeholder and clearly identifying who they 

are and what they need to accomplish. This is followed by making guided assumptions of their 

sensory experiences, including what they see, say, do and hear in relationship to the business in 

question. Ultimately, the exercise culminates in an assessment of the stakeholders pains and 

gains – the issues that keep them up at night that they would be most eager to solve.  

Though theoretical in origin, the exercise invites people to abandon their self-absorbed 

concerns and become more empathetic to the concerns of specific stakeholders. Interactions with 

stakeholders are more successful when one can appreciate their pains and offer gains to further 
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the stakeholder’s agenda. It’s a powerful exercise to challenge assumptions and develop insights 

into how others perceive the merits of a relationship. 

The Empathy Map Canvas is most commonly used for customer stakeholders; 

however, it is suitable for all different types of stakeholders and the participants were 

encouraged to complete one canvas per their most critical stakeholder types. In contrast 

to the introspection involved in developing personal stories and manifestos, this exercise 

was offered to help participants better appreciate the origin of motivations for others. 

Critical Event Journals 

Critical events are defined as events that have an impact or profound effect on the 

storyteller (Cope & Watts, 2000) and reveal “a change of understanding or worldview by the 

storyteller” (Webster & Mertova, 2007, p. 73). Therefore, it is the author of a story that deems 

whether an event is ‘critical’ or not, according to their perception.  

Participants were asked to keep separate Critical Event Journal submissions using a 

guided template inspired by Experience Sampling Methodology (Uy, Maw-Der Foo & Aguinis, 

2010). This provided text data in addition to the transcribed coaching sessions. A template for 

Critical Event Journal submissions in included in Appendix B. 

Data Collection Summary 

To summarize, four types of data were collected over the duration of the project.  

1. Intake Form Data: Each program applicant completed an online form (Appendix A) 

that provided me with information on suitability of their candidacy for the program 

and their current stage of growth. It also included basic details on physical location, 
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business stage and business challenges, as well as a sense of their entrepreneurial 

aspirations. These data were collected in the form of an open-ended questionnaire. 

2. Group Coaching Session Data: Each of the two-hour group coaching sessions were 

recorded using an app on my smart phone. 

3. Individual Coaching Session Data: Each of the individual one-hour coaching sessions 

were also recorded using an application on my smart phone. 

4. Critical Events Data: Each participant was provided with a form (Appendix B) to 

record critical events. The form was inspired by Experience Sampling Methodology 

(ESM) (Uy, Maw-Der Foo & Aguinis, 2010).  

Recording Data 

I recorded all of the individual and group coaching sessions using an audio recording 

application on my smart phone. All of the written submission by participants (such as their 

critical events data) were provided in digital format. Additionally, the intake forms were 

maintained digitally. 

All the data that were collected were preserved in raw integrity; however, individual 

coaching sessions were additionally transcribed into digital text for the purpose of data analysis. 

I used a service called Go Transcript (www.gotranscript.com) to transcribe the audio files into 

text. 

Organizing Data 

I kept all the data organized on my desktop with a back-up hard drive that I kept in a safe. 

All the data were organized per participant and per date. Having all data neatly organized into 

digital text files assisted with the efficiency of preparing for data analysis. I found it necessary to 
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clean up typographic errors in the files I received from the Go Transcript service. I also edited 

these files for formatting consistency to remove unnecessary reading distractions before I 

proceeded with data analysis. I similarly ensured that the critical event data were formatted and 

labelled consistently.  

Data Analysis 

First of all, after data collection but before analysis, I prepared descriptive cases (Yin, 

2018) for each of the participants. These established each case’s substantive profile in a way that 

I hoped would introduce the reader to each of the participants. This is a common step to help a 

researcher stimulate format and structure for analysis, even when the final format is unknown 

(Yin, 2018). 

To analyze the multiple-case study data, I began with an inductive categorization process 

that resulted in categorical themes for analysis, which I then used to present individual cases 

analyses and comparative case analyses in my findings. This section reviews the data analysis 

process that took place. 

For case study method, “playing” with data is encouraged to develop your own strategy 

for data analysis (Yin, 2018, p. 164). Categorization of data is an acceptable means to play with 

the data to yield promising patterns, insights or concepts to define the priorities of what to 

analyze and why (Yin, 2018, p. 164-5). I followed a “general inductive approach” (Thomas, 

2006, p. 238) to guide how I “played” with the data using an inductive categorization process.  

As Thomas (2006) explains, an inductive approach allows “research findings to emerge 

from the frequent, dominant, or significant themes inherent in raw data, without the restraints 

imposed by structured methodologies” (p. 238). This approach is particularly apt for analyzing 
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qualitative data guided by specific evaluation objectives (Thomas, 2006). This was fitting of my 

use of a program to collect data and my underlying research questions relating to how 

entrepreneurial learning can be improved for creative entrepreneurs.  

An imperative aspect of Thomas’ (2006) summary of general inductive analysis is the set 

of procedures he outlines for data reduction and display, which I applied to my data. This was 

helpful considering that analysis techniques are one of the least developed aspects of case study 

method (Yin, 2018). Thomas’ procedure enables the researcher to create meaning out of complex 

data through the eventual development of thematic categories. Figure 6 illustrates the process. 

 

Figure 6: General Inductive Approach for Data Analysis (Adapted from Thomas, 2006, p. 242) 

 

 The majority of the data for this research were contained within the individual coaching 

sessions, which made up volumes of pages to read and process. This was the starting point for 

data analysis, appreciating that the other types of data (intake forms, group coaching recordings 
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and critical event journal entries) would be connected to and referenced by content in the 

individual coaching call transcripts. 

Beginning with Step One, ‘Initial reading of text data,’ I read each set of transcripts for 

the individual coaching sessions (five per participant) in detail to re-gain familiarity with the text 

and keep an open mind to identifying themes and events. Each reading gave me a re-gained 

sense of familiarity with the participant, and sense of what it was like to be in that moment with 

them. 

The second read through (Step Two) was a closer reading of text (Thomas, 2006). I read 

through each set of transcripts again and I labelled segments of text with associated themes 

inspired by the phrases themselves, which became emergent categories. I noted a list of themes 

for each case. This provided me with a sense of the complete storyline per case as it unfolded 

over the ten weeks, and their personal experience of the Make it to Market program. I did not 

over-think or over-analyze this process, I allowed my noting of themes to be free-flowing and 

practiced bracketing my memory of the previous case so I could approach each set of transcripts 

with a beginner’s mind to the process. 

This was followed by the next read-through of each transcript to determine where 

categories could be more concisely labelled (Step Three). Thomas (2006) refers to this step as 

‘creation of categories’ where inductive coding emerges from actual phrases or meanings in 

specific text phrases. At this stage, I began colour-coding related themes in preparation for Step 

Four. 

To begin Step Four, I looked for connecting themes among the categories and considered 

whether they were higher-level or lower-level subcategories that could be grouped together. This 
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helped to reduce overlap and redundancy between categories. I gave the upper-level categories 

descriptive names to summarize the collective meanings that were captured in earlier category 

development.  

After I completed a thorough examination for categories (Steps One through Four) for 

each case, I exported them into a file that only contained the categories, the specific text 

references, and my notes. This provided me with a refined set of pertinent data for comparative 

purposes. Specifically, I completed this step through the ‘commenting’ feature on Microsoft 

Word. I neatly recorded my categories, supportive texts and comments using the commenting 

feature, and exported the comments separately from the full transcript (The exact process was as 

follows: In Word, go to File à Print and select Microsoft Word from the third dropdown of pre-

set options. Then select List of Market from the ‘Print what?’ dialog box; finally save this as a 

PDF file).  

The outcome of a general inductive approach (Step 5) is the development of categories 

into a model or framework that summarizes the raw data and conveys key themes and processes 

(Thomas, 2006). My data analysis was completed in two inter-related stages. 

The first stage began by simply sitting with the categorized data and asking myself, 

“What is there?” Bracketing the practitioner mindset and embracing the mindset of an inquisitive 

researcher, I completed an unbiased (as possible) reconnaissance of the data as I considered the 

emergent themes, why they were showing up, and how they linked together. This was aided by a 

six-month break from the research that allowed for a fresh set of eyes. I was also able to detect 

early similarities and differences of the themes between participants even though this was not an 

in-depth level of the analysis.  
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The second stage of the data analysis was motivated by an observation that some of the 

categorical themes that emerged were already elements in the model of the effectuation process 

while others were unaccounted for. This became the “promising pattern” (Yin, 2018, p. 164) that 

captured my attention for detailed analysis. A key reason why this observation was a promising 

pattern was because the participants were not exposed to the effectuation process model at any 

point during the coaching sessions (they were only exposed to the five principles of 

effectuation). Furthermore, each thematic category presented comparable dimensions that could 

be explored. To provide an example, in exploring the ‘nature of goals’ one of the dimensions that 

emerged was whether goals may be considered to be more ‘visionary’ or ‘instrumental.’ 

Suspending my early reconnaissance of the data, I looked the thematic categories that 

were already present in the current effectuation process model and explored the categorical 

dimensions for each individual case study. Following this, I further analyzed the thematic 

categories that fell outside of the existing effectuation process model and repeated the process of 

inquiry for each individual case study. Collectively, these were presented as individual case 

study analyses (per thematic category) in the findings.  

Critically, it’s important to note that this analysis process was not chronological; while I 

explored elements of the effectuation process model (which emerged as thematic categories), it 

was not my intent to examine or apply the overall process from ‘start to finish’ or ‘left to right.’ 

The data did not present in a chronological fashion and the inductive process wasn’t conducive 

to assuming such an order. Instead, the focus of this study was to integrate the principles of 

effectuation (Sarasvathy, 2001) into the entrepreneurial learning experience; these principles, as 

in-the-moment heuristics, were not tied to chronological stages or events. 
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The presentation of individual case study analyses helps the reader start to develop their 

own cross-case comparisons (Yin, 2018). I experienced this as the researcher as well and 

formally compared and contrasted the dimensions of the thematic categories across the cases to 

provide comparative case study analyses (per thematic category). For multiple-case study 

methods, it is not necessary to present individual case studies separately; they may be dispersed 

through a chapter or section or presented in abbreviated vignettes (Yin, 2018). My dialogically-

structured data lent itself well to presenting quotes that illuminated dimensions of the thematic 

categories.  

Together, the individual case study analyses and comparative case study analyses resulted 

in new findings (Chapter 4) of how the effectuation model works (or does not work) for creative 

entrepreneurs. 

Limitations of Methods 

 A practitioner research approach with multiple-case study methods is subject to 

limitations. First of all, the positioning of the researcher within the data set (which Yin [2018] 

refers to as ‘participant-observer’) can result in the need to assume positions or advocacy roles 

contrary to the role of good social science practice (Yin, 2018). This is moderated by the stance 

of practitioner research that stands for intervening and intentionally acting in the best interest 

participants (Simon, 2018); however, this less conventional viewpoint is acknowledged.   

 As well, I would like to clearly state that there was no intention in this research to 

generalize findings based on a small sample of six cases. The goal of case study research is to 

expand and potentially generalize theories, as opposed to generalizing results (Yin, 2018). As a 
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practitioner research study, my primary interest was with improving practice, from which 

contributing to a new conceptualization may be a by-product. 

Understanding versus Validity 

Maxwell (1992) proposes that understanding is a more fundamental concept for 

qualitative research than a conventional sense of validity. The researcher needs to understand: 

“How can [I] have confidence that [my] account is an accurate expression?” (Pyett, 2003, p. 

1170).  

This inquiry sought to better understand how to support early-stage creative 

entrepreneurs by better understanding how they learn. Although I included multiple types of data 

to provide a comprehensive view of entrepreneurial learning as it applies to early-stage creative 

entrepreneurs commercializing their business ideas, there was no definitive ‘truth’ to be sought 

for this study.  

My own constructivist stance that people ‘believe what they perceive’ respects that 

entrepreneurs live very different experiences that cannot be generalized or subjected to cookie-

cutter treatments or programs. Each participant account needed to be viewed as equally useful, 

credible or legitimate, as Maxwell (1992) explains, “Thus, it is always possible for there to be 

different, equally valid accounts from different perspectives” (p. 283).  

I wanted to understand the experiences of the early-stage creative entrepreneurs in the 

program. This included wanting to understand how effectuation suited their aspirations and how 

entrepreneurial learning could be improved for early-stage creative entrepreneurs. 
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Ethics 

This research was approved by the Royal Roads University Ethics Research Board in 

May 2017. It involved minimal risk, as defined by the Board: “[The] probability and magnitude 

of possible harms implied by participation in the research is no greater than those encountered by 

participants in those aspects of their everyday life that relate to the research.”  

Participants signed a letter of informed consent (Appendix C) to partake in the research 

and they were informed that they had the right to withdraw at any time. They were fully 

informed of the nature and purpose of the research and how their participation would be used for 

research purposes. 

Over the course of the research, participants shared personal stories, reflections and 

details of their lives and/or businesses by choice, fully aware and reminded of the research 

purposes. Even so, anonymity was protected by not using their real names and withholding 

details within the data set that may be considered specific ‘identifiers.’  

Summary 

This chapter presents an overall rationale for how this dissertation was pursued beginning 

with my own worldview and desire to add value to the practitioner world of supporting early-

stage creative entrepreneurs. I came by a constructivist stance though my own experiences with 

learning and with that developed an appreciation for the unique ways others understand their 

worlds. 

The research design for this dissertation comprises of a practitioner research approach 

(Simon, 2018) and multiple-case study method (Yin, 2018). As a practitioner researcher playing 

the role of Learning Coach, my relationship with the participants was intimate and engaged, 
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offering interventions that became a part of the final data set. This was accommodated by using 

an action reflection learning framework to design a coaching program called Make it to Market 

that integrated group coaching sessions with individual coaching sessions to support participants 

in the program. The overall intent of the program was to support the participants (early-stage 

creative entrepreneurs) as they commercialized their creative ventures, namely through 

introducing and applying effectual principles. In total, six participants in two different learning 

groups comprised the final data set. 

Multiple-case study method (Yin, 2018) was used for data collection and analysis. This 

included a general inductive approach (Thomas, 2006) for analyzing the resulting data, resulting 

in new insights to consider the entrepreneurial learning for early-stage creative entrepreneurs. 
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Chapter 4: Findings 
Overview 

This chapter begins with an introduction to the participants supported by descriptive 

cases. This is followed by a breakdown of the final categorial themes as they emerged from the 

two stages of the general inductive analysis.  

The findings for the categorical themes are presented in two layers. The first layer 

explores the themes that are already known and present in the current model of the effectuation 

process that showed up in the experiences of the early-stage creative entrepreneurs. The second 

layer presents the themes that are not part of the current model, and therefore represent new 

findings as a result of this research.  

It is important to re-iterate that this study was not a ‘test’ of the effectuation process 

model. I did not present the model to the participants as something they were supposed to know 

about or follow. Our coaching sessions were oriented around the principles of effectuation (not 

the model) and how to think effectually as they navigated their entrepreneurial journeys. The fact 

that aspects of the model ‘showed up’ (inductively) independent of the participants’ awareness of 

it is what makes the findings intriguing, which will be discussed. The findings help to explore the 

extent to which this model (based on the experience of “expert” entrepreneurs) represents the 

experiences of the early-stage creative entrepreneurs represented by this study, and where it 

presents gaps or requires adaptation. 

There is a general order to the presentation of each categorical theme (to the extent this 

was possible). First, an overview is offered outlining related activities that led to the generation 

of data. This is followed by the presentation of data for individual case studies for an in-depth, 

per-case analysis. Finally, a comparative case analysis is offered across all of the cases (when 
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possible) to compare and contrast data across cases. The comparative case analyses explore 

similarities and differences among the six cases for the purpose of discussion; they are not 

intended to statistically generalize results. 

Discussion of the findings is reserved for the Discussion chapter that follows. 

Introduction to Participants 

Six participants were included in the data collection for this research project. There were 

five women and one male, and their ages ranged from 28 to 54. While the profiles are diverse, 

each participant met the selection criteria (as outlined in the Methodology chapter):  

• a creative entrepreneur; 

• in the early stages of commercialization; 

• fit for this research inquiry, including a coachable disposition and willingness to be 

part of a research project; 

• overall personal and professional fit for the program. 

The identities of the participants are protected to adhere to anonymity clauses in the 

ethics clearance for this research. Removing identifying aspects from the data set required 

generalizing geographic data and specific business details that may identify their relatively 

unique business within a region.  

Throughout the remaining Chapters, the participants are listed as early-stage creative 

entrepreneur (CE) number 1 through 6, or more simply: CE1, CE2, CE3, CE4, CE5 and CE6. To 

improve clarity for the reader, the product/service is kept in brackets after their CE# designation 

in the headers; for example, CE1 (Totes) is the first participant. Whenever the reader reads CE1 

or CE1 (Totes), this is always referring to the same first participant. 
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A summary of the participants is presented in Table 6. ‘Years of Experience in Business’ 

is an approximate estimate of the timeframe in which they attempted to pursue the idea for their 

current creative venture. This does not suggest that they were pursuing their venture ‘full-time,’ 

which was never the case, or that there was a definitive start date, which often wasn’t the case.  

Table 6: An Overview Summary of the Participants 

Early-stage 

Creative 

Entrepreneur 

Product/Service Gender 

F=Female 

M=Male 

Years of Experience in 

Business 

CE1 Totes (product) F 10 years 

CE2 Coaching (service) M 3 years 

CE3 Wallets (product) F 1 year 

CE4 Ceramics (product) F 10 years 

CE5 Videography (service) F 2 years 

CE6 Composters (product) F 5 years 

 

Descriptive Cases 

In the following descriptive cases, I’ve summarized each participant (case) to introduce 

them to the reader of this dissertation. Where applicable, quotes from our coaching conversations 

are embedded in the text. Quotes from the participants use their CE# designation. This is 

consistent throughout this Chapter and through to the end of the dissertation. 

The quotes and short stories that I’ve told are in the spirit of helping the reader “get to 

know” the participants, including their personality, motivations and a few of their key strengths 

or challenges.  
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Descriptive Case: CE1 (Totes) 

CE1 (Totes) was in her early 40s and lived in a remote town on Vancouver Island with 

her partner in business and life. CE1 was a designer by trade and lineage, and she generated 

revenue through a handful of business projects, including a business where she made upcycled 

accessories that she brought to the Make it to Market program. She was also a graphic designer 

and with creative genes: “An interesting thing in my family is that they are all creators and 

designers or architects. So, I think, oh, this is where it comes from.” 

CE1 and her partner manufactured one-of-a-kind bags with reused materials with an 

artisanal quality featuring unique construction and durability. They sold the bags at local outdoor 

markets and through local retailers. She spoke of the bags with a genuine fondness and pride in 

their work. 

Together, the couple demonstrated a self-determined lifestyle. They immigrated from 

Europe to Vancouver Island because they fell in love with the surroundings: “And even when I 

think about how I didn't even know about this place and we chose this place because we liked it 

so much, over all the other millions of other places.” They were self-employed and they were 

also building their own home. The couple recently adopted a baby and his surprise arrival put 

their work-life balance in flux:  

I was thinking this morning as we were feeding is that I'm really exhausted already and 

we are not even in high season yet, and so I was thinking - how can I improve this? In 

general, I am trying to have a good balance … I can tell that I am not so crazy anymore, 

and a child has really grounded me as well. 
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CE1 found working in a small town to be a challenge. She often remarked that her views 

didn’t blend in with those of other community members, and that her industrious nature 

conflicted with the laidback/troubled culture of island life:  

Somehow, we are always thinking this place attracts a lot of people who have addiction 

issues, traumas, or run away from their life, so it's end of the road here. You see them, 

you recognize them pretty clearly. People in the community are very kind to them and try 

to involve them, but there is still a need that it would be so much more fulfilling if they 

had something to do and work on stuff. 

Despite this, CE1 was a firm advocate for promoting local business and tourism with a 

strong ethic towards giving back. She viewed her business not just as a means to earn revenue, 

but also as a vehicle to address some of the poverty issues that she observed. In addition, she 

noted the small market size of and competition for tourism dollars as legitimate challenges: 

In [name of town], we have another problem where we are all sharing the same 

customers, so it feels like competition. We have less openness to work together, less of an 

entrepreneurial playground. I found that graphic designers were not so open to 

collaborating. People in [name of town] felt offended when I started my art prints 

because I was taking business from them. 

In Summary, CE1 (and her partner) managed a sustainable business for which they held 

community-oriented values. CE1 exhibited more confidence in herself and business affairs than 

she did in others, which she struggled to understand in pursuit of work-life-family balance. 
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Descriptive Case: CE2 (Coaching) 

CE2 (Coaching) was a married father in his early 40s with three young children. His 

family moved to a remote town on Vancouver Island as a lifestyle choice and so he could pursue 

his dream of starting a coaching business. CE2 wore multiple hats including father, husband and 

entrepreneur. He was also played a role in the military and was a student. He often found himself 

juggling multiple hats: 

 It's hard for me to actually do my work. If I had a house frau or au pere ... it would be 

great. I'd go to the beach; I'd go check the mail. But try to be a part of the [other job], be a 

part of [another business name], be a part of this doctorate, be a part of these coaching 

stuff. 

He worked closely with surrounding First Nation communities through both his studies 

and business. CE2 was close to his parents, who lived nearby. He also supported his mother’s 

food business, which was expanding locally.  

CE2’s current coaching clients came from corporate, government and First Nation 

institutions. His passion was working with First Nations, though he felt that work with 

corporations would result in higher revenue projects, as he explained: 

To fill my heart, my ideal client would be to work with band administrations across the 

country and help them and helping First Nation boards and helping that 

connection/bridge to happen between Western and First Nation communities. Because I 

support the bridge. That's my passion. But I also really do enjoy doing corporate stuff. 

But what's happening is that it should be First Nations ... so my ideal client is First Nation 

teams, really. 
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When further asked why it’s his passion, CE2 tied this to his appreciation for difficult 

conversations, stating, “I love helping teams to have difficult conversations. I used to be very 

uncomfortable in it myself, and I love it now,” which he elaborated in the following session:  

I found that we definitely need more effective leaders .... but what does that mean to me? 

It means a leader that can actually host their team in the conversations that need to 

happen … I feel that leaders need to understand how to host those conversations now. It's 

crucial conversations, it's accountability, it's results-based, understanding what the results 

even mean. 

In summary, CE2 ran an established coaching business with aspirations to grow. He 

presented as being overwhelmed by multi-tasking his various roles in life.  

Descriptive Case: CE3 (Wallets) 

CE3 (Wallets) was in her early 30s, married with two children under the age of five. CE3 

and her husband were a double-income family where CE3 also worked a part-time job in 

addition to her sewing business. 

Everything about CE3’s entrepreneurial journey spoke to the theme of practicality. Even 

her signature product, a wallet, was developed because she couldn’t find one that met her needs 

in retail stores. This is how she described starting up her business: 

 I started my business out of necessity. I had a wallet. It fell apart. I kept shopping around 

because I'm really peculiar about how I keep my wallet organized because the rest of my 

life is not as organized as I like it - two kids makes that a challenge - so I started looking 

around and gave up on all of the store-bought ones and I literally carried all my goods in 
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one tiny little bag and it was the messiest thing in the world, so I gave up ... and I started 

making wallets. 

As CE3 described it, her sewing business blended into family affairs; for example, her 

sewing machine was a living room fixture that the family worked around during meals: 

My machine is a functional part of the living room. It is part of the decor, as my hubby 

puts it. As much as I would love to have it in its own room, I have to share with the 

kitchen, or with the dining room table, at least. The kitchen table is not a kitchen table, 

it's a sewing table, we eat at the coffee table. 

CE3 grew up in a military family that moved around a lot and she picked up sewing at an 

early age by following in her mother’s footsteps. She often brought up her ongoing involvement 

in her mom’s crafting business, which provided learning opportunities to further her own. 

CE3 split her sales between the Etsy.com platform and major markets (including the 

annual Etsy market) leading up to the holiday season. She described Etsy as a sort of gold mine 

that she stumbled upon, and quickly made it her intention to mine its potential: 

People found me. My first sale went down to Arkansas in the States. And so, my thought 

was, "Wow I sold something. Now what? Literally, now what?" So, I came down and did 

more Etsy workshops, networked with some of the other members of the [name of 

networking group] and didn't realize that the people I was meeting at the time would be 

my core learning group. They were also the admins for the Facebook group. So, once I 

joined the page, my whole world opened up. 
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In summary, CE3 ran a sewing side hustle that she hoped could become her full-time 

income in the future, both supporting and bringing her closer to her young family. There was a 

strong theme of practicality in CE3’s approach at all times. 

Descriptive Case: CE4 (Ceramics) 

CE4 (Ceramics) was a ceramic artist in her early 40s living on an island in British 

Columbia. She lived minimally and produced sculptures and pottery pieces that she fired in her 

hand-built kiln. CE4 was a lifelong artist, professionally trained in her craft who didn’t like to be 

categorized by others: “I consider myself locally established, globally emerging. Cause they 

always want me to identify with established or emerging, but I truly am both.” 

CE4’s work was known locally; however, her aspirations were global, partly because of 

saturation in the local marketplace. CE4 felt there were too many retirees-turned-artists 

competing and the local scene was imbued with politics where friendships and business 

relationships were blurred, and often resulted in failed expectations: 

So, our local economy is saturated with wonderful art and the galleries seem to be 

struggling because all the people from a generation ago that used to buy art, they are now 

the people that are making the art. They're probably still buying it too, but, umm, they go 

well with these struggling galleries because if they sell art, the gallery has to pay rent and 

has to pay staff, chances are they're dealing with people that are already cushioned in 

their retirement and they can wait. I can't. Seriously. 

CE4 often referred to her living conditions as being at the poverty level with comments 

such as, “I want to be able to sell my work so that I can continue making more work and not 

have to struggle to buy a new pair of shoes,” and, “It's embarrassing to say I've been doing this 
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my whole life with minimal success. Success is that I'm able to keep doing it. My ex-boyfriend 

pays my bills.” Her chosen remote lifestyle limited her ability to succeed and get her goods into 

the marketplace, in part because remote shipping and packaging were cumbersome and 

expensive. 

In summary, CE4 experienced a degree of local success while entertaining global 

aspirations. She notably struggled with a low sense of self-esteem around money. Despite this, 

she celebrated living a minimalist lifestyle at her chosen home on doing what she knew best – 

ceramics. 

Descriptive Case: CE5 (Videography) 

CE5 (Videography) was a conservation enthusiast in her early 30s who chose to live in a 

remote town to be close to nature. She called herself a “conservation storyteller,” true to her 

venture in which she created environmental documentaries of subjects that resonated deeply 

within her.  

She moved to Vancouver Island recently and entered the Make it to Market program in an 

introspective space of figuring out both her career and how she wanted to move forward in life. 

Over the research period, CE5 had a part-time job to pay the bills, while seeking out more 

documentary work. In this transition period, she struggled with how to position, prioritize and 

price herself to attract the type of projects that would help her reach her goals.  

CE5 was an educated woman. She took calculated steps in the direction of her pre-

defined goal of producing video for conservation initiatives. She was also deeply networked in 

the conservation community and her work was gaining publicity.  

CE5 often remarked that there was a gender imbalance in her industry. As an emergent 
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female documentarian, she struggled to find opportunities that came more easily to men, which 

she described with frustration: 

Most National Geographic photographers are men and the few women that are a part of it 

are usually related to the men in this field. It's just really hard, it's a little bit more 

difficult for us to push into the industry or at least it was for a lot of my mentors who are 

women. 

CE5 surprised me by leaving the program one session early. She accepted the invitation 

to board a vessel for a conservation group where she would make on-board conservation videos. 

This move was a metaphor for CE5’s overall approach to life and business: open for opportunity. 

Descriptive Case: CE6 (Composters) 

CE6 (Composters) was in her mid-fifties and considered herself retired after a long career 

as a scientist. She lived with her husband on Vancouver Island. Through her business she sold 

stainless steel composters with a long lifespan that deterred pests like rats. CE6’s deceased father 

was the original inventor of the composters. He started the business as a hobby in the 1980s and 

put it to rest when plastic composters became status quo. CE6 renewed the interest five years ago 

and took on the business as a side project for her retirement years.  

CE6 sold the composters at local events, such as the local seed exchange where 

gardening enthusiasts gathered to purchase and trade seeds for the upcoming season. She often 

mentioned that the business should be more productive than it was: 

For me well I guess maybe it's not easy, but the [seed market name] always does well. I 

always sell from there and it's a rule, it's fun, but that's just four days, four maybe five 

days out of the year and also it is a fair bit of effort because I got to pack the stuff up put 
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up the display and then maybe I sell five bins. Well, that's nice, but I should be selling 

five bins every day. 

She surmised that if she could get in with a municipality, she could sell a whole bunch of 

composters at once, yet she lacked strategy or motivation to make these connections: 

I guess what I should be doing is going to council and saying, hey, we have this rat proof 

composter let's get some out there or maybe we could do a trial. Right? That's what some 

municipalities do, they'll do a trial with a backyard composting to see how it saves money 

or if households get into it. It'd be really neat if [town name] bought one hundred of them, 

right? 

In summary, CE6 had a successful product that she struggled to commercialize. She often 

experienced manufacturing and motivational blocks to sell more product. What she lacked in 

enthusiasm, she made up for in the passion for her project and carrying on the legacy of her 

father’s invention. 

It’s worth noting that unlike the other participants, CE6 did not invent the product/service 

she brought to market. In hindsight, I may not have selected her as a candidate on this basis, 

though at the time my impression was that she was creatively engaged in the evolution of the 

composter design and bringing it back into the marketplace (i.e. she was not selling exact 

replicas of her father’s design). Her participation in the Make it to Market program brought 

valuable insights to this research. 

Identifying Categorical Themes 

As outlined in the Methodology Chapter, I used a two-stage approach to review the data 

once the emergent themes had been recorded using multiple-case method (Yin, 2018) supported 
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by a general inductive approach created by Thomas (2006). Stage One was an unbiased 

reconnaissance of the data (without going into an in-depth review). Stage Two was a more 

critical look at the data in terms of how it fit or did not fit with the current model of the 

effectuation process. As explained in the Methodology chapter, the decision to consider whether 

or not the data fit with the model was based on Yin’s (2018) recommendation to “play” with the 

raw data and seek promising patterns for further exploration (Stage One). The observation that 

themes fit or did not fit the existing model was of interest, and therefore pursued as a means of 

organizing the categories for presentation. 

Stage One Categorical Themes 

The first column of Table 7 outlines the breakdown of upper-level categories that 

emerged with representative lower-level categories listed after each colon using Thomas’ (2006) 

steps for general inductive analysis. For example, one of the upper-level categories I chose was 

Personal Situation and some of the lower-level categories associated with Personal Situation 

included: ‘family,’ ‘stage of life’ and ‘other roles in life.’ A text example from the data is 

provided for each category. 

After establishing the major categories, further analysis revealed linkages. For example, 

Financial consistently tied in with contractual arrangements with other stakeholders and was 

essentially a type of Decision that needed to be made. Similarly, Belonging was consistently 

linked to Stakeholder Interactions because a sense of belonging or cultural fit enables the ability 

to interact with stakeholders. Lastly, Mastery belonged under the domain of Inner World as it 

expressed a particular type of self-reflection about one’s creative work. Thomas (2006) 

suggested these links might be considered categorical parent, sibling or child relationships based 
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on commonalities in meanings and relationships. These linkages are included in Table 7 as 

subcategories. 
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Table 7: Stage One Categories that Emerged from the General Inductive Approach 

Category Label Description Text Example from the Data 

Personal Situation:  
Family, stage of life, other roles 

in life 

Descriptions of the participants’ personal 

contexts; specifically, how their 

roles as early-stage creative 

entrepreneurs fit within other roles 

and responsibilities. 

“I know that being an entrepreneur and working for yourself typically means 

you'll wind up working doubly what you will normally, but at least for 

me this would mean I could still see my family because my sewing 

space is in my house. So, it would give me that ability to see them for 

more than five minutes at a time. I may not always be able to be there to 

play, but I'm already not there to play.” 

Goals:  
Vision, aspirations, ideas, 

personal 

story/ambition 

 

Expressions of the participants’ desired 

futures, personal and/or 

professional; alignment with 

purpose, if mentioned 

“It’s my goal above anything is to connect people to nature. That's what it is, and 

that’s what I’m going to do, and I'm glad I'm a woman who's raised in a 

way that I would be able to express those things.” 

Stakeholder Interactions: 
Customers, suppliers, 

intermediaries, peers 

 

Descriptions of how participants interacted 

with various stakeholders, 

capturing the general quality and 

nature of those interactions 

“Even the newspaper is not writing about us. It's too complicated. I never lived in 

a small community before, but what I experience is that people tend to 

be supportive, but what we hear is, “Why are they so expensive?” and “I 

don't need a shopping bag.” People seem offended by our product and 

that is so sad.” 

Subcategory 

Belonging: 
Fitting in, finding one’s tribe, 

understanding cultural 

norms 

 

Examples of how the participants related 

to the social and cultural context 

around them 

 

“I'm just not familiar enough with her world ... it's that thing ... you don't know if 

you ... it's like when you are in a new relationship and do you just go 

and kiss them because you want to, or do you wait for a signal? Do I 

move forward, or do I coax her to approach me?”  

Decision and or Indecision: 
Planning ahead, exploring 

options, deliberating 

decisions 

Commentaries on how the participants 

navigated important decisions, 

often involving commitments with 

other stakeholders 

“So, I asked three other colleagues on this one to send me their CVs and do a 

letter of introduction, because I don't want it to just be me. This is a 

team. I have amazing people that can teach, you also being one of them 

in the future when you're ready.” 
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Subcategory  
Financial:  
Pricing, making ends meet, 

selling 

 

 

Deliberations the participants had over 

how much to charge for their 

product/service 

 

 

“I'm not sure how to figure out how much to charge. I know that's everybody's 

challenge, but I think in terms of costing, I charge pretty well for 

somebody who started two years ago, I feel pretty comfortable with 

what I charge. Sometimes I do it at an early rate of $100, it just depends 

on if I'm working with somebody who has a big budget or not.” 

Inner World:  
Self-belief, confidence, attitude, 

self-esteem 

 

Reflections on how participants saw 

themselves as an entrepreneur; 

and/or perceived others saw them 

“I can just try to figure it out myself, which is what I've been doing. But I'm sure 

there are people smarter than me who could give good business advice.” 

Subcategory 
Mastery:  
Artistic integrity, creative pride, 

deep niche expertise 

 

Reflections on how participants felt about 

their creative work or ability 

(namely how they felt about their 

creative product/service) 

 

“A lot of people could make a masterpiece the first time with a paintbrush. It's 

possible. It's really not all that possible to make a large ceramic piece 

the first time you ever touch clay. It's probably impossible to fire a 

wood kiln to temperature the first time you fire it. It's probably 

impossible for most people to build a wood kiln anyway. So, there are 

these things where I'm very confident in my skill set as far as being able 

to produce what I do.” 

Personal Development: 
Learning, transferable skills, 

adherence to MITM 

program 

 

Evidence that participants were learning or 

applying new skills to their 

practice; either they were thinking 

of doing something or actually 

doing it 

“What I learned through the sessions and the homework was to see it from 

different angles and see the bigger picture. So, more like stepping 

outside and putting yourself outside, which is the hardest part, to see the 

bigger picture. I don't want to miss it.” 
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Stage Two Categorical Theme Refinement 

For Stage Two, I suspended the earlier reconnaissance of Stage One and dove into the 

model to look at all the dimensions of the data that were presented in the model. During this 

stage, I also revisited the chosen terminology for the categorical themes to ensure the best labels 

were chosen to represent the essence of each theme. Consideration of the effectual process model 

encouraged me to consider adopting the familiar language already used in the field of 

effectuation. For example, my original use of the category label ‘Decision and or Indecision’ 

was parallel in intent to ‘Commitment / No Commitment.’ Similarly, my original choice of 

Stakeholder Interactions could be shortened to Interactions. I broadened ‘Goals’ to Means/Goals 

because means are inextricably linked to goals in the effectuation process.  

This condensed the data into the six most important categories to explore (in line with Thomas’ 

(2006) recommendation of between three and eight categories); three of the final categories were 
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already present in the effectuation process model and three were not included in the current 

model. Figure 7 highlights the present themes in blue. 

Figure 7: Thematic Categories Present in the Effectuation Process Model (Highlighted in Blue) (Adapted 

from SEA [n.d.]). 

 

The categories with subcategories presented an added layer of context for consideration. 

Table 8 presents the final thematic categories and indicates whether or not they are already a part 

of the effectuation process model. The Stage Two Category Labels (column 2) are indicated in 

bold as they represent the final major thematic category labels that will be presented in this 

chapter. Both Stage One and Stage Two Category Labels presented in all six cases. 

  



HOW CAN ENTREPRENEURIAL LEARNING BE IMPROVED 105 

Table 8: Final Thematic Categories and Descriptions following Stage Two 

Stage 1  
Category Label 

Stage 2  
Category Label (Refined) 
 

Part of the 
Effectuation 
Model (Yes 
or No?) 

Description 

Goals Means/Goals:  
Vision, aspirations, ideas, 

personal 
story/ambition 

Yes Expressions of the participants’ desired 
futures, personal and/or 
professional; alignment with 
purpose, if mentioned 

Stakeholder 
Interactions 
 
 
Subcategory 
Belonging 

Interactions:  
Customers, suppliers, 

intermediaries, peers 

Yes 
 
 
 
 
 
 

Descriptions of how participants 
interacted with various 
stakeholders, capturing the 
general quality and nature of 
those interactions 

 
Examples of how the participants related 

to the social and cultural 
context around them 

Decision and or 
Indecision 
 
 
 
Subcategory 
Pricing 

Commitment  
(No Commitment):  
Planning ahead, exploring 

options, 
deliberating 
decisions 

Yes 
 
 
 
 
 

Commentaries on how the participants 
navigated important decisions, 
often involving commitments 
with other stakeholders 

 
Deliberations the participants had over 

how much to charge for their 
product/service 

Personal Situation Personal Situation:  
Family, stage of life, other 

roles in life 

No Descriptions of the participants’ personal 
contexts; specifically, how their 
roles as early-stage creative 
entrepreneurs fit within other 
roles and responsibilities. 

Inner World 
 
 
 
 
Subcategory 
Mastery 

Inner World:  
Self-belief, confidence, 

attitude, self-esteem  

No Reflections on how participants saw 
themselves as an entrepreneur; 
and/or perceived others saw 
them 

 
Reflections on how participants felt 

about their creative work or 
ability (namely how they felt 
about their creative 
product/service) 

Personal 
Development 

Action Potential:  
Learning, transferable skills, 

adherence to MITM 
program 

No Evidence that participants were learning 
or applying new skills to their 
practice; either they were 
thinking of doing something or 
actually doing it 
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Thematic Analyses Overview 

To summarize, categorical themes that emerged in the data using the general inductive 

approach were:  

1. Means/Goals 

2. Interactions 

3. Commitments / (No Commitment) 

4. Personal Situation 

5. Inner World 

6. Action Potential 

The first three were part of the existing effectuation process model; the latter three were 

not. As such, the thematic analyses are presented in two layers. First, I will present findings 

associated with the categorial themes that were already a part of the effectuation process model: 

Means/Goals, Interactions and Commitments (No Commitment). Whereas original research on 

effectuation (Sarasvathy, 2001; 2008) took place among ‘expert’ entrepreneurs, these findings 

illustrate how these key themes of effectuation are experienced by early-stage creative 

entrepreneurs struggling to succeed at commercializing their ventures. 

This will be followed by a presentation of the categorial themes that were not a part of 

the effectuation process model: Personal Situation, Inner World and Action Potential. These 

represent new themes that are relevant to the experience of the early-stage creative entrepreneurs 

being introduced to the principles of effectuation for the first time.  
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Categorial Themes Within the Effectuation Process Model 

Thematic Analysis 1: Means/Goals 

Means and goals are inextricably linked in the effectuation process. The participants 

readily identified with and shared their personal stories, demonstrating comfort with the basic 

who I am, what I know and who I know questions that represent an identification of means in the 

effectual sense. Identifying goals was a less straightforward process. It took several different 

prompts, conversations and activities to help the participants articulate their goals in a way that 

was share-able with others.  

Individual Case Analyses 

Table 9 provides a high-level summary of the goals of each participant. Each will be 

discussed and elaborated in the individual case study summaries that follow. 

Table 9: Summary of Participants’ Goals 

CE1 

(Totes) 

CE2 

(Coaching) 

CE3 

(Wallets) 

CE4 

(Ceramics) 

CE5  

(Videography) 

CE6  

(Composters) 

Integrate family 
and work 
 
Increase retail 
locations, as well 
as sales overall 
 
Create jobs for 
others in the 
community  
 

Influence the 
need for 
effective leaders  
 
Establish 
multiple global 
locations for 
business 
 

Have own 
sewing studio 
space 
 
Produce enough 
income to quit 
day job 
 
Spend more 
time with 
family 

Show sculptural 
art in 
respectable 
galleries 
 
Get into the 
Asian-Pacific 
Market  
 
Host an exhibit 
on nocturnal 
creation 

Connect people 
to nature 
 
Spend at least 
60% of time 
shooting in the 
field 
 
Cover lifestyle 
costs through 
business 

See that 
everyone owns a 
Speedibin 
composter 
 
Embed 
principles of 
permaculture 
into business 
operations 
 
Grow the 
business to a 
point that it can 
be sold 
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Means/Goals: CE1 (Totes) 

CE1 maintained an instrumental quality to her future aspirations with a  work-life balance 

and increasing retail sales. CE1’s response to the ‘magic wand’ question was:  

Living and creating of my own businesses, increasing the sales for [business name] and 

artwork, finding easy retailers to work with and more professional retail locations to work 

with, using the morning for artwork and designing new products! 

Her business was built on her environmental and socially-conscious values. She wanted 

her company to lower the footprint of used materials while providing a high-quality product to 

tourists. In addition, CE1 frequently spoke of poverty issues in her community and her desire to 

be part of the solution through creating employment: 

We were thinking that we don't want to do it just for ourselves. We wanted to create work 

here ... we saw the need when we came that everything is so seasonal here that people 

struggle with having jobs year-round. 

Caught in the moment, however, CE1’s priorities were less-so about her desire to create 

jobs and focused on finding a fit for the adopted baby: 

This is what we want to do. We want [baby’s name] to grow up in our family and he's a 

part of it, and I found another mother doing the same, but all the other mothers are 

younger, and they are only focused on the child, it's the centre of life right now. For 

work, we would never stop doing what we are doing. 

CE1 also made it clear that her aspirations were not growth-oriented. They had a reliable 

supply of materials to keep production steady and meet their market needs. Although she wanted 
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to be an employer, she was firm this would not come at the expense of adding production stress 

to the business: 

Everywhere in the world, there are some people upcycling [materials] and there are some 

really big ones with ten employees or more that are so desperate now for [materials] that 

they are driving around looking for them, but this, again, was our decision after the 

second year that we can't be a big thing because then we would have the pressure all the 

time to sell so much and I don't want the high pressure or lack of freedom to continue 

designing. 

There was an overall holistic quality to CE1’s aspirations, whether she was referring to 

work-life balance or her role in the larger community. She had the ability to see parts as 

intimately interconnected and sought for the placement of new ‘parts’ (like a baby) in the bigger 

picture.  

She frequently referenced conversations with her spouse, in which they mulled over 

different possibilities and outcomes for their integrated lives. Even her back-tracking of specific 

ideas, like creating a “little factory,” demonstrated an effectual process, as she went back to the 

drawing board with means and constraints to imagine new possibilities for her growing family. 

Means/Goals: CE2 (Coaching) 

CE2 entered the Make it to Market program with a bold vision of opening a coaching 

centre in multiple locations across the globe. Ambitious by nature, CE2’s background spanned a 

corporate, military and academic career, all of which were means feeding his primary goal of 

developing more effective leaders through his coaching practice. 
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In the group coaching session, he presented an abstract personal manifesto, sketched in a 

diagram over multiple sheets of paper that he narrated with key words and ideas. These 

brainstormed intentions took shape into a more formalized vision in our first individual coaching 

call: 

The magic wand is ... four leadership centres around the Pacific Rim. The second one 

will be in Kauai - leadership centre just means a foothold that we can launch from, 

because we'll be connecting to the land and the people of that land - so it would be 

Tofino, Kauai, Costa Rica and the last one would be in New Zealand. Only because each 

of them brings a certain energy for me. 

He later elaborated that the chosen locations built on his existing Indigenous and 

university connections. Like CE1, he indicated that he wanted to create work for others and 

establish a team of fellow coaches to collaborate on the work.  

CE2’s goals were clearly visionary, far-reaching and future-oriented. He was a goal-setter 

by nature, bringing that skill as a means into the program. He was self-aware in understanding 

that he was a product of his professional experiences, which he effectively smashed together to 

create a new breed of coaching: 

Leadership has evolved but I’ve found in all the work that I’ve done that many leaders 

have not. Different reasons for each one of them, that’s fine, but we can’t motivate and 

inspire people the way we did twenty years ago because people are different now. 

The outcome of his reasoning was therefore both effectual and causal. The means 

preceded the goal, and yet, only one master goal was presented, for which he needed means 
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outside of himself to achieve. His initial participation in the program appeared to be a search for 

missing ingredients, more indicative of causal logic. 

Means/Goals: CE3 (Wallets) 

CE3’s response to the magic wand question was emphatically practical, oriented around 

her physical production space:  

Oh, I know what I want. I want that studio space and I don't want to work for my boss 

who I love, but I know there are steps I need to go to. Just having my own space and 

freedom to make what I want and know that it will still have income to support myself. 

That's all I want. I just want simple. I just want to be at home or in my own studio. 

CE3 often emphasized self-sufficiency and autonomy. She reiterated this when we were 

sharing personal manifestos in the group coaching session a week later, supplementing her 

intention with a sketch she drew of her ideal sewing studio. 

CE3 didn’t approach what could be described as ‘imagined ends’. She didn’t describe 

potential pathways for the business or articulate different possibilities for the type of sewing 

business she could grow. In effect, her responses were means-oriented, focusing on how to 

bolster her existing means (the sewing space) without connecting these thoughts with 

entrepreneurial goals or aspirations beyond self-employment (a ubiquitous goal of most 

entrepreneurs).  

This may reflect CE3’s early stage of creative entrepreneurship with one year of 

experience under her belt. Her personal situation (married mother of two with a part-time job) 

also limited time and resources to fully pursue her creative path. Early indications suggested that 

CE3 was an effectual thinker by nature, even if her early goals retained an instrumental, means-
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oriented focus. This emerged more fully in her stakeholder interactions, to be expanded in the 

next thematic analysis. 

Means/Goals: CE4 (Ceramics) 

CE4’s goals were deeply personal in nature, oriented around her own subsistence needs 

and artistic aspirations. They were preceded by her personal inventory of means and remained 

detached from any time-line: “I don’t know what that future holds … anything that is ten years 

from now, I seriously can’t visualize. And anything that I can visualize … I’m not waiting that 

long!  

CE4’s response to the magic wand question was: “I want my sculptural art to be shown in 

respected galleries, valued, and collected. However, the world is changing in the business of art 

and art galleries.” The desire to be showcased and celebrated as a traditional artist presented 

consistently throughout our coaching time together. In completing the personal manifesto 

activity, CE4 described a bridge representing where she saw herself currently on one side and 

where she’d like to be on the other side where she envisioned, “a piece of my art in large homes 

or lobbies of businesses, or private travelling exhibitions.” Under the bridge, she explained, “are 

saw teeth and big waves below - these were things I needed but couldn’t access,” whereas on the 

bridge she placed the things she thought she could do, like write proposals for solo exhibitions.  

In a subsequent coaching session, she proposed a solo exhibit called 4 AM, a tribute to 

her existence in the nocturnal world, deeply rooted in her identity and desire to invite others into 

her world as an artist. In the following quote, she read out her description of the show:  

[S]culptural urns created at 4-am, the most intense time for the body to heal and the mind 

to hurt. Each urn is sitting with the theme of 4 AM and feeling from the mind of the 
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nocturnal in a world of diurnals. They are all made at night in accompaniment of the 

music of Leonard Cohen and thoughts fully describe some of his auditory masterpieces. 

This is just one of the pathways CE4 presented to move towards her goal as a recognized 

artist. A persistent roadblock to her desire to be gallery showcased was CE4’s perception that the 

local art scene was too saturated with artists competing for space in struggling galleries. To break 

away from this, she imagined entering the global market: 

I want so much it makes my head spin, but I can tell you generally, it's pretty obvious, 

that I want to thrive in my chosen career … Umm … okay, really, one of my goals is to 

get into the Asian Pacific market … Now, one way that my foot might get in the door, 

and maybe it did even, is this last show that I was in in Port Moody was called Japan to 

Canada, and it was all Japanese artists with Canadian influences and Canadian artists 

influenced by Japanese culture. So, there was a whole Asian heritage festival, so I what I 

submitted was for the Ikebana demonstration, put on by a School of Ikebana. 

Although CE4 labels this as a goal, it also presented as a strategy or set of actions to 

achieve her over-arching goal of artist recognition. The steps she outlined to get there may be 

described as loose footing on her bridge, a hopeful outcome from her limited sphere of influence; 

however, there was still an effectual representation of combining her means - who she is 

(ceramic artist), what she knows (submitting proposals and entries) and who she knows (gallery 

owners) – to generate a variety of imagined ends. 

Her goals were imaginative and far-reaching with a visionary quality, derived from 

effectual logic. What was missing, however, was convincing evidence that she would take action 

to move towards them or find ways to access the things ‘under the bridge’ that she needed.  
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Means/Goals: CE5 (Videography) 

Within five minutes of speaking to CE5 (Videography) for the first time on the phone, 

she stated, “I am a conservation storyteller.” This combined strong sense of identity and purpose 

reverberated through every coaching session. Clearly, she stated, “It’s my goal above anything is 

to connect people to nature. That's what it is, and that’s what I’m going to do, and I'm glad I'm a 

woman who's raised in a way that I would be able to express those things.” 

Her goal was not only clear, but also the outcome of thoughtfully curated means that 

resonated with her core identity. She provided the following write up on the intake form 

explaining the trajectory of her career: 

By chance, I stumbled upon a post-graduate program called ‘Environmental Visual 

Communications’ and was like, “Yes. There it is. That is exactly me.” So I signed up for 

the program, reached out to a whale research lab in British Columbia to partner with them 

on a filmmaking project and suddenly my path was very clear to me. After a summer 

filmmaking in the [name of region], I knew I was on the exact right path and just used my 

momentum from there to work towards a reality where I can work on conservation issues 

and feed myself at the same time. 

CE5 not only identified a broad goal aligned with her purpose (“connecting people to 

nature”), but also indicated that she weighed decisions based on whether or not they aligned with 

her of purpose: “The only element that I need in telling a story is: Does the story inspire me in 

some way? Because that's what I want to translate and communicate to other people.” In doing 

so, she created a way to tangibly rule projects in or out. Her bold decision to travel onboard a 
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conservation vessel as a videographer at the end of the data collection period was evidence of 

acting in alignment with her goals. 

CE5 was the most exemplary example of effectual reasoning among the participants with 

respect to goals and the harnessing of means. Her goals were far-reaching, without being 

confined by specificity, and aligned with an intrinsic sense of purpose that allowed her to be 

confident about her path.  

Means/Goals: CE6 (Composters) 

CE6 was unique in the group in that she spoke of her business at a distance to herself, 

even at one point calling it a “project.” It was initially difficult to understand CE6’s goals as she 

spoke of aspirations ranging from an “exit strategy” to the abolition of war. This was her 

response to the original ‘magic wand’ intake question:  

What a fun question! We would have [brand name] composters in the backyard of all 

houses and apartments and restaurants, on all continents.  Landfills would be obsolete as 

all waste is recycled or composted.  People would grow half of their own food and share 

generously.  Wars and the whole military would be obsolete as everyone has enough and 

is content … And we all lived happily ever after.  

This off-the-cuff answer hinted at CE6’s desire for a more ecological society, which she 

advanced through the personal manifesto activity. While the other participants used the activity 

to express personal aspirations, CE6 altered the activity to craft a manifesto for the business, 

oriented around her passion for permaculture. CE6 said the exercise was “quite revealing” and 

got her thinking how permaculture principles could be part of business. She explicitly added a 
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social orientation to the business: “I want this to be an example of what a business can be; keep it 

sustainable and have a benefit so it’s not just a place to make money.” 

Yet, even though her business tied into her personal values, CE6 continued to frame it as 

a distinct entity. She often recounted that the composters were her father’s invention, which she 

brought back due to market demand (even though she advanced the original design). Perhaps this 

can be summarized by saying the business was personal to her, but it was not an extension of her 

person.  

CE6 was the only participant that spoke of an exit strategy for her business and a 

willingness to part ways. An exit strategy is a conventional business goal associated with causal 

logic (if we grow to certain size, then we will sell); it is atypical of effectual logic where goals are 

more flexible and emerge over time. 

With respect to means, CE6 gave the impression she was seeking a recipe outside of 

herself to grow and eventually sell the business: 

It's all learning as you go. Which kind of drives me crazy. I know I'm not the first one to 

have an idea or to make it to market. But to figure out how to do it, I don't know, maybe I 

haven't looked hard enough, I know there's Small Business BC, but it's like, “read this,” 

and no, what I need is someone to say "[First name], why don't you do this?" 

In this way, she was seeking to acquire means to meet her goals, a defining characteristic 

of causal logic (Sarasvathy, 2001). Yet, after reiterating that the Make-it-to-market program was, 

in part, about figuring out how to find answers from within, she was game to continue 

participating and commit to the sessions. CE6’s business manifesto was a tribute to her efforts to 

think differently, digging deep to find meaning and personal connection that was new to her. 
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Comparative Case Analysis 

The participants entered the program with different types of goals (Table 10). With 

respect to scale, some maintained an instrumental quality while others described imaginative, 

visionary outcomes. With respect to intended impact, some focused on personal and family 

needs while others envisioned a larger role impacting society.  

Although the topic of ‘purpose’ wasn’t explicitly explored, most of the participants 

alluded to a deeper calling that connected their goals through coaching conversations. 

Furthermore, the discussion of goals revealed something about their inaugural mode of 

reasoning: effectual or causal. 

Table 10: Nature of Participant Goals 

Dimension CE1 

(Totes) 

CE2 

(Coaching) 

CE3 

(Wallets) 

CE4 

(Ceramics) 

CE5 

(Videography) 

CE6 

(Composters) 

Scale of goals Instrumental Visionary Instrumental Visionary Visionary Instrumental 

Impact of goals Societal Societal Personal Personal Societal Personal 

Explicit 
alignment with 
purpose 

Yes Yes Not detected Not detected Yes Yes 

Mode of 
reasoning 

Effectual Both Effectual Effectual Effectual Causal 

 

Interestingly, each participant had their own ‘fingerprint’ with respect to comparing the 

scale, impact, alignment and mode of reasoning for their goals (there were no two alike). For this 

reason, they cannot be discussed as a group in a way that would differ from the case by case 

findings already offered in the individual cases above. 
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Thematic Analysis 2: Interactions 

Four different categories of stakeholders emerged from the data: Suppliers, peers, 

intermediaries, and customers. Suppliers were relationships where they sought 

materials/resources to produce goods or offer services. Peers were fellow entrepreneurs in the 

community. “Intermediaries” was a term used to describe roles that stood between the participant 

and final customers; for example, this included various retail types for the product-oriented 

participants - CE1 (Totes), CE3 (Wallets), CE4 (Ceramics) and CE6 (Composters) - and referral 

agents for the service-oriented participants - CE2 (Coaching) and CE5 (Videography). 

Customers were end-buyers of the participants’ product/service. An empathy mapping tool (see 

the Program Activities section Chapter 3) was used to identify and explore the quality of these 

interactions. 

Individual Case Analyses 

For each of the participants, a high-level summary of stakeholder interactions, and 

whether they are positive or negative, is captured in Table 11. In several instances under 

the ‘Supplier’ type, interactions were not detected, and noted as such. This was simply 

because the businesses did not require formal supplier relationships with respect to 

material goods.   
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Table 11: Quality of Interactions by Stakeholder Type 

Stake-holder 

Types 

CE1 

(Totes) 

CE2 

(Coaching) 

CE3 

(Wallets) 

CE4 

(Ceramics) 

CE5 

(Videograp

hy) 

CE6 

(Composters) 

Suppliers Positive: 
Easily 
sources 
materials and 
expressed a 
high regard 
for labour 

Not 
detected 

Not detected Not detected Not 
detected 

Negative: 
difficulty 
getting needs 
met through 
manufacturers 

Peers Negative: 
Struggled to 
relate to 
Canadian 
peers; 
experienced 
cultural 
barriers 

Positive: 
Desired 
win-win 
outcomes 
for 
collaborato
rs 

Positive: 
Highly 
engaged in 
peer groups 
and expressed 
multiple 
benefits  

Negative: 
Frustrated 
with 
competitive 
space of 
artists; lacked 
confidence in 
business 
peers 

Positive: 
Self-
identified 
member of 
the 
conservatio
n 
community 

Neutral: 
Engaged with 
peers, but didn’t 
experience 
desired results 

Inter- 

mediaries 

Negative: 
Struggled to 
develop 
effective 
retailing 
relationship  

Negative: 
Struggled 
to make 
introductor
y in-roads 
with 
gatekeepers 
and 
referring 
agents 

Positive: 
Eagerly 
participated in 
markets and 
experimented 
with 
consignment 
opportunities  

Negative: 
Frustrated 
with ability to 
connect with 
gallery 
owners/broke
rs and 
understand 
their needs  

Positive: 
Strong 
inclination 
of who to 
reach out to 
and how 
they could 
contribute 
to further 
her goals 

Negative: 
Struggled to 
make 
introductory in-
roads with 
would-be 
distributors 

Customers Transition: 
Struggled to 
overcome 
customer 
objections, 
but was 
willing to 
work on this 
challenge 

Positive: 
Expressed 
confidence 
in customer 
satisfaction 
and 
gratitude 
for their 
referrals 

Positive: 
Expressed 
confidence in 
customer 
appreciation 
and feedback 

Positive: 
Spoke in high 
regard of end-
customers 

Positive: 
Demonstrat
ed gratitude 
to those 
financing 
her 
projects/wo
rk 

Positive: Spoke 
in high regard 
for customers 
and meeting 
their long-term 
needs 

 

Interactions: CE1 (Totes) 

CE1 (Totes) seemed to struggle most with interactions among the participants. This 

happened even though CE1 consistently exhibited high regard and good intention for others. She 
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was not the type to speak negatively of others but would often seem confused or bewildered by 

reactions. For example: 

Even the newspaper is not writing about us. It's too complicated. I never lived in a small 

community before, but what I experience is that people tend to be supportive, but what 

we hear is, “Why are they so expensive?” and “I don't need a shopping bag.” People 

seem offended by our product and that is so sad.  

She often spoke of culture shock, remarking on the differences between her industrious 

European nature and the laidback attitude of the West Coast. She perceived negativity from her 

entrepreneurial peers in the community because of her multi-faceted talents. When asked why 

she thought others were skeptical of her talents, she replied, “Because I do a lot and for them it's 

maybe too much, you know like "What, she can do this!? She's doing graphic design and she's 

doing bags!" It's too much for them.” 

These culture differences seemed to account for an ongoing theme in problematic 

interactions that left CE1 feeling under-valued by others and often mystified by their responses. 

She repeatedly assumed that any shortage in sales was due to the inability of others to fully 

appreciate the craftmanship and overcome price objections. 

CE1’s over-arching goal was to integrate her family and work while accommodating their 

newborn son. She wanted to do this through increasing sales overall. Since outdoor markets were 

labour-intensive and difficult with the baby, she turned her attention to increasing sales through 

other retailers. Therefore, we used the empathy map exercise to focus on retailers and customers. 

There were only a limited number of retailers in the region and CE1 experienced similar 

problems with all of them, carrying the same themes of being undervalued and misunderstood: 
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I find it extremely stressful and headache-y to deal with all the retail places that are not 

keeping up their stock. I always have to check on them. Or, even if I want to stock them 

up with stuff, they are not getting back to me. I literally have to run after them and check 

on them. And I don't want to control them. But here, they are so easy going sometimes, 

they don't care. 

This seemed contrary to the general principle that retailers are in business to sell 

products, so we started to look more closely at the people with whom CE1 was interacting. 

While some of them were store owners, others were seasonal employees with less vested 

interests, which she found to be a frustrating scenario to deal with: 

For example, every year they have a new gift shop manager that I have to get to know, 

chit chat, and when you sell retail stuff you have to display it and make it look nice, right. 

I can tell that no one is taking care of it. Sometimes I feel like I am running the store. 

It became obvious that CE1 needed more discernment in her selection of retailers. She 

was not working with self-selected stakeholders with shared goals, but with a myriad of store-

keepers with different interests. Furthermore, store owners would often ask her to sign contracts 

on their terms and CE1 would agree since she didn’t have a contract of her own. This put her at 

the mercy of following the rules of others, the antithesis of the pilot-in-the-plane principle of 

effectuation (control what you can control).  

Through the coaching process, we discussed generating a list of criteria for suitable 

retailers in terms of their values, reliability and the amount of stock they would carry, as well as 

creating contractual agreement outlining the terms of doing business. Ultimately, this resulted in 
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the conclusion that there simply weren’t enough suitable retailers in the region, but CE1 was 

optimistic she could pursue the strategy in time and that the list of criteria would be helpful. 

As the summer weeks passed by, CE1 grew increasingly fatigued of the market scene. 

The work we did on retailer relationships was not immediately productive, so CE1 turned her 

focus towards the outdoor market customers. The market opened every weekend and namely 

attracted tourists. CE1 reported on a situation where she directly applied her learning from 

empathy mapping to turn a customer interaction around: 

I had an awesome experience last week. We had the extreme situation where we had a 

[European] customer who started off with "Why are they so expensive?" I just tried to use 

the tool we learned, right? It worked. Because at the end she bought two bags. I acted 

different. I was calm and really put myself into her perspective. I showed her the product 

and tried to see her pain, right? Then she told me that her pain was that the whole journey 

here in BC was stressful because you never know what to expect for costs. I said, “The 

good thing is that our prices here include tax already,” and somehow it gave her relief. In 

the end she was looking for something for her daughter and she walked off with two 

bags.  

CE1’s ability to suspend her assumptions about the customer’s initial objection created 

space for a more constructive interaction. She wasn’t able to predict the customer’s pain 

beforehand, but through listening she gained new insights on the experience of tourists in the 

marketplace. This example was particularly interesting because she shared the same European 

country background with the customer; therefore, cultural differences were not at the forefront of 
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misunderstanding. It opened a door to experimenting with new ways to listen to and act in front 

of customers. 

Although CE1’s interactions initially appeared to be more negative than positive, more 

than anyone she exhibited the desire to turn this around and used the coaching exercises to do so. 

She even made a commitment to work on their brand image in the community, reaching out to 

fellow participant, CE5 (Videography), to tell their story. 

Interactions: CE2 (Coaching) 

CE2 (Coaching) aspired to take his leadership coaching business global, namely through 

attracting more clients. He enjoyed productive engagements with his clients, often resulting in 

referrals. The ability to attract ongoing clients through referrals was a testimony to his personal 

sales skills. He confidently stated, “Once I get in front of a group of twelve to fifteen people, I 

get more referrals from that. That's how I get business because I haven't sought business yet.” 

As previously mentioned, CE2 was also passionate about working with peers (fellow 

coaches) and looking out for client engagements where he could work collaboratively with 

fellow experts. 

He took the empathy mapping exercise seriously, documenting a comprehensive 

assessment of his different client types (corporate, First Nations and government). Rather than 

relying on his own assumptions, he took the initiative to reach out to representative members of 

each group and held conversations about their perspectives, which he later broke down into the 

categories of The Empathy Canvas template. We spent a whole individual coaching session 

reviewing the outcomes of his empathy maps, from which the excerpt below was taken: 
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So, I knew from our session last week that one of my target audiences is CEOs/senior 

leaders/high-level executives, basically the decision maker in an organization. I named 

this "Fred". Another one is First Nations. Call him “Joe.” And then I went through with 

my buddy to figure out what it is for First Nations, what we need to do for First Nation 

leaders? The last one that I need to do, and feel is necessary is governments. 

CE2’s empathy mapping revealed that his clients similarly desired more effective 

leadership, a key shared goal. Common themes included inter-generational and cross-cultural 

challenges, both of which were in his skill set to address. Overall, he embraced the empathy 

component of interactions with ease. 

CE2 had a natural way of talking with people and confidently stated that if he could get 

them on the phone, he could convert prospects to clients. His challenge was that the high-level 

leaders that would make decisions about leadership coaching were not easily accessible by 

phone, especially the ones he didn’t know yet. He overcame this in part by seeking referrals:  

I'm going to write down my warm contacts because there have been so many people … 

they're now in different locations and some of them are leaders in different organizations. 

So, if I could create something to send to them … 

 Even though CE2 had enough business through referrals for the time being, he wanted to 

extend past his current network in pursuit of his growth goals. He was excited to build a new 

website and explore the unfamiliar terrain of social media. 

As previously mentioned, CE2 struggled with a causal logic that put his goals 

immediately out of reach and this came back into play with his marketing ambitions. His thought 

process seemed to be, “If I target leaders broadly through my website and social media, then I’ll 
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attract new executive-level clients.” It’s not that this wasn’t true. It could have been, it was just 

that he was leaning away from tactics he was good at, like consultative selling by phone, and 

leaning towards activities that were foreign and made him uncomfortable. He especially seemed 

to have a disdain for social media: “Will Facebook hit CEOs? Because I'm not even a CEO and 

I'm not on Facebook. I don't have time for that shit.” 

As the coach, I met him in the middle. I appreciated his dedication to the empathy 

mapping exercise and agreed that his web presence was important. While developing a website 

wasn’t the end goal, we could use the development process as a tool to get clear on his audience 

and messaging. This messaging could also be used to send out to his warm contacts. I challenged 

his pre-occupation with social media if he disliked it so much; however, this seemed to be a 

personal challenge he needed to explore. 

As a final consideration, CE2’s interaction with intermediaries was noted as negative. In 

this case, intermediaries were gatekeepers or assistants to decision-makers. Empathizing with 

this group of people was an oversight that we never fully addressed. 

Interactions: CE3 (Wallets) 

CE3 (Wallets) was new in business and therefore her business relationships were new as 

well. Her aptitude for learning how to grow her business was high, and she easily sought out 

learning from peer groups, where first business relationships formed. She also appreciated the 

group coaching process and lamented that she didn’t want them to end. About her group 

coaching peers, she said: 

You can see the similarities. Like, I see a bit of myself in each of the scenarios in 

different ways. But I still see it's not just me struggling with things, it's really helpful to 
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see how they've solved the problem. I can take what they've done and adapt it for what I 

need to get past whatever problem I have. 

While she appreciated the contributions of others, what was notably missing was any 

sense of ‘making a bigger picture’ with peer stakeholders. While goals may have been shared in 

these circles, they were not yet collaborative goals.  

The closest CE3 came to execute a collaborative goal with as self-selected stakeholder 

emerged from her need for more lifestyle-oriented photos for her Instagram feed. CE3 was tired 

of photographing her products alone and wanted more interesting content. The potential of this 

shared goal was instrumental in nature, but it was an early indicator that CE3 was seeing her 

value in approaching warm contacts for collaborative experiments. She also shared how one of 

her networking peers got her into business in the first place: 

Then I met [store owner name], who owns the fabric store here and she said, “Why don't 

you just start selling them?” And that's literally the snowball that started everything ... she 

was like “I want it. I want to buy it. Make them. Sell them.” So, I sold a couple in her 

store. 

As the story was told, it lacked any pre-meditated intention on CE3’s part, unlike 

pursuing a friend for combined photo shoots. It did, however, demonstrate an effectual 

interaction that engages affordable risk by both parties to achieve a common goal.  

CE3 did not complete the empathy mapping exercises with enthusiasm or detail. It’s 

possible that she still needed to get clear on her own ideas and intentions before exploring the 

worlds of others. 
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Interactions: CE4 (Ceramics) 

For CE4 (Ceramics), the over-arching goal was to show her work in respectable galleries, 

of which she offered multiple pathways to achieve, namely developing a solo exhibit, entering 

global competitions and working with her existing gallery connections. While CE4 enjoyed her 

customers and spoke positively of her interactions with them, the reality was that she simply 

needed more customers to make her business viable. From her remote island location, accessing 

customers through art galleries and brokers made sense. 

 Throughout the coaching sessions, CE4 exhibited an attitude of being fed up with the 

local art scene. From a business perspective, her peer interactions were tinted with negativity. As 

previously mentioned, she felt competition between local artists was too crowded with new talent 

attracted to the scene. In addition, she felt conflict in conducting business with those she 

regarded as friends in the business community. When asked if she would like to be featured 

locally, she responded: 

Locally would be great. Like, even just the local art gallery on [remote island name], it's 

just that they're one of the galleries that didn't pay me for stuff I sold in December, and 

their plinths were dirty … I mean I would have gone in myself to paint them. But yes, 

they're struggling, they're really struggling. They're my friends. 

This helps to make sense of CE4’s global pursuits and desire to work with larger galleries 

at a greater arm’s length than local friends in business. With this in mind, we focused attention 

on interactions that she could improve with larger art gallery owners and brokers in cities. 

Yet, CE4 experienced trepidation in approaching larger gallery owners and requesting 

what she wanted from them. Instead, she often remained pre-occupied with her own concerns 



HOW CAN ENTREPRENEURIAL LEARNING BE IMPROVED 128 

with statements such as, “Sculptures don't go on the wall, they go in the middle, some galleries, 

believe it or not, don't understand that.” Additionally, she made assumptions that gallery owners 

were concerned with branding when they made decisions about which artists they would exhibit, 

a notion that fueled her own obsession with personal branding: “I want collectors and purchasers 

to be able to take me seriously as a brand.” In reality, however, there was no evidence to suggest 

that CE4’s work was being accepted or declined due to branding issues. The larger problem 

seemed to be a reluctance to make introductions in the first place and further the warm 

connections she cultivated over her artistic career.  

CE4 took to the customer empathy mapping exercise like a fish in water. Once she 

understood the exercise, she applied it to multiple stakeholders who could benefit her. As was 

typical of CE4, she was eager to learn and apply course content to her endeavor. About the 

exercise, she stated, “I'm trying to be a gallery owner, like the empathy thing. That is so weird 

that I've never even considered empathizing. I like this.” 

At one point, she even indicated that she was trying to think like them in her internet 

searches, looking up keywords and phrases they might search for to find artists such as herself. 

Through this process, she was able to get into the mindset of an art broker and think through 

reasons why her art would be an investment for others: 

It's called a hard asset that you can get your hands on rather than just an investment with 

a broker where your money goes up and down. So one of the pains with investors is the 

safe storage and safe moving of artwork. Well my pieces are solid, strong, inert, they 

could be pressure washed. If there was a fire or a flood, none of my pieces would be 

harmed. 
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In addition, she pointed out that while other investments fluctuate in value, art tends to 

increase in value over time. The discovery of seeing her art as a hard asset investment appealing 

to the financial desires of a broker’s clients was a sharp turn from making assumptions about 

branding and display conditions.  

CE4 also understood the concept of self-selected stakeholders and was eager to utilize her 

existing connections with larger gallery owners to further her own goals. For example, she 

offered the following example of reconnecting with an existing business contact: 

I could still go back to the gallery manager of [town name], who is very supportive of me 

and what I am doing. She tends to just accept anything I submit for any of their shows. So 

perhaps I could go back and talk to her, and say, “these are my goals, how can I be more 

involved with what's going on with this Ikebana school in Japan/Vancouver?” 

It sounded like CE4 was staged to pursue an effectual text-book case of engaging a self-

selected stakeholder to further her goals, but the reality was that she expressed severe trepidation 

in making requests, which often presented as excuses. With respect to the same gallery owner, 

she said: 

I'm just not familiar enough with her world ... it's that thing ... you don't know if you ... 

it's like when you are in a new relationship and do you just go and kiss them because you 

want to, or do you wait for a signal? Do I move forward, or do I coax her to approach 

me? 

Towards the end of our coaching sessions, she summoned the courage to approach the 

gallery manager about her idea for her 4 AM solo exhibit but stopped short of sharing her goal 
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about entering the Asia-Pacific market even though she had a tangible connection with the 

Ikebana school. She offered this long rationale of the experience:   

I spoke to the gallery manager on the phone and I did not ask her, I didn't know how to 

word it or articulate it, but I didn't ask her to refer me to friendly galleries that she knows 

of and trusts in Asia-Pacific, that do show international work and I will later ... the reason 

I didn't is because she doesn't really know .... I don't think she's familiar with my biggest 

and best work, so she might think ... ah, no, don't use my name, or something. 

Fairly, CE4’s Asia-Pacific goal was lofty and could have used more definition before 

sharing with others. Furthermore, CE4 was unable to identify how her global goals benefited the 

gallery owner. If, anything, she perceived it would trigger unwanted work and responsibility 

from the other partner; for example, the gallery owner would have to get up to speed learning 

about her larger work and refer her valuable contacts.  

Empathy mapping illuminated new ways for CE4 to pursue interactions with 

intermediaries like art gallery owners and brokers, but her confidence issues undermined her full 

ability to execute them in the time we had together. As a final example, CE4 similarly identified 

an art broker from her past that had welcomed her work, but she didn’t pursue: 

My voice is quivering because I'm not invited, but at the same time I'm not driving up to 

[the art broker’s] place, hauling up some heavy stuff right into his office and say look at 

this, look at this. 

 I reminded her that she was invited, and she responded, “Well, ya, but a long time ago. 

But you're right I was invited, and nobody would remember.” In these moments of refusal, CE4 

would discount her progress and connections, detaching from her empathy map outcomes. On 
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the plus, she knew who her self-selected stakeholders were, but she struggled with how to 

approach them. She never got to the stage of approaching brokers to test her theory about their 

interest in hard, sculptural assets. 

Interactions: CE5 (Videography) 

CE5 (Videography) had a natural talent for interactions in which she was able to convey 

her own goals and understand how they aligned with the goals of others. She completed the 

empathy mapping exercises with ease. She was aware of her status as a valued member of the 

conservation community and used a bold and direct approach to get work: 

I usually just send an email then I'm just like, "Oh wow, I reached out to him and he 

responded.” I was just asking him if I could assist him on a project and he responded 

saying he didn't really have anything yet but that he'll get back to me. Then, actually the 

next day, I woke up and he had sent me two emails for two different projects to help him 

with because he's the photographer. 

Here’s another great example of how CE5, the self-identified conservation storyteller, 

made her storytelling value explicit in a new introduction, spurring an immediate commitment: 

Before I even got accepted to the program, I emailed the research lab in the [location 

name], and said, "I might not be a biology student, but I would like to do this project with 

you. You've never had your story told. I would just like to be there." They said yes. 

CE5 continued to demonstrate deep insights into how others think and feel. She would 

often talk about her mentor relationships, both as a way to learn and as a bridge to get involved 

with new projects. Whereas mentor relationships are typically conceived as a more experienced 

person guiding a novice person, CE5’s nature was to see reciprocal value in the learning 
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opportunity, effectively teaching her mentors how to be better mentors while at the same time 

connecting them with their goals. With respect to her male mentors, she offered: 

I like to mentor back to them … I find that with my male mentors, they never verbalized 

it in these words, but I really sensed that it reminded them of their original intentions. 

Maybe I taught them how to mentor, try and mentor them in that process because I was 

very open with everybody, saying, "This works, and this doesn't work." In terms of their 

past, I think that I helped them reconnect to their roots because I have this excitement, 

like, “okay, teach me everything."  

CE5’s mastery of stakeholder interactions was another way she demonstrated fluent 

effectual reasoning, consistently collaborating with self-selecting stakeholders and creating a 

path to achieve shared goals.   

Interactions: CE6 (Composters) 

CE6 (Composters) experienced disconnects in her stakeholder interactions including 

suppliers, peers and intermediaries. In all cases, the connections were there, yet could be 

described as ‘loose wire’ connections where something seemed to be blocking or disrupting the 

flow of fruitful communication.  

The exception to this was with her customers, who were enthusiastic about the product 

and excited to see it back in production. Even so, in the way that CE6 described interacting with 

them, she overlooked key connection points. The two quotes below are used to illustrate this: 

1. At a market, there will be one thousand potential customers in the target market. My 

opening line is: "Do you make compost?" And everyone will start to tell their 

compost story. So people talk about apartments where it's not possible, or chickens, 
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or something their brother-in-law built, or the composter that they have but they hate, 

or it's full of rats, or whatever. Then I say, "This is what we're selling" and I give 

them the pitch. 

2. When I talk to customers, whenever I tell them where it started, started by my 

parents, and tell them that story, suddenly they'll light up and they're really interested 

and all excited about that end of things and more so than the worms and making 

compost and using up waste. 

In the first quote, she describes a conventional approach to sales including a target 

market, opening line and pitch. She made the effort to create resonance with customers; 

however, she operated out of a causal logic that they needed to be “sold,” focusing on features 

such as the rat-proof capability. Yet, as per the second quote, what evidently got her customers 

excited was the story of her father’s legacy and her commitment to bring a superior product back 

into the marketplace. This was the connecting wire, and while CE6 realized it, she didn’t make it 

a priority. We talked a lot about marketing in our individual coaching calls because CE6 had a 

great story to share that we already knew attracted customers. To her credit, she was selling 

composters and building customer relationships, she just wasn’t selling enough to meet her own 

goals.  

CE6’s goals centered around growing and automating the business to the point it could be 

sold. Automation is part of business maturation as new efficiencies are discovered and kinks are 

ironed out. CE6 had haunches about how automation and increased efficiency could be achieved, 

but they all relied on external sources, so she didn’t have full control over them. Manufacturing 
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was case in point as CE6 relied on steel fabricators. She described ongoing, troubling 

relationships with them: 

 [We] made one and started prototyping, found fabricators in [town name] and they were 

terrible, the fabricator was good, but our bins were terrible. I have one that I use but I 

can't sell it. So we went through all kinds of different design changes. We asked around 

to find a good fabricator in [another town name] with a CNC punch, which cuts them out 

by computer. They helped us find another good fabricator in [another town name], which 

was probably a blessing in disguise because they have the ability to do really well. Maybe 

they care a little bit more? They could see, they think that this might take off. So that's 

huge, right? 

She was resourceful in making manufacturing connections and referrals but struggled to 

make the win-win connections that would yield satisfactory productivity. The manufacturing 

headaches were unending in our time together, even resulting in no product over the summer 

months. Unfortunately, this dampened her motivation to move forward on other fronts. 

The same could be said of CE6’s peer interactions. Again, CE6 was proactive in sourcing 

and connecting with peer groups, including a local business networking group. Unfortunately, 

she seemed to experience a sense of “outsiderness” rather than connectedness: 

I'm sure there's one thousand people in [town name] who have done very similar to what 

I'm doing and would be more than happy to sit with me once a month and say, "What are 

you doing now, and what about this?" Just like a sounding board, right? 

Without appreciating how others might think and feel (empathy) about these interactions, 

the assumptions were void of mutual gains or goal sharing. That’s not to suggest that CE6 was 
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void of empathy; in fact, was very caring and considerate of others. She simply didn’t leverage 

empathy as part of an entrepreneurial skill set. CE6 never fully committed to the empathy 

mapping exercise, at one point indicating she was “going to work on it” without evidence that 

this happened. 

Intermediary stakeholders also had a critical role to play in CE6’s goals. She was 

optimistic about pursuing sales through municipalities, which seemed like a great strategy to sell 

higher volumes of composters and she was able to understand municipal concerns. Yet, like the 

supplier relationships she had a history of reaching dead ends and it wasn’t for lack of 

connections or confidence in reaching out. Resorting back to rat-proof features, she wasn’t 

connecting with the professional concerns of municipal leaders or the problems they needed to 

solve. This would have been a good case for empathy mapping, further supported by actually 

interviewing people in these roles to develop a genuine understanding of their pains. 

As luck would have it, the Mayor of Nanaimo attended our final group coaching session 

as a guest and offered some of his thoughts on each of the participants’ endeavours. CE6 offered 

the following reflection on his visit, “It was quite an eye-opener for me, in that I need to really 

work on my pitch to municipalities. It's completely different than individuals and completely 

different needs.” 

The recognition that she needed to change her approach was quite a departure from the 

pattern of externalizing problems. It wasn’t my impression that CE6 was reluctant or stubborn 

about coming to such conclusions. Like the exercises around goals, she benefited from multiple 

angles to appreciate her own role and influence in the process. 
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Comparative Case Analysis 

All of the participants were able to identify appropriate stakeholders or make progress in 

doing so, which was first attempted through the who I know brainstorm in the first group 

coaching session. This exercise revealed self-selected stakeholders that supported their 

endeavours.  

There was also a natural tendency to consider new connections that fit the archetype of 

current stakeholders; for example, CE1 (Totes) was seeking new retailers and CE2 (Coaching) 

was seeking new clients. In essence, this was an extension of the ‘who I know’ brainstorm to 

seek familiar qualities to source new opportunities. 

Table 12 summarizes the nature of participant interactions that emerged through the data. 

The label ‘In Progress’ simply denotes an intermediary stage between ‘Yes’ and ‘No’ where 

receptivity to the idea was indicated without an observable commitment to follow through. 
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Table 12: Nature of Stakeholder Interactions 

 

Dimension 

CE1 

(Totes) 

CE2 

(Coaching) 

CE3 

(Wallets) 

CE4 

(Ceramics) 

CE5 

(Videogr

aphy) 

CE6 

(Compost

ers) 

Making Connections 

Ability to identify 
appropriate stakeholders 

Yes Yes Yes Yes Yes Yes 

Ability to 
connect with 
stakeholders 

Makes 
contact 

Yes Yes Yes In Progress Yes Yes 

Delivers 
effective 
message 

In 
progress 

No No In 
Progress 

Yes No 

Depth of Connection 

Embraced empathy as a 

tool 

Yes Yes No Yes Yes No 

Embraced goal sharing In 
progress 

Yes No In Progress Yes No 

Embraced collaboration 
(pursuit of shared goals) 

No Yes No No Yes No 

 

Once stakeholders were identified, the next step was to connect with them. All except one 

participant - CE5 (Videography) - struggled to deliver an effective message with the 

stakeholder(s) they wished to connect with, effectively demonstrating a lack of resonance with 

their audiences. In traditional business, we would call this a ‘value proposition’ or ‘marketing 

message,’ a message that clearly conveys distinctness and desirability to further the goals of an 

interaction. As such, engagement of stakeholders was low, even if they were identified.  

 When empathy mapping was presented as a tool to cultivate mindfulness of stakeholders’ 

perspectives, the participants varied in their enthusiasm to embrace the suggestion. 

Correspondingly, they demonstrated varied depths of connections with stakeholders. The 

shallowest connections simply involved sharing one’s goals with another party. The most 
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instrumental goal setter, CE3 (Wallets), exhibited this tendency. I believe this was due to her 

newness as an entrepreneur as she was early in the process of identifying her own goals and 

seeing her value in business relationships. CE6 (Composters) could articulate the perspectives of 

others yet struggled to incorporate them into her messaging when reaching out for connection. 

This similarly truncated productive interactions.   

Only two of the participants fully embraced goal sharing and collaboration: CE2 

(Coaching) and CE5 (Videography). Both were service providers and perhaps there is some 

reasoning that it’s more conducive to collaborate on the intangibility of a service than the 

physical nature of an artifact/product. In addition to this, both projected a fearlessness around 

approaching others and were already well-networked in their professional affairs. 

Thematic Analysis 3: Commitments (or No Commitment) 

This section will explore the nature of commitments in the data set through the lens of 

effectual commitments. Sarasvathy and Dew (2005, p. 550-1) outline five characteristics of 

“effectual commitments,” which are recapped below:  

1. Parties only control what they can control (Pilot-in-the-Plane principle); 

2. Parties only risk what they can afford to lose (Affordable Loss principle); 

3. Parties collaborate to form new goals together; leaving emphasis on prior, 

personal goals behind; 

4. As means increase, constraints also increase; parties who join the network enable 

some possibilities and block others; and 

5. Parties prioritize transformation over selecting between existing alternatives; 

transformation occurs through a process involving a chain of commitments. 



HOW CAN ENTREPRENEURIAL LEARNING BE IMPROVED 139 

As will be soon be apparent, it will also be necessary to explore the phenomenon of “No 

Commitment” as it related to the participants and consider what this means as part of their 

experience in a commercialization program. 

Individual Case Analyses 

There were three examples in the data set that ‘almost’ met the criteria of effectual 

commitments as characterized by Sarasvathy and Dew (2005). For this reason, I will provide a 

few specific examples rather than presenting a case-by-case synopsis for this section. 

The clearest example occurred with CE6 (Composters), partly because her story involved 

manufacturing an artifact (a composter). In her consultation with manufacturers CE6 bowed to 

the expertise of steel fabricators, remaining open to their improvement of the design over time 

concluding that, “They took what I was thinking of and made it one thousand times better.” This 

was evidently transformation of a new product as a result of a commitment. It didn’t, however, 

meet that last two criteria (at least during the duration of the study) because others were not 

involved and their was no chain of commitments. 

The two participants with service-oriented businesses - leadership coaching (CE2) and 

conservation storytelling through videography (CE5) – were both on trajectories to obtain 

commitments and realize transformations (even though this wasn’t fully realized). 

CE2 (Coaching) demonstrated this through preparation to bring together a coaching team: 

So I asked three other colleagues on this one to send me their CVs and do a letter of 

introduction, because I don't want it to just be me. This is a team. I have amazing people 

that can teach, you also being one of them in the future when you're ready. 
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In this gesture, he was inviting others to become part of his business and share his intent 

to more fully establish a coaching company. The engagement of additional professionals in his 

coaching practice would transform his business in unknown yet incremental ways; perhaps as an 

expanded coaching practice, perhaps with different types of customers, perhaps in different 

places, etc. In addition to transforming the product/service, this could result in a new firm. 

CE5 (Videography) made a huge commitment at the end of the Make it to Market 

program by spontaneously joining the crew of a non-profit marine conservation organization as 

part of their conservation and documentation efforts. Since the outcome is not part of the data 

set, it cannot be fully explored here.  

Theoretically, CE2 (Coaching) and CE5 (Videography) both demonstrated potential to 

follow through on effectual commitments. Given more time, my belief is that both would have 

done so. An apparent distinction in the analysis of CE6 (Composters)’s commitment example is 

that it’s not enough for stakeholders to get involved with one another’s artifacts (be it products or 

services); to be part of an effectual process they also need to be involved in one another’s 

business (as evidenced by the last three characteristics). The parties of the network loosen their 

ties to personal goals as they get involved with shared goals of the network, a process that 

increases both means and constraints. As opposed to being transactional (like a customer buying 

a product off the shelf), effectual commitments redefine relationships.  

No Commitment 

After an in-depth exploration of the few commitments that did occur, it’s important to 

acknowledge that more universal phenomenon in the data set of No Commitment. It is a 
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challenge to report on findings that specifically did not occur; however, two long examples from 

the data set capture the observation.  

1. From CE4 (Ceramics): A lot of times it's applying and submitting to calls to artist, 

rewriting the bio. There's always lists and lists and lists of things that have to be done. 

I would like to post more Youtube videos that have to do with my studio … that's 

almost the gravy of office work, the super fun stuff that can wait. 

 

2. From CE5 (Videography): How do you balance stuff for your business and for your 

values, projects and clients? Choose how much time to spend on things, maybe? Are 

there any guiding questions that we can talk about in terms of how it’s best to use my 

time because sometimes I feel like I get caught up in my passion projects. The most 

frustrating is that I have all these things on my plate. Let's say I have eight things for 

other people and four things for myself or three things for myself. I see the list and 

I'm like, "Okay, I'm going to do these eight things for these other people first and then 

I’ll have all this space and time to do these things that I really want to do.” I might 

cross things off, but they get replaced by four more things. And then it's like I never 

get to do my stuff. 

The context of the conversation with CE4 (Ceramics) was that we were trying to 

prioritize steps she could take towards her goals. It sounded like she was organized because she 

had “lists and lists,” but in reality, there was little sense of payoff from the activities on her lists, 

such as re-writing her artist bio. CE5 (Videography), on the other hand, expressed a more 
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explicit awareness of her inability to know what to pay attention to. Both wound up with “stuff” 

that they deemed important but didn’t get around to. 

The Skills and Acumen Mapping activity (see the Program Activities section in Chapter 

3) was used to discern ‘low effort’ and ‘high reward’ actions to prioritize tasks. Figure 8 

illustrates how this activity unfolded for CE4 (Ceramics). 

Figure 8: Skills & Acumen Map - CE4 (Ceramics) Example 
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The activity helped CE4 (Ceramics) to identify that “Making YouTube videos” was low 

effort in the sense that she enjoyed it and was able to witness positive outcomes as a result. It 

also helped her to understand that “Applying and submitting to calls for artists” was something 

she was spending a lot of time on that was frustrating and yielded zero results. This was an 

activity she could cull from her lists; however, as it was steeped in the conventions of her 

industry, she was reluctant to do so. As a coach, it wasn’t my place to say, “stop,” but rather, 

“look at this,” and allow for her self-awareness to emerge so she could make her own decisions. 
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Pricing 

A recurring theme in the data set that related to commitment was an unsureness around 

pricing. Though ‘pricing’ represents the commitment between an entrepreneur and his/her 

customer (not partner/investor/co-creator), the examples illuminated a desire to feel more 

confident about understanding the marketplace in accordance to acceptable norms and traditions. 

Several examples included: 

CE2 (Coaching): I hesitate when I price it. I used to charge $500 per day, thought that 

was outrageous, then increased to $750 and this year I'm like, "I charge $1000/day," and 

people are like, "OK," and I think, “Are you kidding me?” I know I'm cheap compare to 

the going rate, but I just don't think I'm worth that. 

 

CE3 (Wallets): Figuring out the cost of my materials, the cost of my time ... there's a 

formula out there. It's cost of materials, cost of time, doubled, I believe. It's enough so 

that when I broke it down on how much I was making per tote/clutch that I was at least 

bringing home a chunk that was actually mine versus going back to the store. And it's 

pretty comparable to what's out there, so that was kinda good. 

 

CE5 (Videography): I'm not sure how to figure out how much to charge. I know that's 

everybody's challenge, but I think in terms of costing, I charge pretty well for somebody 

who started two years ago, I feel pretty comfortable with what I charge. Sometimes I do it 

at an early rate of $100, it just depends on if I'm working with somebody who has a big 

budget or not. 
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In all cases these are wavering commitments, both to oneself and to one’s 

customers/clients. 

Categorial Themes Outside of the Effectuation Process Model 

Thematic Analysis 4: Personal Situation 

The term Personal Situation refers to critical roles and responsibilities in the lives of the 

participants, often affected by their stage of life and family situation. Although I never asked 

direct questions about personal situations, this information was often offered, shared and 

returned to during our coaching conversations. It was as if the participants wanted to remind me 

of how their creative pursuits fit into and mixed with their other roles and activities in life. Often 

it was explicit in the sound of a child calling in the background of a coaching call, or a 

rescheduling explanation due to another work assignment.  

Individual Case Analyses 

Figure 9 provides a visual representation of roles and responsibilities of each participant. 

Their creative venture is represented as a circle, upon which other family and income roles come 

into play.  
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Figure 9: Depiction of Personal Situation of Each Participant. 

 

The brief summaries below elaborate on each participant’s Personal Situation. 
 

Personal Situation: CE1 (Totes) 

CE1 (Upcycled bags) was married with one child. She earned additional income as a 

graphic designer; her partner also worked full-time. 

Personal Situation: CE2 (Coaching) 

CE2 (Coaching) was married with three young children. He additionally earned income 

working for the government and he was a student. He played a support role in caring for his 

parents. His partner also worked full-time. 

Personal Situation: CE3 (Wallets) 

CE3 (Wallets) was married with two young children. She worked part-time in a retail 

position for additional income. 

Personal Situation: CE4 (Ceramics) 

CE4 (Ceramics) was single. She earned additional income through contract labour work. 

Personal Situation: CE5 (Videography) 

CE5 (Videography) was single. She earned additional income through part-time work. 
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Personal Situation: CE6 (Composters) 

CE6 (Composters) was married and retired from a previous career in sciences. She earned 

additional income in a self-publishing business. 

Comparative Case Analysis 

Participants brought their everyday life experiences into the Make it to Market program. 

Unlike a segregated experience between business and personal life, their daily lives were a 

regular part of the coaching conversations during both the individual and group sessions. 

Three of the participants - CE1 (Totes), CE2 (Coaching) and CE3 (Wallets) - were in 

spousal partnerships with children under the age of ten and played active parenting roles. The 

need to generate additional income added child-minding challenges for these participants. With 

all of these being home-based businesses, there was no solid boundary between ‘raising children’ 

and ‘going to work’ as is stereotyped by “9 to 5” employment. 

By contrast, the other three participants did not have children - CE4 (Ceramics), CE5 

(Videography) and CE6 (Composters). CE4 (Ceramics) and CE5 (Videography) shared a 

similarity in being single, creative females pursuing their passion in remote areas. Even though 

CE4 (Ceramics) and CE5 (Videography) had autonomy in their affairs that was unencumbered 

by other family roles, they struggled to sustain financially. Both CE4 and CE5 spoke of part-time 

work or odd jobs to fill in income gaps. CE6 (Composters) did not express concerns about her 

finances; however, she also ran another small business that produced income with minimal work 

required on her part. 

Financial resources were an important aspect of coaching conversations. CE1 (Totes) 

mentioned that she sustains customers while her partner has a “good, full-time job.” CE3 
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(Wallets) continued to work part-time in a retail position as her sewing business grew, and the 

wife of CE2 (Coaching) was employed remotely over the summer months. In summary, every 

participant sought additional means of generating income outside of their creative venture to 

support their household: 

• CE1 (Totes): Graphic design work 

• CE2 (Coaching): Phasing out government employment 

• CE3 (Wallets): Part-time retail employment 

• CE4 (Ceramics): Contract labour work 

• CE5 (Videographer): Part-time marketing work 

• CE6 (Composters): Additional small business on the side 

Thematic Analysis 5: Inner World 

The Inner World category emerged in the data coding as a way to capture what was going 

on inside the minds of the participants as they expressed thoughts relevant to their journey in 

creative entrepreneurship. These thoughts tended to be around self-belief, confidence, attitude 

and self-esteem, both as participants saw themselves and how they perceived others saw them. 

Through the transcription of coaching sessions, I captured their thoughts in real-time regarding 

their real-world situations. As such, the participants provided intimate and personal portrayals of 

their inner battles and challenges as entrepreneurs. This distinction is what I came to label Inner 

World. 

Critical Event Data 

Critical event data are included in the Inner World section because they helped to capture 

the “within-individual process” of entrepreneurial learning, often revealing “aha” or “eureka” 
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moments (Uy, Maw-Der Foo & Aguinis, 2010, p. 34). Not every participant provided critical 

event data, and those who did were inconsistent. This was anticipated given you cannot ‘expect’ 

or ‘force’ a critical event to occur or be perceived (Cope & Watts, 2000). The critical events that 

were reported are reflected upon later in this section.  

Individual Case Analyses 

Observing the topic of creative entrepreneurship, I identified two themes to be evaluated 

for self-efficacy; namely, how the participants perceived their self-efficacy as creative 

individuals (‘Mastery’) and how they perceived their self-efficacy as entrepreneurs. Additionally, 

the intake form for the Make it to Market program included the open-ended question, “Do you 

currently consider yourself to be an entrepreneur?” offering an early insight into their perception 

of themselves as entrepreneurs. 

Inner World: CE1 (Totes) 

CE1 (Totes) identified as being a designer and a creative individual. When she showed 

you one of her bags, she held it up as if though it were on showcase, pointing out the intricate 

details and the way the original material details were captured in the end design. Pride was 

apparent in her work. She had high creative self-efficacy, believing in her creative ability and felt 

creative praise from customers as well, stating, “I found it was never wrong to set our own 

expectations so high, so I'm extremely grateful that it's such an emotional product for our 

customers.” 

Furthermore, she had no hesitation identifying as an entrepreneur. When asked, “Do you 

currently see yourself as an entrepreneur, she responded clearly, “Yes, because, the sales are 

increasing each year and I have a buildup customer base for many years.” She associated her 
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entrepreneurial identity with longevity and progression, almost like a sense of earned legitimacy. 

She had a natural problem-solving ability and sense of resourcefulness that she demonstrated as 

she thought through various ways to improve her business. 

I felt that CE1 had high entrepreneurial self-efficacy. This was difficult to capture in a 

single quote; however, throughout the sessions she consistently demonstrated an attuned ability 

to adapt and thrive with a unique product in a limited, rural marketplace. Some of her adapting 

nature is captured in the quote below:  

I know that we are at a junction right now and we can continue as we did over the years, 

or we can continue in a new direction. You know, risk? But also feeling like the pilot-in-

the-plane, moving as we can. 

The ‘pilot-in-the-plane’ phrase is a reference to the effectual principle of the same name, 

evidence that she was incorporating new knowledge to describe her situation.  

Inner World: CE2 (Coaching) 

CE2 (Coaching) exhibited high confidence in his coaching practice with bold claims such 

as, “I have no doubt that people leave my sessions changed. It's humbling to be able to say that.” 

He also clearly identified with being an entrepreneur. His response to, “Do you currently see 

yourself as an entrepreneur?” was, “Yes. So far, I have started four businesses and as a 

consultant, I have many opportunities to collaborate with others to create new ideas and take 

them to market.” Such a statement also implied high entrepreneurial self-efficacy, the perception 

that entrepreneurship was part of his life and well within his capabilities.  

Furthermore, he was able to articulate that entrepreneurship is not much about the 

technicalities of setting up a business, but an overall approach to business and life: 
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 Your [program] has not only helped the leadership stuff, but as an entrepreneur of other 

things, because other things happen in my life all the time. I'm still using those same 

things and I'm trying to take control of the situation ... fly my own plane, be my own 

pilot, because the situation changed. 

Overall, CE2 emanated an optimistic can-do attitude. He readily absorbed and applied the 

content of the Make it to Market program, building on his entrepreneurial skill set.  

Inner World: CE3 (Wallets) 

CE3 (Wallets) consistently represented herself as an optimist and someone who took on 

the challenges of business with determination. Her optimism fed her self-belief and confidence, 

which contrasted favourably with her humble acknowledgment that she lacked experience. She 

had high creative self-efficacy as demonstrated through pride in her products: “When you look at 

other store wallets, you can just tell that the colours and patterns in mine are special, something 

that people are looking for.” She also exhibited a sense of creative mastery through her desire for 

perfectionism, stating that, “I know that for myself looking at my own products, I want them to 

be perfect and the internal struggle is the perfectionism.” 

CE3’s response to the question, “Do you currently see yourself as an entrepreneur?” was, 

“Now, yes. A year ago, probably not.” She further qualified that she felt more like an 

entrepreneur currently because of her year of dedication as well as validation from others in her 

life, including her husband.  

CE3’s entrepreneurial self-efficacy was also high. She had a problem-solving nature that 

not only applied to her creations, but also in the process of getting them into the marketplace: 

“My benefit is that if I can't figure it out on my own, I'll just kind of stumble along until I figure 
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it out or find a work around.” On several occasions, CE3 talked about “snowballing,” her own 

terminology for a process where ideas and steps were layered together like a snowball to gain 

traction. This demonstrated an early indicator of effectual logic, along the lines of acting 

resourcefully and identifying means. 

CE3 projected an attitude that she perceived her own potential, even when presented with 

challenges or obstacles. She frequently spoke of working and learning among her peers, adding 

to her entrepreneurial skills. She seemed to prefer to figure things out over seeking advice or 

being told what to do. 

Inner World: CE4 (Ceramics) 

CE4 (Ceramics) thrived in her creative domain of ceramics. In our first session together, 

she stated confidently, “I know I’m not making bad art,” attributing her economic struggles to a 

lack of business savvy rather any concern over the quality or marketability of her products. She 

further elaborated this confidence in the quote below:  

A lot of people could make a masterpiece the first time with a paintbrush. It's possible. 

It's really not all that possible to make a large ceramic piece the first time you ever touch 

clay. It's probably impossible to fire a wood kiln to temperature the first time you fire it. 

It's probably impossible for most people to build a wood kiln anyway. So there are these 

things where I'm very confident in my skill set as far as being able to produce what I do. 

As a trained artisan, both through art school and mentorship, CE4 always exhibited a high 

regard for her creative work. She often spoke of her “best work” and anticipated new work from 

her kiln with enthusiasm.  
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Her entrepreneurial self-efficacy was less so, but not absent. When asked, “Do you 

currently consider yourself to be an entrepreneur?” she responded: 

Yes, because I'm self-employed and have created my business. Also, no, because I don't 

understand business in general, but it’s apparent that I need to for expanding my scope of 

audience and marketing my work effectively.   

In this statement, she captured her own self-awareness that while she walked in the shoes 

of an entrepreneur, this was an area of growth and discovery for her. Her quote also 

demonstrated appreciation that being an entrepreneur involves more than being self-employed. 

Later, she elaborated: 

I don't know what it takes to be a successful entrepreneur because it seems like a 

mysterious formula to me, one that has felt difficult to access. From my present vantage it 

looks like a whole lot of magic and luck. Seriously, though, among other things: 

confidence, organization, energy, instinct. Passion and enthusiasm too, of course, which I 

have plenty of both. 

CE4 often answered questions cynically. She knew entrepreneurship was not about 

“magic and luck,” but tended to use phrases like this to undermine her abilities. She also spoke 

frequently of success requiring “intuition,” and she felt she could do a better job of using her 

own.  

Overall, I found that CE4 had emerging entrepreneurial self-efficacy, enough to know 

what she didn’t know. Her creative self-efficacy was confidently high, and she never shied away 

from identifying herself as an entrepreneur even though she felt she could be a better one. 
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Inner World: CE5 (Videography) 

CE5 (Videography) had high creative self-efficacy and confidence in her creative work. 

She identified as being part of the conservation community and her celebrated role as a 

videographer, stating confidently, “For a long time, I have defined myself based on what I do, 

with my conservation work.”  

She identified less so as an entrepreneur, associating the term with the technicalities of 

running a business, as highlighted in her response to, “Do you currently consider yourself to be 

an entrepreneur?”: 

I know on paper that I am, but I do not feel like an entrepreneur. This is likely because I 

don’t dedicate a lot of time to the business side of my work. When I first started, I was 

sure to get my templates and websites all set up from the get-go so I could just proceed 

with doing the work I love. This means I don’t have a frequent reminder that I am a 

business owner running a business apart from the cheques that come in. I think because 

I’m following a cause-related passion, it feels more vocational and like money is a plus to 

being able to do something I love so deeply. 

Throughout our sessions, she frequently resisted the notion of paperwork or anything that 

would legitimize her videography projects as a business. In fact, she was not even an 

entrepreneur ‘on paper’ as she had yet to file for her sole proprietorship.  

As such, CE5’s entrepreneurial self-efficacy was low. While she had success in getting 

paid to work on projects, she seemed to find more comfort in being a collaborator and 

contributor to conservation work than marketing herself as a creative entrepreneur for hire. 

Furthermore, since she was getting ongoing project-based work, there didn’t seem to be an 
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incentive to make her business more official. The bottom line was that she didn’t “feel like an 

entrepreneur.” 

Inner World: CE6 (Composters) 

Unlike the rest of the participants, CE6 (Composters) struggled to see herself as creative. 

Overall, her personal creative self-efficacy was low. As CE6 frequently mentioned, she did not 

invent her composter product (her father did) and she felt some distance from other participants 

in the Make it to Market program, whom she perceived as more artist-like. 

Even though CE6 did not speak in terms of creativity, it was evident that she saw her 

composter product as a superior product on the composting market. There was a sense of 

‘mastery,’ as she compared municipal composting pick-up to her ideals of backyard 

permaculture. In other words, while CE6 evoked creative confidence in her product, she didn’t 

necessarily view herself as a creative individual. This theme was consistent, even though CE6 

was solely responsible for product modifications over time, which some may perceive as a 

creative contribution. 

When asked, “Do you currently consider yourself to be an entrepreneur?” CE6 

responded, “I suppose so. I have an idea of what this business can be and am working 

relentlessly to overcome the hurdles one by one to realize the vision.” 

My own sense of CE6 was that she saw herself in a second career, emerging as a small 

business owner. She was doing entrepreneurial things, such as attending business networking 

groups, small trade shows and building an online presence. She didn’t, however, fully attach to 

the identity. Later, she would say “no” she did not see herself as entrepreneur. The “I suppose 
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so” statement reflects her ambiguity in finding a fit between herself and her understanding of 

what it means to be an entrepreneur.  

CE6’s entrepreneurial self-efficacy was consistently low. It wasn’t for lack of trying or 

seeking answers, but problematically she always seemed to assume that answers needed to come 

from others:  

But you know, I mean, for questions like that, who do I ask? I can just try to figure it out 

myself, which is what I've been doing. But I'm sure there are people smarter than me who 

could give good business advice. 

Fairly, seeking advice is an entrepreneurial skill, but it is contrary to entrepreneurial self-

efficacy and by seeking people “smarter than me,” CE6 often downplayed her capabilities as 

well as her experience. Back to Bandura’s original conception of self-efficacy, CE6 exhibited a 

lack of perception that she could act entrepreneurially on her own. 

Critical Event Individual Case Analyses 

Only two of the participants submitted formal journal entries (CE4 [Ceramics] and CE6 

[Composters]). Two of the other participants (CE1 [Totes] and CE5 [Videography]) made 

mention of critical events during their coaching sessions but did not follow up with a written 

journal entry. Two participants did not use the term or submit any entries (CE2 [Coaching] and 

CE3 [Wallets]).  

Below is a summary of the critical events that were pulled from the individual coaching 

sessions and the critical events journal data. 
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Relevant to the discussion of Inner Worlds, I’ve provided a critical event analysis on 

what the critical events reveal about self-efficacy (creative and entrepreneurial) and where 

relevant, the related concept of entrepreneurial identity. 

Critical Events: CE1 (Totes) 

Critical Event Description: 

CE1 (Totes) described being triggered in the second group session with an “aha 

moment” when she realized that her next step must be to work on her image. She 

regularly reported that she felt misunderstood and underappreciated in the community. 

She committed to exploring this further through fellow group member, CE5, who 

specialized in storytelling. 

Critical Event Analysis: 

Creative self-efficacy: No impact on creative self-efficacy. 

Entrepreneurial self-efficacy: This is an example of “non-predictive 

control” or the “pilot-in-the-plane” principle of effectuation. While CE1 couldn’t 

control what others thought, she had the confidence to address what she felt were 

branding and image issues, using existing resources and contacts to solve the 

problem. Up until this point, she seemed to feel powerless about what to do about 

the perceptions of others or explain her product to them. 

Entrepreneurial identity: No impact on entrepreneurial identity. With her 

background in design, this was exemplifying problem solving through design-

thinking. 
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Critical Events: CE4 (Ceramics) 

Critical Event Description: 

CE4 (Ceramics) says “no” to a friend who invites her to participate in a ten-day 

street sale for art because she sees no potential for sales despite her friend’s enthusiasm. 

She views this as part of her growth in saying “no” for the right reasons as opposed to 

jumping on any opportunity. She describes the event as critical because, “I'm 

experimenting with using effectual logic and intuition from experience to know when I 

must say “no,” despite pressure from well-intentioned people who I truly love. My pieces 

are gallery priced to accommodate a sales commission and I'm very happy to pay to cover 

all parts overseen in a professional exhibition.” 

Critical Event Analysis: 

Creative self-efficacy: CE4 advocates for the worth of her art, both by 

saying “no” to a non-income opportunity and saying “yes” to a future 

commitment to galleries. She maintained high creative efficacy. 

Entrepreneurial self-efficacy: It’s unclear how CE4 used effectual logic to 

come to this decision; however, she did follow her intuition, or ‘gut,’ to say no. 

Learning to follow her intuition was something she mentioned in our first 

individual coaching session, so this is an example of embracing the confidence to 

trust herself, building entrepreneurial self-efficacy. 

Entrepreneurial identity: By committing to a forward direction of only 

pursuing income-generating opportunities, CE4 is declaring, “I am not just an 

artist on display, I need to be paid.” This is part of that transition from creative 
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identity to entrepreneurial identity (Rae, 2005). Furthermore, by referencing 

“effectual logic,” CE4 is attempting to embrace and apply entrepreneurial 

terminology that is new to her, i.e. trying to assume the identity of an 

entrepreneur. 

Critical Events: CE5 (Videography) 

Critical Event Description: 

CE5 (Videography) received an email notification that one of her conservation 

videos made it to the semi-finals of a competition through the Macedonia Museum in the 

US. External acclaim is important in her field and she often spoke to her pursuit of being 

part of the conservation community. 

CE5 summarized: “A critical event was that I got an email four days ago. 

Somebody reached out and said, “you should enter this contest that I’m coordinating, it’s 

called Nature Invest Photography at the Macedonian Museum in the States,” and I 

submitted a bunch, but I forgot about it coming in March. I got an email saying that my 

conservation video, the one I showed you all, it made it to the semifinals.” 

Critical Event Analysis: 

Creative self-efficacy: CE5’s humble reporting and acceptance of an 

acclaimed award are telling of high creative self-efficacy. Creative confidence 

was always something she could lean on that seemed to supersede business 

confidence in herself.  
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Entrepreneurial self-efficacy: No apparent impact on entrepreneurial self-

efficacy. Notably, submitting creative works for award judication is part of the art 

world, not the business world. 

Entrepreneurial identity: No apparent impact on entrepreneurial identity. 

Critical Events: CE6 (Composters) 

Critical Event Description: 

CE6 (Composters) arranged a deal with her first warehouse and shipper for the 

composters after a good deal of research and on-site visits. 

She called this is a critical event because: “This gets the bins out of our garage, 

after five years,” and, “The business has just passed a milestone in that it is partly out of 

my hands now. The business seems a little bigger and a little more serious with this 

critical event.” 

Critical Event Analysis: 

Creative self-efficacy: No apparent impact on creative self-efficacy. 

Entrepreneurial self-efficacy: One of CE6’s big goals was to make the 

business run more efficiently. Stainless steel composters are difficult to ship from 

an island location, so finding a warehouse/shipper solution on the mainland was a 

big accomplishment. Accomplishing this task was “proof” that she alone (without 

outside advice) could step towards her business goals, demonstrating efficacy. 

Entrepreneurial identity: CE6 struggled to consistently identify as an 

entrepreneur and at one point referred to her business as a “project.” By 

describing the business and as “bigger” and “more serious” as an outcome, she 
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was starting to see it as more legitimate than a project, though it would be stretch 

to say this did anything for her own sense of legitimacy as an entrepreneur. 

Comparative Case Analysis 

Table 13 summarizes the group findings in terms of how both creative and 

entrepreneurial self-efficacy were expressed and witnessed among the participants, as well as 

their whether or not they identified as an entrepreneur at the onset of the program. The terms 

‘high’ and ‘low’ are used in the relative sense based on my own judgement and observations to 

support the commentary that follows (there is no scale). The term ‘emergent’ is used to describe 

the cases where there was self-awareness of entrepreneurial self-efficacy, but limited experience 

to realize it at the time of the study. To put this another way, ‘emergent’ meant it was detected, 

but not to an extent I could further analyze it. 

Table 13: Detection of Creative Self-Efficacy, Entrepreneurial Self-Efficacy and Entrepreneurial Identity 

 CE1 

(Totes) 

CE2 

(Coaching) 

CE3 

(Wallets) 

CE4 

(Ceramics) 

CE5 

(Videography) 

CE6 

(Composters) 

Creative Self-
Efficacy 

High High High High High Low 

Entrepreneurial 
Self-Efficacy 

High High Emergent Emergent Low Low 

Identified as an 
Entrepreneur 

Yes Yes Yes Yes No Emergent 

 

Creative Self-Efficacy 

Five of the participants identified as creative individuals and that was expected, given 

that Make it to Market was propositioned as a means to help early-stage creative entrepreneurs 

commercialize their products/services. As it turned out, one of the participants (CE6 

[Composters]) did not identify as a creative individual even though I deemed her an early-stage 
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creative entrepreneur as part of the participant selection criteria. This was unexpected. Some of 

the reasons that CE6 (Composters) gave for not being “creative” were that she did not invent the 

composter product (her father did), she strongly identified as a scientist, and her business wasn’t 

“art-related,” as she perceived the other businesses in her set to be. 

Creative self-efficacy among the remaining five participants was not only high, but high 

enough that I categorized it as ‘Mastery’ in the original rounds of coding. It was common for the 

participants to exude high confidence in their creative endeavours and outputs. The detection of 

feelings of ‘Mastery’ was one of the things I enjoyed most about our engagement, the shared 

pride, recognition and celebration of one’s talents. 

Entrepreneurial Self-Efficacy  

Entrepreneurial self-efficacy was perceptively the highest among the two participants 

with multiple ventures and years of experience in business, namely CE1 (Totes) and CE2 

(Coaching). Entrepreneurial self-efficacy was ‘emergent’ for the more novice participants, CE3 

(Wallets) and CE4 (Ceramics), who were in earlier stages of business formation with a self-

awareness that they still had skills and experience to acquire to be successful.  

Entrepreneurial self-efficacy was low for CE5 (Videography) and CE6 (Composting) for 

different reasons, as previously noted. Both struggled, at times, to identify as an entrepreneur. 

CE6 (Composters) operated with limited belief that she could act entrepreneurially without 

amassing answers and advice from outside influences; CE5 (Videography) generally resisted the 

business technicalities she associated with the entrepreneurial aspects of her venture. 



HOW CAN ENTREPRENEURIAL LEARNING BE IMPROVED 162 

Entrepreneurial Identity 

Most of the participants identified with being an entrepreneur at the onset of the program, 

with the exception of CE5 (Videography) and more ambiguously, CE6 (Composters). CE5 

(Videography) and CE6 (Composters), did not fully embrace new entrepreneurial approaches or 

behaviours. Neither wholly embraced an entrepreneurial identity (CE5 was more invested in 

creative identity and CE6 was transitioning from a scientific background) and both demonstrated 

low entrepreneurial self-efficacy.  

The remainder of the participants identified as entrepreneurs, though in different ways. 

Realizing the inconsistency of definitions among participants, we expanded on the definition of 

entrepreneurship and what it meant to think entrepreneurially over the course of the Make it to 

Market program. 

Critical Events 

Critical events played a moderate role in entrepreneurial self-efficacy. Notably, both CE4 

(Ceramics) and CE6 (Composters) experienced critical events that reinforced their own 

capabilities to pursue entrepreneurial goals that were important to them; CE4 (Ceramics) started 

saying “no” to non-income events and CE6 (Composters) took steps toward automating her 

shipping process. CE1 (Totes)’s “aha” moment around improving her brand image put her in the 

driver’s seat of addressing an issue that had been plaguing her around community support. 

Thematic Analysis 6: Action Potential 

The Inner World exploration of the of the participants revealed that self-efficacy plays a 

critical role in one’s ability to conceive entrepreneurial identity and believe in their abilities to 
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pursue entrepreneurial activities. Expressions of capability and belief (self-efficacy) exist in the 

domain of thoughts (hence, Inner World). 

At some point, a ‘shift’ emerges. This is when a thought becomes attached to an action, 

particularly if that action is a new way of behaving, approaching or doing. I labelled the data in 

this category Action Potential. Potential is defined as, “having or showing the capacity to 

become or develop into something in the future,” or, “latent qualities or abilities that may be 

developed and lead to future success or usefulness” (Oxford Languages, n.d.). The phrase Action 

Potential recognizes the ‘shift,’ even if action was yet to occur. 

Whereas the Inner World (self-efficacy) section captured a sense of capability, this 

Action Potential section explores intent and action.  

Throughout the data set, I noted signs of Action Potential, which were later broken down 

into several areas of observation.  

• Relative Commitment to Make it to Market (MITM) program: The degree to which the 

participants enthusiastically engaged and completed the activities (which were sometimes 

called “homework”). 

• Evidence of Transferable Knowledge/Skills: These include examples where participants 

inventoried their previous lives or roles to apply ‘old’ skills to their current 

entrepreneurial context (or not). 

• Evidence of New Entrepreneurial Knowledge/Skills: These include examples where 

participants pursued ‘new’ skill development and application as a result of the MITM 

program (or not). 
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• Evidence of Intent (thinking of doing): This section captures the key aspect of ‘potential,’ 

where an apparent shift in thinking has occurred, even if action is yet to take place. 

Specifically, this ‘shift’ was related to participation in the program and involved 

rethinking an approach or behaviour in a given business situation. 

• Evidence of Action (doing): Follow through on Evidence of Intent, this section includes 

examples where an actual change of approach or behaviour were witnessed; in other 

words, where the participants took action. 

As per the Inner World section, the terms ‘high’ and ‘low’ are used in the relative sense 

based on my own judgement and observations (there is no scale). The evidence-based 

observations are summarized by simply noting if evidence was detected or not detected, 

supported by additional comments or examples to further illustrate.  

The reflective nature of the Make it to Market program and the exploratory nature of the 

research design allowed me to capture moments where entrepreneurial learning was 

demonstrated. This Action Potential was almost always future-oriented; in other words, the 

potential was there but the action had yet to be taken. I attribute this, in part, to the ten-week 

duration of the program and data collection, which may not have been enough time to embark on 

full action. Table 14 summarizes the Action Potential findings.
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Table 14: Summary of Demonstrated Action Potential 

 CE1 
(Totes) 

CE2 
(Coaching) 

CE3 
(Wallets) 

CE4 
(Ceramics) 

CE5 
(Videography) 

CE6 
(Composters) 

Relative commitment to 
MITM program 

High: Dutiful 
commitment and 
thoughtful 
completion of 
activities 

High: Responsive 
and completed 
activities with 
enthusiasm with a 
mindset towards 
direct application 

High: Challenged 
herself beyond the 
activities to bring 
greater meaning and 
depth to her business 

High: Responsive 
and completed 
activities with 
enthusiasm 

Moderate: 
Present, but not 
always fully 
participating in 
recommended 
activities  

Moderate: 
Completed 
activities as 
“homework” 
without making 
deep linkages 

Evidence 
of 

Learning 

Transferable 
Knowledge/Skills 

Detected: 
Consistently 
applied a problem-
solving outlook 
that was a part of 
her designer way of 
being 

Detected: Readily 
applied previous 
roles in life and 
corresponding 
tools/lessons to 
current business 
situation 

Detected: Readily 
applied ‘old’ skills in 
new ways and made 
application linkages 

Detected: Applied 
‘old’ ways of 
doing things to 
minimal 
satisfaction   

Detected: 
Readily applied 
‘old’ skills if 
they aligned 
with her sense 
of purpose 

Not detected: 
Regarded 
previous 
professional life 
as a distinct set 
of non-relevant 
skills 

New 
Entrepreneurial 

Knowledge/Skills 

Detected: Curious 
to learn new 
knowledge/tools 
and ‘try them on’ 
her business 

Detected: Readily 
completed 
activities, often in 
great length and 
detail with direct 
application 

Detected: Self-
motivated to pursue 
new knowledge/skills 
beyond the MITM 
program 

Detected: Hungry 
for new skills, 
often referring to 
new ‘effectuation’ 
terminology and 
activities 

Not detected: A 
general 
reluctance to 
try new 
activities/skills 
in favour of 
‘tried and true’ 
ways 

Detected: 
Surficial grasp 
of new ideas 

Evidence of Intent 
(thinking of doing) 

Detected:  
Carefully plotted 
and discussed 
avenues with her 
partner regularly; 
ability to imaging a 
‘big picture’ steps 
to achieve it 

Detected: 
Articulated 
comprehensive, 
integrated plans 
that drew linkages 
from his past and 
current work 

Detected: Implicit, 
because she was 
always actively 
evolving and trying 
things new ways 
anyway 

Detected: 
Articulated plans 
that embodied new 
knowledge/skills, 
particularly those 
that related to 
approaching 
prospects in new 
ways 

Detected:  
Although 
reluctant, she 
appeared 
willing to 
address some 
of her 
entrepreneurial 
hurdles 

Detected: Spoke 
of rethinking 
approach with 
large clients 
(municipalities); 
otherwise 
limited and 
caught in old 
patterns 

Evidence of Action 
(doing) 

Detected: Directly 
applied new skills 
to customer and 

Detected:  
Made initial steps 
to address Internet 

Detected: Revisited 
and products, 
marketing and 

Detected: 
Followed through 
with ‘warm’ 

Not detected: 
Specifically, 
entrepreneurial 

Not detected: 
Seemed to put 
business ‘on 
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retailer 
interactions; made 
decisions around 
optimizing her 
time/activities to 
accommodate 
growing family 

marketing and sent 
out invitations to 
colleagues to 
collaborate in 
business   

opportunities 
regularly, even in the 
short time we worked 
together 

business contacts 
in new learned 
ways to further 
goals 

action was not 
taken (CE5 was 
action-oriented 
otherwise, such 
as her decision 
to join the Sea 
Shepperd) 

hold’ for 
summer months, 
in part due to 
manufacturing 
hurdles 
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Individual Case Analyses  

Action Potential: CE1 (Totes) 

CE1 (Totes) routinely reflected on past experiences and future opportunities. She was 

thoughtful by nature and adapted well to the reflexivity aspect of the program, both in terms of 

learning from past experience and attempting to apply new knowledge. For example: 

This is what I learned. In retail, for example, you don't have someone on the market that 

can explain the concept to help people understand the bag. And so they go more for the 

special people who want to treat themselves with something special. The normal stuff 

goes more into retail and we always try to do a write up about upcycling and the tag helps 

to sell, but of course it's a lower price point then, but the bags are not so interesting. But 

this is what we learned too. Different needs. 

As a learner, CE1 readily changed her behaviour and took new approaches. In the series 

of quotes below, she demonstrates her incremental approach to solving problems. Without 

question, CE1’s largest challenge was managing time as new mother and she developed an 

impatience with low performing markets. 

• The problem:  I had a lot of time for thinking and I talked to [my partner] about how we 

can improve things so I have more time to work on things because at the moment I can't 

take off any minutes. 

• The solution: For the [town name] market, it's a nice social event but we can look at the 

numbers and know it wasn't too hard but also not so such money. We even had a 

complete no-show weekend on the market. And we think "Are we in the wrong place? 

Are the wrong people there?" 
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• The envisioned alternative: I said to [my partner], “Maybe we should go to a couple 

conventions a year, like the boat show in Vancouver, I know it costs a lot of money, but 

at the end it could be a good way just to get the sails and maybe also try to sell the bags in 

one big event.” 

CE1 was always ‘acting on’ information, ready and willing to make changes for the best. 

It often took her more than the suggested weekly intervals to complete Make it to Market 

activities, but she always circled back with a thoughtfulness of how our shared learning could be 

applied to her unique context. Her desire to form new habits as a result of learning was indicative 

of the intent of the program. In the final coaching session, she said, “I hope it will be a kind of 

habit of seeing where you are and where you want to go, the tools you are giving us.” Her 

observation of knowledge as a “tool” reflected my own view of the effectual principles as a set 

of tools, or heuristics, to help make better decisions in real time.  

She also had innate way of capturing the inner/outer nature of reflexivity, repositioning 

oneself to see a circumstance from different vantage points: 

What I learned through the sessions and the homework was to see it from different angles 

and see the bigger picture. So, more like stepping outside and putting yourself outside, 

which is the hardest part, to see the bigger picture. 

CE1 brought experience to the table, both as an entrepreneur and as a designer. Her 

entrepreneurial self-efficacy was high and her aptitude to grow and continue to build her 

entrepreneurial skill set was also high. Overall, her Action Potential was therefore high. This was 

especially remarkable as she embraced the new challenges of motherhood and growing her 

business simultaneously.  
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Action Potential: CE2 (Coaching) 

Of all the participants, CE2 (Coaching) brought the most explicit transferable skills from 

his previous roles in life. Notably, his military metaphor of “terrain and weather” caught my 

attention:  

They can't change the processes as quickly, so, I equate it to something in the military 

that we do, we always think of two factors: the terrain and the weather. The terrain, you 

cannot change quickly. The terrain is just immovable. That's really what it is. The terrain 

in the business world is technology. And, the other think we think about is the weather. 

The weather changes extremely quickly. And just think if your boss is having a bad day 

and he takes it out on you? How quickly does the weather change in your organization? 

So you need to be aware of the weather as well as the terrain. 

CE2 was also cautious to also bring in perspectives from his work with First Nations 

people. Remarkably, he managed to integrate First Nations ideas with military references within 

his leadership coaching practice: 

One of the gains that First Nations can get is two-eyed seeing, a new approach 

(systematic approach), like a decision-making cycle and things like that. A program that 

helps them with decision-making and the systematic approach to making those decisions. 

And that's actually my combat estimate. 

When I asked him to clarify what he meant by “combat estimate,” he replied, “I started to 

translate the combat estimate that we do in the military for large, large operations into business 

terms. Which is where that terrain and weather thing comes in.” 
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CE2 took on the Make it to Market activities with a vengeance, often scrolling through 

pages of paper and diagrams to articulate his evolving thinking. In the quote below, he asks big 

“hows,” as in “how do I bring these ideas together?”: 

So, one of things that's emerged from this, too, is that these are the problems that leaders 

of the future and current leaders are facing, so this is my research. This is really my 

research. This is what I am trying to teach. How do we overcome this intergenerational ... 

that's the theme ... and intercultural gap? There's a gap. Different world views are not 

being respected by leaders and there's so much value that can be gathered by a different 

world views that is not being harnessed in teams. And, a huge amount of value in 

generational world views that is not being harnessed in teams. Does that make sense? 

This demonstrates Action Potential because it’s taking the learning to define a destination 

and formulate questions around an approach. Effectively, this captured the context of where 

CE2’s business was at because he was ready to become more intentional about the clients that he 

targeted and worked with.  

In the final individual coaching session, CE2 reflected upon how the Make it to Market 

program had impacted him. Bringing back a military reference, he said, “It's really helped me 

because I had no clue and I was apparently shooting in the dark the whole time. I was in the area 

... but my grouping was off.” 

CE2 excelled at the task of embracing and applying entrepreneurial skills, which he 

layered upon his previous experience in entrepreneurship. His myriad background and desire to 

integrate lessons from his past worlds and learned worlds was demonstrative of effectual 

reasoning; however, as earlier noted, he also had a tendency to lean towards a causal approach. It 
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was his humble nature, desire to learn, and trust in me that allowed for shaping and redirecting 

his thought processes. 

CE2’s Action Potential was high, evidenced through his ongoing incorporation and 

application of new skills while remaining invested in shaping a future for his creative venture. 

Action Potential: CE3 (Wallets) 

CE3 (Wallets) was always eager to learn new things. She was so much fun to have in the 

program and eager to apply new things each week to fine tune her business. Although she only 

had one year of experience in business, she was quick to reference her past and how it helped 

with her present. She operated by a personal principle that she called “the snowball thing.” She 

used her snowball terminology both with respect to making products (below) and growing her 

overall business with statements such as, “Do the snowball thing. Start with the easy ones and 

then work my way up.” 

CE3 emanated ‘learning by doing,’ taking a proactive approach to increasing her 

knowledge and “snowballing” more business activity. Her approach was intuitively effectual 

despite a complete lack of significant experience or formal training. Her steps were smart and 

specific to her goals, which she kept instrumental and manageable. Although she didn’t claim to 

know the answers, she moved towards them without hesitancy.  

When it came to doing the Make it to Market “homework,” CE3 went above and beyond; 

for example, sometimes she would search Youtube.com videos for further instruction on the 

exercises that were presented during the group coaching sessions.  

In a subsequent individual coaching session, I asked CE3 which group sessions she found 

most helpful and she responded, “The one that we did that had the empathy map, because that 
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helped me narrow down what I was looking for and it helped me to make the changes to my 

SEO.” SEO stands for Search Engine Optimization, referencing the need to choose the right 

keywords to show up in search algorithms on platforms like Etsy to be found by customers. This 

was not the intent of the activity, so it was so novel that CE3 found a use for it in that way.  

The changes that she made to her SEO settings in Etsy did improve her sales and it’s a 

great example of how a participant learned something in the program, transformed that 

knowledge, applied it, and experienced a positive outcome. Her logic was both effectual (using 

means towards a goal) and innovative in its expression. 

CE3 provided a wonderful example of how one with little entrepreneurial experience can 

embrace their confidence to improve entrepreneurial self-efficacy through skill-building and both 

formal and informal education. Her Action Potential was high, as demonstrated. 

Action Potential: CE4 (Ceramics) 

CE4 (Ceramics) participated in the Make it to Market program like a student; she was 

there to learn, she did the exercises and she often referenced new program material in her 

language, which I interpreted as a desire to get serious about changes she wanted to make in her 

business.  

CE4’s demeanour was often “fed up” and tired of things not going her way. As a lifelong 

artist who followed some of the typical milestones of a professional artist, including fine arts 

courses and apprenticeship, CE4 had been at her trade for most of her adult life. Yet, her years of 

experience didn’t add up to commercial satisfaction. Financially, she continued to struggle, and 

this was a candid challenge she faced and appeared to be motivated by. 
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CE4’s ties to her old way of doing things were strong. She wanted to apply for grants 

even though she didn’t get them. She wanted to display in traditional gallery settings even 

though she had breakthrough goals of going international. She wanted to forge new connections 

with art investors even though she was timid to approach the ones from whom she already had 

warm invitations. Here is an example of her repeating her old patterns: 

I was reluctant to do the search of "How do I get into a commercial gallery?" Because 

anyone in my position is going to do that, is going to search that way and it just doesn't 

work that way. It's effectual logic, it's not the “here’s the formula.” But I did that search 

anyway and fell asleep. 

Fortunately, CE4 nurtured seeds of hope. Frequently, she referred to her “intuition,” 

something she believed she had, and she believed others used to be successful, but always 

stuffed down in favour of her patterns. During an individual coaching session, I asked what 

would be most helpful to her and she responded, “I think I just have to use effectual logic for 

each one and the vibration of my intuition. I think that I am ready to put together my proposals 

for [gallery name] and [competition name] at the same time.” 

This was Action Potential. CE4 wanted to embrace new concepts and put them into 

action, like effectual logic, as well as employ her hunch that intuition plays an important role. 

She did, in fact, put together her proposal for the gallery and got a favourable response from the 

gallery owner (this was described in the Interactions section). The second proposal did not go 

anywhere in our time together. 

Effectual logic was evidently new to CE4, so how did she use it? CE4 was somewhat 

cerebral in her approaches, caught in the ‘thinking’ of how to apply our work together in her 
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venture without always graduating to the ‘doing.’ It was fun to witness her very hands-on 

enthusiasm for the activities. For example, she would pretend to play the different roles of her 

potential stakeholders: “The research I'm doing has to do with the Empathy Map. I'm a gallery 

owner, how do I know who to represent? I'm a collector. I want to invest my money in art.” 

This use of the homework activities put her on the cusp of doing things differently, or at 

least thinking of doing things differently, but did not result in changes in behaviour. Similarly, 

she occasionally referenced the need to hone a skill but that didn’t mean she took action on it. 

I think part of CE4’s challenge went back to confidence and a statement she often used to 

diminish her own self-worth: “Who does she think she is?” My perception of CE4’s use of this 

statement was that it was a projection of how she felt others felt about herself, that she wasn’t 

capable or worth whatever it was she was trying to do. 

CE4 got caught up in learning and skill-building but there seemed to be deeper 

confidence issues outside the realm of entrepreneurial self-efficacy (perhaps a more generalized 

self-efficacy) that needed to be addressed. This is also why I labelled her entrepreneurial self-

efficacy in the Inner World section as ‘emerging,’ as opposed to being fully present. Years of 

experience and an aptitude for learning and improving entrepreneurial skills were not enough for 

CE4 to overcome long-standing barriers to her success at the time.  

I felt that we worked on this somewhat, but my own skill set to recognize and respond as a coach 

back then was more short-sighted than it is today and I didn’t have a specific approach to deal 

with general confident/self-efficacy issues in the same way I felt confident teaching 

entrepreneurial skills. 
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Action Potential: CE5 (Videography) 

As previously mentioned, CE5 (Videography) was the most effectual thinker of the 

participants, yet didn’t present entrepreneurial self-efficacy, in part because she resisted her own 

definition of what it meant to identify as an entrepreneur.  

She participated in the Make it to Market program accountably, but at the same time 

“marched to the beat of her own drum.” She never followed instructions, yet took the intent of 

the exercises seriously, and often re-named them. For example, when I asked her how she 

approached the Personal Story activity, she responded that she saw it more as a mind-mapping 

exercise: 

I think that I've been mind-mapping. I'm really learning that, for me, my past is really 

connected to my personal life, as well … I guess the reason that I do what I do is because 

it fulfilled me and would be able to bring me into places, make sure where I am 

connected to my purpose in the world.  

CE5 also used poetry as a tool to connect and convey her interests, stating, “I think I'm 

more likely to be writing a poem. I feel it’s a multi-purpose or creative outlet, it's something that 

is more universal. Something that works really quick for me.” She later explained that she did a 

creative writing major in undergraduate studies with a focus on poetry, and that, “I've always 

made sure to keep that poetic lens in all of my work just because I think that, for me, that's how I 

express the connection factor.” 

CE5’s similarly pulled out skills from her education in film school, highlighting in detail 

a production process that she learned called “the critical path”: 

This is what I do pretty much every time for the processes. It's custom, but in terms of the 
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steps to making a film or making like a photo story, they're pretty similar each time. The 

critical path that I work was like, with the agency. It's pretty much starting from building 

creative brief, all the way down to the metrics falling at the end. It's a step, it has this 

spreadsheet. There are three columns, and one would be … the first column would be like 

what's the task itself. The second would be like who is it assigned to, and third would be 

the due date. 

She further illuminated that she transformed this critical path process to a way of going 

about her business. 

Meanwhile, for all intents and purposes, she seemed to eschew any instrumental, hands-

on activities that we covered in the program. She brought her whole background (poet, 

videographer and conservation enthusiast) into the process while resisting her emergent 

entrepreneurial context. She was clearly invested in skill-building, but not in replace of the skills 

she already had at hand that had proven their worth to her.  

There was no doubt that CE5 was on a path to further her interests as a conservation 

storyteller; however, there was little evidence from the data to suggest any ‘shift’ in her 

behaviours as a result of participating in the Make it to Market program. Instead of 

commercializing a venture, she seemed content to pursue her usual project-based approach and 

stay on the “critical path” she was already following. 

Action Potential: CE6 (Composters) 

CE6 (Composters) enthusiastically worked on the Make it to Market activities, often 

completing them for review during her next individual coaching session. She had a “homework” 

approach to participation, almost like what happened in our “classroom” was distinct from what 
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happened in her real world. When she made connections, she almost seemed surprised them, as 

per the “Oh? Wow” statement below referring to the Personal Story exercise: 

But it was quite interesting to write these things out though. Especially my story, I was 

working on that and I was like, "Oh? Wow." To go back to where I came from, it's kind 

of interesting, I tend to think in the future. So, I don't think about my story so much. But 

yes, it was probably a really good thing to do. 

More distinct than any other participant, CE6’s lack of connection between her past 

career (as a scientist) and her current status as an emergent entrepreneur seemed to limit her 

ability to seek out transferable skills. She often spoke of them as disparate, disconnected worlds 

without relevance to one another. 

As such, CE6 was routinely on the hunt for the acquisition of new entrepreneurial skills, 

specific ideas or insights that would provide breakthroughs in her business. She frequently 

referenced that “someone must have the answer” or “someone can tell me what to do,” 

externalizing sources of knowledge whereas the Make it to Market program was more about the 

reflective, inner access of knowledge and discovery. I sometimes felt CE6 was completing the 

activities with tedium, hoping more direct answers and results would prevail. 

I frequently felt I was pushing CE6 to discover business potential through the program 

activities. In the back and forth exchange below we referenced several activities, and I can see 

how I was trying to coach her to position the activities in the context of her business. I observed 

that CE6 was in a pattern of “getting the homework done” when her business was effectively on 

hold. While she made some strides in manufacturing and warehousing connections over the 
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summer, no apparent action was taken on the commercialization front of her business. Overall, 

her Action Potential was not observable in the ten weeks of data collection. 

Comparative Case Analysis 

Taken as a whole, there were positive signs of Action Potential throughout the data set. 

Every participant was at least moderately committed to the Make it to Market program, 

demonstrated through their commitment to the coaching sessions, engagement with others and 

attention to the content and activities that were offered. 

Four of the participants - CE1 (Totes), CE2 (Coaching), CE3 (Wallets) & CE4 

(Ceramics) - demonstrated evidence of learning, both in the form of transferable 

knowledge/skills and new knowledge/skills. Some examples included: 

• CE1 (Totes): brought forth her design history to solve new problems; 

• CE2 (Coaching): imagined how cultural concepts from the military and 

Indigenous leadership could be applied in his coaching practice; 

• CE3 (Wallets): applied learnings from supporting her mom’s crafting business to 

her own business; 

• CE4 (Ceramics): used the language of effectuation and tried to apply the 

principles to approach stakeholders. 

These same participants also demonstrated both intent (thinking of doing) and action 

(doing) related to the entrepreneurial learning they gained through the Make it to Market 

program. In all these cases, there was evidence to support a change of approach or behaviour in 

how they made decisions about their creative ventures that occurred during our coaching time 

together. Some examples included:  



HOW CAN ENTREPRENEURIAL LEARNING BE IMPROVED 

 

179 

• CE1 (Totes): applied empathy mapping skills to improve interactions with 

retailers and customers; 

• CE2 (Coaching): sent out letters to colleagues inviting them to collaborate with 

his practice; 

• CE3 (Wallets): improved her online marketing results using keywords and 

phrases that emerged from the empathy mapping activity; 

• CE4 (Ceramics): followed through with ‘warm’ business contacts to further her 

goals of putting on a solo exhibition. 

As presented earlier, both CE5 (Videography) and CE6 (Composters) had lower 

entrepreneurial self-efficacy than the other participants and both struggled to claim an 

entrepreneurial identity. CE5 (Videography) seemed to prefer her ‘old’ way of doing things over 

trying out new skills. CE6 (Composters) didn’t readily identify skills she could embody from her 

previous career into her existing venture,  good examples which left her at the mercy of always 

trying to outsource skills/advice from others. 

Lastly, CE5 (Videography) and CE6 (Composters) differed from the other participants in 

that  they both expressed some level of intent with respect to applying new entrepreneurial 

learning, but they never demonstrated this through action. For example, CE5 (Videography) 

expressed intent to complete paperwork that would make her business official and CE6 

(Composters) indicated she would consider new approaching larger clients (namely 

municipalities) in new ways based on new insights. Neither occurred in our coaching time 

together. 
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Categorical Themes and Process/Timing 

This analysis has centred on categorical themes that fell within and outside of the 

effectuation process model. The left-to-right interpretation of the model may lead the reader to 

wonder if the participants experienced the categorical themes in the order they are presented in 

the model (Means/Goals à Interactions à Commitments/No Commitment). 

My coaching experience was that the participants would use the individual coaching 

sessions to address particular challenges they were having in the moment. As a reminder, I 

opened the individual coaching sessions with the question, “What would be helpful to you 

today?” Some examples personal, external circumstances included:  

• CE1 (Totes): Deciding whether or not to continue a commitment with an ongoing 

summer market that conflicted with caring for a baby; 

• CE2 (Coaching): Being prepared to meet with a web developer and using the 

empathy maps to clarify marketing messages; 

• CE3 (Accessories): Getting inventory ready for a major annual market while 

preparing for a move; 

• CE4 (Ceramics): Deciding how to convey recent work to gallery owners when the 

kiln could not be fired due to forest fire season. 

In other words, during the individual coaching sessions, I had them in a particular 

moment of self-interest when they were responding to external circumstances without order. 

There was never any evidence to suggest that, for example, “First they explore their means, then 

they consider goals, then they have interactions, etc.,” or any other order. This is the nature of 
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real-world entrepreneurs who are already embedded in their own personal situations and 

processes. 

That said, the topics of the group coaching sessions did show up in individual coaching 

sessions; for example, as noted in the findings, several participants referenced the empathy map 

exercise (which focused on Interactions) and wanted to apply it further towards their own needs. 

This did occur after the activity was introduced in Coaching Session Two; however, the 

discussion of navigating interactions appeared in all individual coaching sessions without 

apparent order. 

To summarize, the participants shared a common challenge of struggling to 

commercialize as early-stage creative entrepreneurs, but it presented in different environments 

with different circumstances with different timing. I didn’t structure the data collection to look 

for process because the coaching (especially the individual coaching) was organized around 

principles and how to navigate circumstances as they occurred. There was never any intent to 

‘teach’ the effectuation process model; elements of the model simply showed up through the 

inductive analysis. 

Comments on Missing Model Components 

It is noted that the effectuation process model also includes elements that were not noted 

in the data set (for example New Means, New Goals, Changes and New Firms, Products or 

Markets). These simply didn’t appear through the inductive analysis and as per the analysis on 

Commitments/No Commitments, there was an apparent commitment barrier with other 

stakeholders that all of the participants struggled to navigate. As insinuated by the model, 

without Commitment none of these other elements are accessed or experienced. While the model 
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depicts a scenario for “expert” entrepreneurs, it did not represent the experience of the early-

stage creative entrepreneurs over the course of this ten-week study. 

Coaching Intervention Findings 

After I transcribed the coaching sessions, I was better able to analyze Simon’s (2018) 

questions of a practitioner researcher, “What was happening here?” and “What else was 

happening there?” to better understand the intervening decisions I was making as a research 

practitioner in the role of a Learning Coach. As I was completing the inductive coding part of my 

analysis (Thomas, 2006), I noted parts of the coaching dialog where I was intentionally 

intervening. This resulted in identifying six intervention types that I labelled as: Dig, Prod, 

Challenge, Reframe, Suggest and Assist.  

The intervention types, the intention behind them and demonstrative examples are 

included in Appendix D. Each intervention type aligned with a direction of intent, adding clarity 

on how to guide inward, backward, outward or forward (Figure 10). 

Figure 10: Coaching Wheel with Intervention Types 

 

 

My coaching intent of guiding a participant to go inward was prompted by a sense that 

that there wasn’t enough information to proceed (Dig) or that the information presented deserved 

further thought or reflection (Prod). In both instances, going inward meant working with the 
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participant’s stock knowledge of information and/or encouraging them to reflect further upon it. 

In other words, I didn’t attempt to add additional information or knowledge.  

For example, in the case of CE3 (Wallets), she knew that she loved the feeling of making 

a sale. Digging helped her to connect that feeling with a deep-seated desire to be self-employed 

and closer to her family. This was significant for a participant that initially had difficulty getting 

past instrumental goals. In the case of CE4 (Ceramics), maintaining confidence was an ongoing 

issue, especially when she was capable of outlining big dreams. Since you can’t tell someone 

how to be confident, I prodded to see what she could come up with on her own. Revisiting 

catastrophic patterns she used to sabotage herself, she offered how “blowing up” small successes 

could boost her confidence. This was something I never would have thought of and required her 

to go inward to reveal itself. 

Without further elaboration from Cope (2005b), I made my own distinction on the 

difference between outward and forward. I reasoned that like inward, outward tended to occur in 

the present moment whereas forward was future-oriented. I considered outward reflection as an 

act of adding stuff from the outside, without necessarily knowing what should be done with it. 

This is when I added my own thoughts or knowledge into the pot, an intentional intervention I 

labelled as Suggest. 

A clear example of this is when I suggested to CE3 (Wallets) that she could sell her 

patterns in addition to finished products. This was a new thought for CE3 (Wallets), so she 

needed to turn her mindset outward to possibilities. A suggestion, in this way, should be realistic 

and reasonably easy for a participant to fold in with their own ideas. I could easily envision goals 
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for CE3 (Wallets) that far exceeded the ones she presented for herself, but I felt it was better to 

guide her in a way that would help her to continue to self-assess and evaluate her own potential. 

The most cascading interventions occurred when the participants were ready to go 

forward. It was in the moments of going forward that felt myself assisting, and therefore labelled 

the intervention Assist. This happened when the participants were brimming from the results of a 

completed activity offered in the program. At this juncture, they were overloaded with thoughts 

and information and trying to develop a constructive path forward.  

To illustrate this by example, CE2 (Coaching) was working with his empathy mapping 

results and simultaneously trying to formulate content for his new website. He engaged me in a 

brainstorming exercise, and I tried to help him build and connect his thoughts, while ensuring he 

retained ownership of them. CE2 (Coaching) was the only participant where I assisted at that 

depth because he was both deeply introspective and ambitious with his ideas, a combination 

where my role as Learning Coach could help him make sense of opportunities. For the most part, 

my coaching interventions focused on inward, outward and backward orientations. 

Going backward was initiated when information needed to be re-assessed or rethought. I 

called these two different interventions Reframe and Challenge. 

A reframe was used to help participants re-examine material in new light, the effect of 

shifting a lens or suggesting new perspectives. For example, CE5 (Composters) said she was 

feeling de-motivated to pursue marketing because of manufacturing hurdles. She didn’t want to 

waste her time marketing a product that wasn’t ready yet. Appreciating CE5’s ongoing desire for 

efficiency in all aspects of the business I was able to help her recognize ways to make it 

recyclable and less of a chore. 
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Challenge was the last type of intentional intervention. I challenged participants to 

rethink a situation when, in my view, what they were presenting was incorrect or limited. CE5 

(Videography)’s ongoing reluctance to complete the paperwork to make her business official 

(which she said was important to her) was a classic example of when a challenge was necessary. 

The reasons CE5 (Videography) gave initially presented as procrastination and excuses, but as 

the topic kept resurfacing, I began to wonder if she was intimidated by process or authority. For 

someone who was acutely resourceful in other areas, she was resistant to get the information she 

needed. I challenged her claims that the process was cumbersome or tedious by reflecting my 

own experience of the very short process to register a sole proprietorship. In essence, a challenge 

was used as a corrective intervention. 

Two themes that all the intervention types had in common was that they were positive 

and minimal. They were positive because I used a strength-based approach of coaching, which is 

to play to a person’s strengths and build them up. Even when challenging a participant, the intent 

was never to be reprimanding or negative. They were minimal because I contained my own 

actions, trying to offer just enough so that the participants retained ownership of the learning 

process. Even on occasions that I offered to assist, I wasn’t jumping in as a collaborator, co-

creator or acting business partner. I wanted them to be responsible for their own performance and 

have full ownership of their ideas. 

 

Summary 

 This chapter reviewed six thematic categories as they applied to the six participants that 

took part in this study, as well as findings related to my interventions as a Learning Coach. 
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The thematic categories were divided into two groups: themes that were already captured 

by elements in the model of the effectuation process and themes that were unaccounted for in the 

existing model. Individual case data were reviewed for each categorical theme to develop an in-

depth understanding of how that theme was experienced by each participant over the ten-week 

duration of the study. This was followed by a comparative discussion of all cases to present the 

nuanced similarities and differences among the different dimensions that emerged for each 

categorial theme. Notably, the categorical themes did not present in any particular order, whether 

or not they were detectable within the existing model. This was due to unique external 

circumstances and the research emphasis on navigating in-the-moment decisions through the use 

of principles as opposed to teaching or enforcing a model.  
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Chapter 5: Discussion 

 

Overview 

This research was pursued with the notion that effectual logic is teachable and early-stage 

creative entrepreneurs would benefit from learning the principles of effectuation that are 

typically regarded as the domain of expert entrepreneurs. In this Chapter, I will review how the 

findings inform how we can offer more constructive support to early-stage creative entrepreneurs 

who are struggling to gain traction in their entrepreneurial journeys. 

This begins with a discussion of the relevance of the effectuation process model to the 

lived experiences of the early-stage creative entrepreneurs in the study, exploring where 

elements of effectuation showed up in the data, and ultimately where they fell short due to a lack 

of entrepreneurial know-how and experience. This is followed by a discussion of new ways to 

think about how effectuation can be modelled for early-staged creative entrepreneurs to ready 

them for more successful stakeholder interactions and commitments (i.e. doing business and 

collaborating with others). Lastly, I share insights from my experience as a Learning Coach in 

this research process. 

The Fit of the Effectuation Process Model for Early-stage Creative Entrepreneurs 

The uniqueness of this study is that it followed early-stage creative entrepreneurs through 

part of their entrepreneurial learning journey via a research design that allowed for an 

exploratory review of their lived experiences. This allowed me to observe how their lived 

experiences as early-stage creative entrepreneurs resembled aspects of the effectuation model, 

which is based on the experiences of expert entrepreneurs.  
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Several key thematical categories emerged from the data, some of which were found to 

be part of the existing effectuation process model, and some that were not. This was significant 

because the participants were not exposed to or ‘taught’ the model. This demonstrated that even 

with their ongoing commercialization challenges and limited entrepreneurial know-how, the 

early-stage creative entrepreneurs in the study were demonstrating some capabilities attributed to 

expert entrepreneurs, though not comprehensively. 

Analyzing the categorical themes that were already part of the effectuation process model 

(Means/Goals, Interactions, and Commitments/No Commitment) revealed how the participants 

stumbled through these elements of effectuation in ways that effectively kept them ‘stuck.’ It 

was evident that for these early-stage creative entrepreneurs, effectual logic was a new concept 

and it wouldn’t suffice to ‘teach’ or assume the application of theory. They needed to learn 

‘how’ to navigate in-the-moment decisions using effectual logic.  

The thematic category of Means/Goals offered the first illustration of this point. While 

the participants entered the program with a range of personal goals, these goals did not provide 

them with a strong anchor in the effectuation process. Two dimensions of goals emerged: scale 

and intended impact of goal-setting. At one end, the goals were visionary in scale with the 

intention of broad societal impact; at the other end, the goals were instrumental in nature with the 

intention of attending to personal and family needs. This prompted the question: “What are 

workable, achievable goals that fit with the effectuation process?” Specifically, “What is too 

instrumental to imaginatively engage others,” and, “What is too visionary and detached from 

means to be realistic?” The bottom line is that a declaration of goals wasn’t necessarily enough 
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to move them through the effectuation process. Even at this ‘aspiring’ stage, they tended to get 

stuck. 

Interactions presented another major challenge for the participants. Data analysis 

revealed that while they had no trouble identifying appropriate stakeholders in their networks, 

they often had trouble connecting with them in a way that would yield desired transactions.   

An apparent obstacle to successful interactions was the perception of distance between a 

participant’s ‘world’ and the person’s ‘world’ that they wanted to approach. There are several 

ways that ‘world’ might be interpreted, but generally speaking the idea of disparate worlds 

represented cultural barriers. In the case of CE1 (Totes), she was of European decent and 

struggling to understand West Coast culture. In the case of CE4 (Ceramics), she expressed a 

divide between herself as an artist and those in more formal business roles, as well as the identity 

of a local artist who wanted to pursue global connections. In the case of CE6 (Composting), she 

defined herself as a retired scientist trying to navigate business networking events. When these 

cultural gaps were perceptively ‘too large,’ the participants lost confidence in traversing them, 

often refusing to approach them at all. 

Empathy mapping provided a simple and low risk means to brainstorm the perceptions of 

stakeholders in other ‘worlds’ and how they make decisions, bridging cultural gaps through 

common human concerns. For the participants that embraced the empathy mapping exercise, this 

facilitated appreciating the goals of potential stakeholders, while being able to recognize one’s 

value in the process. The best example of this was CE5 (Videography), who credited herself with 

mentoring her mentors and helping them achieve their goals. The key insight was not to assume 
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that interactions happen effortlessly or effectively. Like Goals, Interactions benefit from tools to 

address the “how”, as well as the acquisition of new knowledge and practice of new skills. 

The inability to successfully navigate interactions was problematic for securing 

commitments. For this categorical theme, the outcome I witnessed most frequently during the 

Make it to Market program was ‘No Commitment.’ Specifically, no commitments in the effectual 

sense resulting in new firms, products or markets (Sarasvathy & Dew, 2005). It’s fair to say that 

the participants in the program were active in earlier stages of the effectual process, assessing 

means, articulating goals and exploring interactions. My view was that they needed to endure 

this ‘figuring out’ stage and were not yet at the point of being able to formalize commitments 

with others, which was already problematized by not knowing how to engage in business 

interactions successfully.  

While the participant data did not offer any effectual commitments (Sarasvathy & Dew, 

2005), it did raise the issue of commitment to oneself. Examples included the desire to commit to 

pricing, establish terms of doing business through contacts and embrace next-level personal 

initiatives, such as CE1 (Totes)’s desire to work on brand image in the community.  

To summarize, the existing effectuation process model prioritizes the need for Means, 

Goals, Interactions and Commitments (in that order), but whereas ‘expert’ entrepreneurs move 

through the model and eventually go on to create ‘New Firms, Products or Markets,’ the early-

stage creative entrepreneurs needed time (at least more than the ten-week research period) and 

support to think through and master these elements before commitments could be made. What is 

needed, and what this dissertation attempted to offer, are hands-on tools and activities that allow 

entrepreneurs to practice effectual logic in real life situations, effectively addressing the “how” 
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of effectuation. Some of the skills and activities that were offered in the Make it to Market 

program included writing a personal story, creating a personal manifesto, empathy mapping, 

projecting for new stakeholders and skills and acumen mapping.  

Their inability to gain commitments effectively truncated further progress through the 

elements of effectuation. While elements of the model were detectable in their lived experiences, 

they were not complete or fully functional. In short, elements in the effectuation process model 

did not match their lived experience and it is not how effectuation “works” for this demographic 

of entrepreneurs. 

Minding the Gaps: The Critical Role of Entrepreneurial Self-Efficacy 

The thematic categories that fell outside of the existing effectuation process model – 

namely, Personal Situation, Inner World, and Action Potential – represented aspects of the 

participants’ experience that are not accounted for in current ways of thinking about effectuation. 

These observations encouraged a re-think of how these missing elements could be incorporated 

for a more accurate portrayal of how effectuation “works” for early-stage creative entrepreneurs. 

As a starting point, the Personal Situations thematic category illuminated the part-time 

availability and ambiguous space of where personal life ends and where work life begins for 

these creative professionals. The way that CE3 (Wallets) spoke of her sewing studio in the living 

room and CE2 (Coaching) additionally got involved with his parents’ business are examples of 

this phenomenon. 

Including personal situations as a foundation honours effectual thinking (Sarasvathy, 

2001) because it demonstrates the Bird-in-hand Principle of recognizing and starting with 

immediate means. This is especially important in the early stages of entrepreneurship when 
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conventional means, such as a business network, seed money or investors are out of scope and 

one needs to be creative about how they envision their life’s inventory of resources. To 

summarize, personal situations are not outside of the experience of early-stage creative 

entrepreneurs, they are part of the experience, and need to be included. 

Second, the Inner World workings of the participants ultimately led to the exploration of 

entrepreneurial self-efficacy, the perception that one has the capabilities to be successful as an 

entrepreneur. The link has been established (at least in classroom environments) that 

entrepreneurial self-efficacy is necessary for people to “choose” to become entrepreneurs (Zhao 

et al., 2005). All of the participants in the data set who originally identified as entrepreneurs had 

entrepreneurial self-efficacy in varying degrees. Bandura’s (1977) basic premise was that people 

are more likely to attempt things they believe they can be successful at, and vice versa. 

People avoid activities that they believe exceed their coping capabilities, but they 

undertake and perform assuredly those that they judge themselves capable of 

managing. (Bandura, 1977a in Bandura, 1982, p. 123) 

If early-stage creative entrepreneurs perceive that they have (or can have) what it takes to 

be a successful entrepreneur, they are more likely to take on the activities that get them there and 

challenge obstacles that stand in their way. Keep in mind that early-stage creative entrepreneurs 

often see themselves as “creatives” or “artists” first, leading with a creative identity that later 

develops into an entrepreneurial identity (Werthes, Mauer & Brettel, 2018).  

For the participants, entrepreneurial self-efficacy was dually compounded by lack of 

experience and lack of knowledge/skills. Gaining experience was particularly challenging with 

the part-time commitments observed by the participants due to their personal situations. Yet, 
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even without significant experience, early-stage entrepreneurs can have a degree of 

entrepreneurial self-efficacy, which will lend towards a more effectual decision-making 

framework (Engel et al., 2014; Zhang et al., 2019). This was most evident with CE4 (Wallets). 

Even though she only had one year of experience in business, her behaviour of “snowballing” 

activities (a word she chose to describe an incremental decisions and actions) demonstrated 

effectual reasoning skills. This was especially evident in her interactions with other stakeholders 

in which she built a supportive peer network from scratch and sourced selling opportunities 

online and at markets. 

Fortunately, in the absence of experience, entrepreneurial self-efficacy can also be built 

through practicing entrepreneurial activities (Santos & Liguori, 2019; Zhao et al., 2005). This 

can happen in a learning environment about entrepreneurship whether a classroom (Higgins & 

Elliot, 2011; Santos & Liguori, 2019; Zhao et al., 2005; Zhang et al., 2019) or programs 

supporting real-life novice entrepreneurs (McGee et al., 2009; Rae, 2005). Focusing on skill 

development helps to address the experience gap between novice and expert entrepreneurs, 

taking advantage of existing self-efficacy that can be directed towards growth.  

The reason why skill development is prioritized over general knowledge or theory is 

because entrepreneurial learning in the real world is highly contextualized (Higgins and Elliott, 

2011). This poses unique challenges for real-life entrepreneurs because of the uniqueness of their 

individualized pursuits. A key benefit of working with real-life, early-stage creative 

entrepreneurs was that experiential learning was completely authentic. Each participant had their 

own creative venture underway, providing an immediate learning canvas to apply the skills and 

knowledge gained through our coaching work together.  
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Lastly, there needs to be a way to address the shift between thinking and doing, or Action 

Potential. In conjunction with low entrepreneurial self-efficacy (Inner World), the Action 

Potential data helped to recognize gaps that need to be addressed before early-stage creative 

entrepreneurs can move more fluidly through the process. For example: 

• Who I am (versus Who I can be): Early identity issues may emerge around whether or 

not one is an entrepreneur, or ‘entrepreneurial enough’ to succeed at their chosen 

venture;  

• What I know (versus What I need to know): Knowledge and skill thresholds are not 

met to proceed confidently in interactions or with commitments to oneself or others; 

• Who I know (versus Who I need to know): Existing networks are small and lack key 

stakeholders. 

Figure 11 proposes an early-stage effectuation model to address what it would look like if 

these thematic categories were taken into consideration as a preliminary stage to overcome the 

‘No Commitment’ end point that was experienced by the participants.  
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Figure 11: Proposed Early-stage Effectuation Model for Early-stage Creative Entrepreneurs 

 

In this early-stage effectuation model, the early-stage creative entrepreneurs are 

encouraged to invest time into activities that will increase their entrepreneurial self-efficacy, 

namely by addressing emergent gaps in knowledge and skill building that stand in the way of 

their goals. In doing so, the means that originate from their personal situation are layered upon – 

identity, knowledge/skills and stakeholder networks -  increasing the range of possibilities for 

their goals. Reflection is encouraged in this process to cultivate awareness of the acquisition and 

application of knowledge/skills as part of entrepreneurial growth (Cope, 2005b).  
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Gaps should not be considered deficiencies, so much as a normal part of the process in 

developing as an entrepreneur. The ad hoc nature by which creative individuals find themselves 

in business circumvents critical knowledge-gathering and skill building to move forward, while 

part-time investment in a creative venture further limits the availability of time to recognize and 

address these gaps. Furthermore, gaps may not be detectable until they show up in practice, such 

as when an entrepreneur does not know how to approach a new situation or stakeholder and there 

is a pressing need for solution.  

As the individual coaching data revealed, each participant dealt with a very different sets 

of challenges that required in-the-moment thinking or “withness thinking” (Shotter, 2016, p. 39) 

as opposed to a cookie-cutter set of knowledge or skills. For this same reason, these gaps should 

not be considered a checklist or accumulation of criteria before one is ‘ready for’ the effectuation 

process. Rather, they represent opportunities for fine tuning and adjustments along the bumpy, 

unformulaic journey that is entrepreneurship.  

Goals are not static, but imagined as growing, evolving and diversifying over time as 

Sarasvathy’s (2001) ‘imagined ends,’ some of which will become share-able to the point of 

capturing the interest from future stakeholders as the process builds. In addition to enhancing 

entrepreneurial self-efficacy, the time dimension reflects an increase in experience, which in turn 

also builds entrepreneurial self-efficacy; however, this is only true if the entrepreneur is 

demonstrating action potential by working hands-on with the new skills and knowledge in their 

real-life venture. Otherwise, this is all learning, not learning by doing. 

The model in Figure 11 is proposed as a preliminary stage to provide early-stage creative 

entrepreneurs with the knowledge and skills to address any problematic gaps that may hinder 
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progress on their effectual journey. Effectively, the model helps to work on the “gaps” between 

Means and Goals in the original effectuation process model (SEA, no date). As a visualization 

exercise, one might imagine this model as “bolted on” to the front end of the existing model, 

appropriate for the development work of early-stage entrepreneurs, and particularly those of a 

creative orientation. This model may be used as a resource by future Learning Coaches for gap 

work with participants in building entrepreneurial self-efficacy. It is not suggested as a teachable 

model to early-stage entrepreneurs, but more so as a reference guide for Learning Coaches as 

they facilitate the process of developing entrepreneurial self-efficacy. 

Together, preparatory work and adaptations to the existing model would more fully 

support early-stage creative entrepreneurs upon their first exposure to embracing the expert logic 

of effectuation. They are primed in their creative, innovative, resourceful capacity and 

willingness to learn; yet, they cannot “jump into” the idealized outcomes of effectuation 

seamlessly without addressing gaps in their knowledge or skills sets that prevent them from 

navigating each stage of the effectuation process successfully. Once goals have matured, both 

through an increase in experience and entrepreneurial self-efficacy, early-stage creative 

entrepreneurs may be more prepared to start engaging in commitments to further their 

commercial success. 

Insights as a Learning Coach 

The early-stage creative entrepreneurs in this study did not have the experience that is 

typified of ‘expert’ entrepreneurs. I believed that the principles of effectuation could be taught 

and applied by early-stage creative entrepreneurs, and that facilitating this process as a Learning 
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Coach with entrepreneurial experience would be a benefit to them. In this way, my experience 

and knowledge could help to bridge theirs.  

The premise of the Make it to Market program was that this experience gap could be 

overcome by introducing effectual logic (the logic of ‘expert’ entrepreneurs) as the backbone of 

an entrepreneurial program. I facilitated the process of learning about and applying effectuation 

in real time as the Learning Coach, drawing on my previous experience with business coaching 

and academic research on effectuation. This section offers three insights from my perspective as 

the Learning Coach in the process. 

The Role of Coaching in Developing Entrepreneurial Self-Efficacy 

My first insight was that the Learning Coach could play a valuable role in developing 

entrepreneurial self-efficacy among the participants. Research supports that even early-stage 

entrepreneurs may have some degree of latent entrepreneurial self-efficacy, and even a tendency 

to think effectually (Engel et al., 2014). As the Learning Coach I found ways to bridge new 

concepts into their real-world life as entrepreneurs, and one effective way to do this was through 

the connecting-the-dots of the five principles of effectuation. For example, Sarasvathy (2001) 

uses the Lemonade metaphor (‘turning lemons into lemonade’) to reframe contingency and 

constraints into opportunity. While the ‘lemonade’ concept is not new, the appreciation that this 

is an expert entrepreneur way of thinking is often new.  

As a Learning Coach, I was also able to help the early-stage creative entrepreneurs build 

entrepreneurial self-efficacy through the structure of the Make it to Market program. Self-

efficacy can be increased in a ‘student/classroom’ environment via three key, broad 

interventions: mastery, modelling and persuasion (Artino, 2012; Pajares, 1996). For my own 
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purposes, I replaced the word ‘Persuasion’ with ‘Coaching’, which more aptly described my role 

with participants (persuasion sounded too ‘pushy’). While Make it to Market did not occur in an 

academic setting, it did have a classroom feel in a formalized learning environment (specifically, 

the group coaching sessions). In hindsight, all three of these pathways were already in action 

during the Make it to Market program:  

1. Authentic mastery experiences: Learning in real-life context was as authentic as it 

could be because the participants ran real creative ventures. The consequences of 

decisions (or inaction) could be realized in real time. Mastery was also part of the Inner 

World categorial theme. Indeed the language of effectuation favours experimentation and 

open-mindedness over mastery; however, what this research revealed is that there needs 

to be some sense of competency, some confidence to nurture levels of entrepreneurial 

self-efficacy that will help early-stage creative entrepreneurs proceed through the 

effectuation process.  

2. Peer modelling: The group coaching aspect provided an immediate peer network to 

observe how others grasped and applied new knowledge and skills; the participants were 

selected from the same criteria to take part in the research so even though they had 

evident differences, there were enough similarities to share relatable experiences. As CE3 

(Wallets) shared about the group coaching sessions: 

They're beneficial because you get to see it's not just you doing the same thing, 

and you struggling with everything. You can see the similarities. Like I see a bit 

of myself in each of the scenarios in different ways. But I still see it's not just me 

struggling with things, it's really helpful to see how they've solved the problem. I 
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can take what they've done and adapt it for what I need to get past whatever 

problem I have. 

3. Coaching: As their coach, I had ongoing opportunities to provide honest and specific 

feedback to help them cultivate awareness of their progress; I observed that participants 

would similarly offer encouraging and supportive remarks on progress to one another.  

Embracing “Withness Thinking” for Coaching Delivery 

My second insight as a Learning Coach was the need for acute adaptation and “withness 

thinking” (Shotter, 2016, p. 39) that the complexities of the entrepreneurial journeys demanded 

of my role. During the delivery of the Make it to Market program I was always responding in the 

moment, using my professionalism and intuition to intervene in ways I intended would be 

beneficial to the participants. These interventions ranged from broad scale decisions such as last-

minute structure changes to group coaching sessions to conversational interventions during the 

individual coaching sessions. This was consistent with my adoption of an overall effectual 

process of delivering the program, giving myself permission to navigate and make decisions in 

the moment with present information as opposed following a rigid, planned agenda. In hindsight, 

I came to appreciate how this aligned with the practitioner researcher’s stance of being in service 

to practice rather than theory (Simon, 2018). 

This was realized through my positionality as a practitioner researcher because I had the 

unique experience of observing and documenting the lived experiences of early-stage creative 

entrepreneurs in their real-life contexts. This required attunement and flexibility as the Learning 

Coach, meeting a participant where they were at as opposed to following a structured agenda. I 
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observed not only what they were ‘doing’ but also what they were ‘thinking,’ allowing for 

subjective views of reality that helped me to better understand their decision-making obstacles. 

My role as the Learning Coach necessitated a series of intentional interventions 

(Rimanoczy & Turner, 2008) throughout both the individual and group coaching sessions. The 

‘Coaching Wheel’ emerged as an outcome of analyzing my intentional interventions as a 

Learning Coach. In service to practitioners, the Coaching Wheel is intended as a metaphor to 

shift the entrepreneurial coaching dialog inward, outward, forward or backward in response to 

the present needs of the person being coached. It provides a gentle structure to navigate the 

coaching experience in an otherwise unstructured session. Rather than being prescriptive, it 

symbolically encourages mindfulness in the coaching process, recognizing the delicate balance 

between utilizing the coach’s observational expertise and respecting the participants’ autonomy 

in response. I correspondingly referred to the interventions as ‘nudges,’ gentle prompts to 

facilitate thoughtful dialogue. 

Recommended Qualities of a Learning Coach for Entrepreneurial Learning 

My third insight revolved around ideas for what makes a practitioner a suitable candidate 

as a Learning Coach in this setting. I felt I was uniquely suited to be a Learning Coach in this 

research process. I had the subject matter expertise as a result of being both an entrepreneur and 

someone who has fulfilled business coaching roles in the past. My dual identities in life, as an 

academic and as an entrepreneur (or “academic entrepreneur”), prepared me to authentically use 

a practitioner research methodology. I felt myself bringing my whole practice and depth of 

experience into the Make it to Market program, freely accessing my own wealth of experience 

and knowledge as a means to make best judgements at every turn. I gave myself ongoing 
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permission to ‘think effectually’ as I navigated the structure of the program and individual 

participants needs. 

Reflecting upon this, I offer three main criteria to future Learning Coaches who might be 

interested in doing this type of work: expertise, openness and autonomy. 

Expertise comes from experience, which is something novice entrepreneurs obviously do 

not have. Since the premise of this research was to teach effectuation as an expert way of 

thinking to novice entrepreneurs, it can only make sense that the person guiding the process has 

the relevant entrepreneurial experience to do so. As a Learning Coach, one should expect to 

repeatedly access their own bank of knowledge, often thinking, “How would I approach this 

myself?” or “How did I do this in the past?” In my view, this experience would be essential to 

guide others through the effectual process and a Learning Coach should have this entrepreneurial 

experience. 

There were several ways that I ensured openness as a Learning Coach in the process. 

First of all, I stayed open to adapting the structure and content of the program. For the group 

coaching sessions, I focused on predetermined content, but I was flexible in the delivery and how 

I engaged the participants throughout the sessions. For example, sometimes I extended their 

sharing sessions and pulled out the teachable moments from their real-life experience as opposed 

to using theoretical or unfamiliar  examples. This openness was extended even further during the 

individual coaching sessions in which I literally invited the participants to set the agenda and 

speak about their most pressing matters of their business.  

Staying open is not without its challenges when you have both a research and program 

agenda. At times, participants can take the conversation in wayward directions that may not be in 



HOW CAN ENTREPRENEURIAL LEARNING BE IMPROVED 

 

203 

their best interests. It requires coaching confidence to discern when the program needs to be on 

course and when beneficial adaptations can be made. This openness is a facet of an effectual 

learning process, one in which new means and goals arise in the intersubjectivity of working 

together. As the Learning Coach, my openness allowed me to stay attuned  to emergent 

developments, always processing whether or not to accommodate them, and how. Some 

disparate examples included the unexpected attendance of children, crying, unsolicited advice 

from one peer to another, the attendance of mayoral guests, collaborative scheming between 

participants and extended sharing sessions that took more than their allotted time. If I had been 

closed-minded about the program structure and delivery, these interesting nuances may have 

been curtailed and denied all of us the experience of witnessing what happens in the mess of 

real-life entrepreneurship. 

Lastly, I feel that autonomy is a critical criterion to uphold as a Learning Coach. I value 

autonomy, which I extended to the participants. In the spirit of building entrepreneurial self-

efficacy, I wanted the participants to have the experience of building trust in their capabilities 

through their own decision-making. Using my visual of a coaching wheel, I intervened to help 

them think through their decisions, but I was cautious not to push or pressure them to do 

anything in the program. Ultimately, it was their will whether to participate in the program and 

the related activities, or not, and we worked with the efforts they presented. This allowed them to 

go through the program at their own pace with their own interests front-of-mind. The participants 

in the Make it to Market program participated with moderate to high engagement levels because 

it was their real precious time and creative ventures that were at stake. As was discussed in the 
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analysis of Personal Situations, this also impacted their personal lives and need to pursue other 

income opportunities. 

Altogether, a Learning Coach must think in the moment to offer the best experience 

possible for entrepreneurial learning. This demands a level of comfort with ambiguity, creative 

thinking and rolling with uncertainty, the ultimate backdrop of an effectual process. 

Summary 

In essence, data from the thematic categories revealed that early-stage creative 

entrepreneurs can’t “jump into” the effectuation process in any efficient matter because there are 

inherent gaps in their knowledge and skill set that need to be addressed and overcome. Their 

imperfect foray through some of the known effectuation themes (Means/Goals, Interactions, 

Commitments/No Commitment) illustrated the need for multiple layers of ‘how’ instructions to 

navigate the construct successfully. There was no apparent ‘flow’ through the model and most 

notably, the lack of commitments was a full-stop barrier to successfully engaging others. 

Analysis of the Inner World thoughts of the participants affirmed the critical need to 

build entrepreneurial self-efficacy, which may be low or lacking considering the untraditional 

paths that creative individuals take before finding themselves in business. An early-stage 

effectuation model (Figure 11) was offered to address gaps early in the process while acquiring 

new knowledge and building skills in a hands-on fashion to strengthen entrepreneurial self-

efficacy through experience. 

Lastly, coaching insights were offered to connect the role of a learning coach to the 

development of entrepreneurial self-efficacy while embracing the spirit of “withness thinking” 
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(Shotter, 2016, p. 39). The coaching insights conclude with a consideration of qualities for a 

Learning Coach that would consider this type of work in the future.  
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Chapter 6: Conclusion 

Overview  

The purpose of this research was to consider how we can better support early-stage 

creative entrepreneurs who are in the process of commercializing their products. These early-

stage creative entrepreneurs aspired to run thriving creative businesses, yet found themselves 

stuck in the process, spinning their wheels to achieve financial self-sufficiency and commit to 

their businesses full-time.  

This exploratory study enabled me to join their entrepreneurial world over a ten-week 

period to observe the challenges they faced and how they embraced them. I intervened as their 

Learning Coach in the Make it to Market program with the intention that in addition to learning 

more about their experience of entrepreneurship, the interventions would support their 

development as entrepreneurs and unstuck their commercialization challenges. The principles of 

effectuation (Sarasvathy, 2001) were embedded throughout this process to explore the 

teachability of the expert logic of effectuation among the early-stage creative entrepreneurs.   

This chapter begins with a discussion of the significance of the key findings and future 

work in this field followed by the unique contributions this study has made to the literature on 

effectuation specifically, and more generally, entrepreneurial learning. Lastly, this chapter 

concludes with recognition of the study’s research limitations. 

Significance of Key Findings 

This exploratory study illuminated that while the early-stage creative entrepreneurs 

demonstrated some aspects of the elements of effectuation, ultimately the effectuation process 

(based on the experiences of expert entrepreneurs) was a distant cry from their lived realities. 
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Although they were resourceful about their means, they struggled to set effective goals and 

lacked the skill sets and knowledge necessary to navigate interactions with people who could 

help, support or partner with them to further their entrepreneurial aspirations. Without a natural 

inclination or know-how to master the elements of effectuation, they stumbled along without 

making significant progress. Presenting the idea of effectuation clearly wasn’t enough; they 

needed to know how to engage with the elements of effectuation to put them into practice.  

This led me to consider how effectuation could actually “work” for these early-stage 

creative entrepreneurs. The need to address entrepreneurial self-efficacy was identified as a 

critical factor. Realizing that re-iterating and applying the principles of effectuation had limited 

impact, I imagined an early-stage effectuation model (Figure 11) to simultaneously address the 

gaps in their skills and knowledge, as well as their need to cultivate entrepreneurial self-efficacy. 

Going beyond Sarasvathy’s (2001) initial means exploration of who I am, what I know and who I 

know, the proposed early-stage effectuation model invites preliminary effectuation exercises to 

imagine: who I can be, what I need to know and who I need to know. Taking action to address 

these ‘gaps’ between ‘where you are’ and ‘where you would like to be’ is proposed to have a 

readying effect to participate in the effectuation process more fluidly. In doing so, one acquires 

knowledge, builds skills, and participates in reflection, all of which are experiences that increase 

entrepreneurial self-efficacy. 

Lastly, this research found the role of a Learning Coach to be instrumental in the 

entrepreneurial learning process among the creative entrepreneurs. My role as the Learning 

Coach was fundamental in recognizing and building entrepreneurial self-efficacy, particularly 

with the opportunity to connect the dots of effectual thinking with real-life entrepreneurial 
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dilemmas as they were experienced. As opposed to a didactic approach, this embodied the use of 

“withness thinking” (Shotter, 2016, p. 39) and relying on my own professional know-how as a 

practitioner to offer activities that bridged the divide between the theory and practice of 

effectuation. The Coaching Wheel emerged as an artifact of this research, a navigational aid to 

help fellow practitioner researchers ‘nudge’ entrepreneurial learners in support of their 

entrepreneurial aspirations. 

Being able to coach and research entrepreneurs in the practical world was a unique 

experience, as evidenced by the shortage of publications on this topic. Real-world entrepreneurs 

are difficult to convene and collect data for because of their real-world challenges and schedules. 

In this study, participants arrived at the onset of the program with their full lives in tow, without 

compartmentalizing their personal and professional lives. Their personal situations were such a 

prominent part of coaching discussions that they became a necessary theme to account for in 

considering how best to support them in their entrepreneurial journey. The Make it to Market 

program was a compelling opportunity to capture their sustained interests and engagement, 

which allowed for both the coaching and research to take place. I believe this was primarily 

because it was designed to address their growth aspirations as entrepreneurs at the right time, at 

the right place, and in format that catered to their immediate concerns. In other words, I met 

them where they were at and their complex situation was our starting point. This was a critical 

perspective to take in serving their needs and addressing their challenges. 

In the broader context, Canada needs solutions for these creative individuals to flourish as 

thriving entrepreneurs. As we shift from a traditional economy dependent on scarce resources to 

a creative economy dependent on infinite ideas, we need to create a bridge to help early-stage 
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creative entrepreneurs successfully commercialize their products/services. This bares particular 

relevance in smaller communities where self-sufficiency must be achieved without proximal 

access to entrepreneurial resources in urban centres. In order to energize the future creative 

economy of Canada we need to help people start and sustain innovative careers in the creative 

sector. This happens at an opportune time when Canada is poised to support the creative 

industries (Canadian Government, 2017) and many are likely to experiment with self-

employment following the aftermath of the Covid-19 pandemic. We have an opportunity we 

cannot afford to waste. 

The Future of This Work 

This was exploratory research that begun the process of revealing the real challenges that 

early-stage creative entrepreneurs face when trying to succeed in the field of entrepreneurship. 

More research is required to study the experiences over time in this early stage of creative 

entrepreneurship to look for common challenges, critical competencies, and possible sequences 

of accomplishments that will enable them to have the successful effectuation outcomes captured 

by Sarasvathy (2001) in her work with expert entrepreneurs. This especially needs to be done 

among real-world, practicing creative entrepreneurs, where the literature is sparse.  

 

Based on this research, an effective way that entrepreneurial learning can be improved for 

creative entrepreneurs is through programs or other educational opportunities that revolve around 

recognizing and building entrepreneurial self-efficacy. Early-stage creative entrepreneurs need to 

be able to believe in and witness their capabilities to perform entrepreneurial tasks, especially as 

they are overcoming gaps in their entrepreneurial identity and potential.  



HOW CAN ENTREPRENEURIAL LEARNING BE IMPROVED 

 

210 

As future practitioner research work is envisioned to assist this demographic of 

entrepreneurs, I recommend a similar approach to research design that caters to in-the-moment 

participant needs. The participants needed to learn how to do effectuation, which was achieved 

through the use of supporting program activities from my personal archive of practitioner 

methods (which have been shared in this dissertation). While group coaching sessions were 

structured to introduce programmed content of relevance to all participants, the individual 

coaching sessions were participant-led, focusing on their immediate business concerns of the 

day. This allowed me to provide in-the-moment, context-dependent support as a Learning Coach 

to bring awareness to how to think about situations effectually and make better decisions.  

Based on my experience, the primary ways that a Learning Coach can help to recognize 

and build entrepreneurial self-efficacy are through knowledge and skill building, as well as 

reflection (Figure 11). Furthermore, this needs to be an applied approach, not just a learned 

approach, because the hands-on application is what helps these early-stage entrepreneurs to 

begin closing their own experience gap, further reinforcing entrepreneurial self-efficacy. This is 

where I observed Action Potential, the shift from ‘thinking’ to ‘doing’ where real learning takes 

place. 

With respect to the learning content for the Make it to Market program, my insight is that 

some of the ingredients are essential, and some may be substituted; for example, the essential 

ingredients would include the premise and principles of effectuation, delivered through digestible 

tools and activities with the intent of application. While I have offered and described several 

tools and activities (personal manifesto, empathy mapping, and skills and acumen mapping, for 

example) to apply the principles of effectuation, an effectual approach would simply put these on 
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the table as ingredients for consideration. Future practitioners may draw from their own 

inventory of tools and activities to meet the objectives. My intention is that other practitioners 

will learn from my practice, and vice versa, and that we can co-create increasingly effective tools 

and activities to put effectuation into practice. 

Additionally, we must acknowledge there is a need for ‘real life’ entrepreneurial learning, 

a place where practicing entrepreneurs can access tools and techniques to develop an 

entrepreneurial mindset. This is not like a government-run small business support centre that 

focuses on the technicalities of ‘registering a corporation’ or ‘writing a business plan,’ but rather 

a space/place to develop expert entrepreneurial decision-making skills, namely effectual 

reasoning. As I have previously advocated, it would be facilitated by Learning Coaches, ideally 

those with entrepreneurial experience who will ensure openness in the process and value the 

autonomy of early-stage entrepreneurs. Both individual and group coaching can be enabled over 

a web-based conference platform like Zoom. The setting is not as intimate as an in-person 

setting; however, the reach is broader. 

Lastly, this study warrants repetition with additional learning groups of creative 

entrepreneurs representing additional geographies, ethnic and cultural perspectives and years of 

experience in practice. As discussed earlier, future participants should express a degree of 

entrepreneurial self-efficacy and identify as entrepreneurs to meet candidacy requirements. 

Ideally, the learning groups would be a more balanced level of experience than was the case for 

this research. This is both advised in the action learning literature (O’Neil & Marsick, 2011) and 

beneficial for peer modelling (Artino, 2012) in group settings.  
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Contributions to Effectuation and Entrepreneurial Learning Literature 

There are three main contributions that this research offered to the fields of effectuation 

and entrepreneurial learning. 

1. Early-stage creative entrepreneurs embrace some elements of effectuation, but 

not enough to do it effectively. 

This research demonstrated that early-stage creative entrepreneurs do embrace some 

aspects of effectual logic. In fact, they may be natural effectual thinkers with their orientation 

around resourcefulness and creativity. Furthermore, this research adds to the growing body of 

evidence (Engel et al., 2014; Zhang et al., 2019) that some early-stage entrepreneurs have the 

capacity to embrace effectuation in the absence of entrepreneurial expertise. 

That said, early-stage creative entrepreneurs cannot simply dive into effectuation and 

anticipate success. Whereas the effectual process and the principles of effectuation show what to 

do, there are gaps in the literature with respect to how to proceed or operationalize effectual 

logic. This is not for a lack of teaching resources such as the founding researchers’ own text, 

Effectual Entrepreneurs (Read et al., 2011, for example); however, these resources tend to focus 

on explaining and rationalizing effectuation, offering numerous case studies to demonstrate key 

points. This may help early-stage entrepreneurs expand their knowledge but does not necessarily 

facilitate their ability to apply it in real-world scenarios. 

2. There is a need for an early-stage effectuation model to address critical gaps 

An early-stage effectuation model (Figure 11) was proposed as a means to address 

preparatory work as an entry point to effectuation. With part-time commitments to their creative 

ventures and unconventional forays into entrepreneurship, early-stage creative entrepreneurs 
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must overcome gaps in their experience, which constrains the range of possibilities for their 

goals. The early-stage effectuation model extends the original Bird-in-Hand principle to who I 

can be, what I need to know and who I need to know. This is an early opportunity to build 

entrepreneurial self-efficacy and acquire entrepreneurial experience through the bolstering of 

one’s means.   

3. The inner worlds of early-stage creative entrepreneurs are a window to exploring 

entrepreneurial self-efficacy 

Developing an entrepreneurial mindset is an inside job. Through the analysis of the inner 

worlds of participants, the pivotal importance of detecting, nurturing and developing 

entrepreneurial self-efficacy was illuminated. Entrepreneurship is not limited to rational 

decision-making and evaluation. Complex thought processes around identity, self-belief and 

cultural belonging to the entrepreneurial world shape how early-stage creative entrepreneurs 

perceive their capability to think and act entrepreneurially. This is not explicitly covered in the 

literature on effectuation, though subsequent researchers have explored links between 

entrepreneurial self-efficacy and effectual reasoning (Engel et al., 2014), though in classroom 

environments.  

Research Limitations 

This research was limited to data observations on six participants in two towns on 

Vancouver Island, BC. The participants were selected first and foremost for their resonance as 

early-stage creative entrepreneurs. Though they represented some diversity in gender, ethnicity 

and ages, there was no specific attempt to seek a greater representation of voices. 
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Preserving the anonymity of the participants by obscuring their true businesses, locations 

and other affiliations had the effect of diluting the impact of some of their quotes; however, this 

was necessary to comply with the research ethics approval and subsequent approval of the 

participants. 

Transcriptions of the recorded individual coaching sessions were not perfect. The use of 

an online transcription service aided efficiency but also introduced a few errors or omitted words 

in the final translations. I generally avoided theses inclusions in the quotes I pulled from the data 

set to illustrate key points in the Findings and Discussion. This did not prove to be a significant 

issue; there were volumes of text and dialogue to select from. 

This was not a deductive inquiry in which theories around effectuation were tested, nor 

did any scientific experimentation occur. The value of completing an exploratory study with an 

inductive analysis of data was that it illuminated areas for future exploration, propositions and 

hypothesis testing for subsequent research studies. As per the limitations of multiple-case study 

method, no claims are made to generalize the findings of this data beyond the experiences of the 

six participants who were involved. 

A final noted limitation of this study is that it is unknown whether or not the desired 

effects of the Make it to Market program (helping creative entrepreneurs commercialize their 

ventures) were ever achieved. Entrepreneurship is a process, of which this research captured a 

ten-week period. 

Concluding Summary 

Early-stage creative entrepreneurs are uniquely suitable candidates to embrace effectual 

logic provided they get some upfront support to set them up for success. They are resourceful 
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and innovative in their approaches to life and business. Even without significant entrepreneurial 

experience, they may have the embers of entrepreneurial self-efficacy to fan the flames of 

eventual entrepreneurial success.  

They need help to achieve this. Without formal business training and a perceived distance 

between entrepreneurial culture and their current reality, they lack the intuitive know-how that 

will allow them to navigate entrepreneurial decision-making and fully participate in the 

marketplace. 

The key is nurturing and developing entrepreneurial self-efficacy. This can be done 

through an entrepreneurial learning program that teaches the principles of effectuation through 

application along with complimentary skill building activities that recognize their unique context 

as creative individuals stepping into entrepreneurship. The early-stage effectuation model 

(Figure 11) provides a gateway to address gaps while building entrepreneurial self-efficacy. 

A Learning Coach with practitioner experience can play a critical role in this process. 

The most important role of the Learning Coach is to encourage reflection, the ultimate process 

by which a creative entrepreneur becomes aware of their decision-making process and 

capabilities. It is through “perceived capability” that self-efficacy is achieved (Bandura, 1977).  

The situation for supporting creative entrepreneurs is timely. As most of our era would 

agree, the predominant theme of “uncertainty” sparked by the Covid-19 pandemic and related 

wide-scale unemployment urges creative, resourceful solutions to stabilize the global economy 

with unprecedented urgency. Energizing Canada’s creative economy needs to be a national 

priority. 
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More than ever before, the future is unknowable. It is time to apply the Lemonade 

Principle of effectuation (‘make lemonade out of lemons’) and leverage these contingencies to 

support a generation of early-stage creative entrepreneurs that have the means to energize our 

creative economy through the infinite possibility of ideas stemming from the human imagination.  
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Appendix A: Intake Form 

 
Instructions to Participants: Please complete the following questions to the best of your ability and 

comfort level. Feel free to answer in your own style and be as detailed as necessary to answer accurately 

and authentically.  

 

 

Who are you? (baseline profile data) 
Name:  Business name:  

Website:  Social media pages/links, if relevant: 
 

How would you describe your business to someone who does not know what you do? 
 

Where did you start your business (place, town, city) and why?  

How did you get into your business? What’s your story?  
 

Is there anything else you would like to add about yourself or your business? 
 

 

What do you think about entrepreneurship and commercialization? 
(baseline frame of reference data) 

 

What is an entrepreneur? 
 

What do you think it takes to be a successful entrepreneur and why? 
 

Where do you think you got these ideas about successful entrepreneurship? 
 

 

When you think of ‘commercializing your business,’ what comes to mind? 
 

Is there anything else you would like to add? 
 

 

 
What are your thoughts and aspirations as an entrepreneur?  
(baseline transformational learning data) 

 

Do you currently consider yourself to be an entrepreneur? Why or why not? 
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What do you think some of your opportunities as an entrepreneur might be? 
 
What do you think some of your future challenges as an entrepreneur might be? 
 
If you could wave a magic wand (yes, seriously!) and create any future for yourself that you 
wanted as an entrepreneur, what would this look like for you? 
 
What is your greatest challenge as an entrepreneur today? 
 
If this program is a success for you, what might you experience six months from now? 
 
Is there any area where you feel you may need extra support or guidance to fully commit to this 
program and the process? 
 
Feel free to add any comments/thoughts that may have occurred to you as a result of responding to the 

above questions. 

 

 
 
 

 

Date of completion: ________________________________ 
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Appendix B: Critical Events Submission Form 

 

Instructions to Participants: You are asked to keep a journal of critical events during the process of the 

Make-it-to-Market program. What is a critical event? Critical events are any event that have an impact 
or profound effect on you as an entrepreneur. Whether or not an event is ‘critical’ is up to you to 

decide. Examples of critical events could be ‘aha’ moments, agreements, meetings, personal matters 

effecting business, key sales, failures, comments from others, etc.  

 

Your journal may be kept in handwritten or digital format. The following questions are meant to serve as 

a guide for journal entries. It is not necessary to answer every question if it is not relevant, but questions 

may prompt your memory or details you want to note. If you don’t have time fully consider your critical 

events, at least make a note of them so we can discuss further during one of your individual coaching 

sessions or reflective interviews. Your journal entries should be submitted on a somewhat regular basis, 

such as during coaching sessions. 

 

Guide for Critical Event Journal Entries 
Please complete this form for each Critical Event you experience. 

 

What was the date? 

 

What was the time? What was the place? 

 

Let’s give this ‘critical event’ a name. What would you call it? 

 

Describe the critical event? How did it come about? What happened? How did it feel? Feel free to tell a 

story if it helps. 

 

Why would you call this event ‘critical’? 

 

Was anyone else involved, and if so, did their role impact the event? 

 

Is there any particular image or idea that comes to mind that would help you explain what you 

experienced? 

 

Reflecting back on the event, how do you feel about it now, and why? 

 

 

 

Date of completion: _______________________________ 

  



HOW CAN ENTREPRENEURIAL LEARNING BE IMPROVED 

 

232 

Appendix C: Informed Consent Letter 

 

My name is Fiona Robinson, and this research project is part of the requirement for a Doctorate of Social 

Sciences at Royal Roads University. My credentials with Royal Roads University can be established by 

telephoning my project supervisor, Dr. Marilyn M. Taylor, at 1-250-391-2600, extension 4804. This 

project has received clearance from the RRU Research Ethics Board; should you have any questions, 

please contact the Research Ethics Office at 250-391-2600 x 4425 or by email at 

ethicalreview@royalroads.ca. 

 

This document constitutes an agreement to participate in my research project, the objectives of which are 

to: 

1. Understand the experience of creative entrepreneurs as they engage in an emergent process of 

entrepreneurial learning through a commercialization coaching program (called Make-it-to-

Market)  

2. Learn how creative entrepreneurs can make better decisions to effect their futures (using effectual 

logic) 

3. Understand how entrepreneurial learning can be improved for creative entrepreneurs 

4. Learn how creative entrepreneurs can more effectively recognize and leverage their networks to 

achieve their goals  

 

These objectives tie into a larger purpose of understanding how creative entrepreneurship can be better 

enabled to energize rural, Canadian economies that are often reliant on the natural resource sectors. 

 

The vehicle for conducting this research is an entrepreneurial coaching program called ‘Make-it-to-

Market’ which has been designed to support creative entrepreneurs in the commercialization phase of 

their business. The program consists of a combination of group coaching sessions (5) and individual 

coaching sessions (5) that will take place over four months. It will include an open-ended questionnaire, 

the requirement of keeping a journal of experiences and participation in three interviews per participant.  

 

With respect to time commitments, each participant is requested to attend five 2-hour coaching sessions 

(10 hours) and five 60-minute individual coaching sessions (5 hours). In addition, participants will need 

to allocate 40 hours to thoughtfully complete program exercises (including journaling), 3 hours to 

participate in three separate interviews (one hour each) and 2 hours to review the interpretations of the 

researcher’s work and verify or make changes to the accuracy of their representation. In total, this is 60 

hours per participant.  

 

The data being collected for this research is based on the participants’ experiences in the program, 

requiring a high degree of reflection and a willingness to challenge oneself personally and professionally. 

The process of participating in the program may applied directly to each participants’ business in real 

time, so while there is a time commitment to the research process, this allocation of time is also an 

investment in one’s growth and skill-building as an entrepreneur. 

 

In addition to submitting my final report to Royal Roads University in partial fulfillment for a Doctorate, 

I will also be sharing my research findings with target audiences interested in creative entrepreneurship 

such as rural economic development agencies, business incubators and other business support 

organizations.  A copy of the final report will be published in RRU’s Digital Archive, Pro-Quest and 
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Library and Archives Canada. In addition, this research data may be shared in journal articles, books, 

websites and in future entrepreneurship classroom settings.  

 

Group and individual coaching sessions will be audio recorded and transcribed into digital text, stored 

locally on my own secured desktop computer without identifying information. Where appropriate, 

findings will be summarized, in anonymous format, in the body of the final report. Participants will have 

the opportunity to review, comment on and make amendment suggestions on the findings that interpret 

their experience to ensure the authenticity and approval of their representation. At no time will any 

specific comments be attributed to any individual unless specific agreement has been obtained 

beforehand.   

 

All documentation will be kept strictly confidential.  The original, raw data gathered will be destroyed on 

June 1, 2019 and transcribed data will be kept securely in a locked filing cabinet in my office for up to 10 

years on a data storage device such as an external hard drive. Individual information collected from 

someone who has withdrawn from the research project will be pulled out of the study; however, recorded 

comments made during group sessions will be remain as part of the anonymous data set as these 

comments cannot be separated out of a group recording. 

 

You are not compelled to participate in this research project. If you do choose to participate, you are free 

to withdraw at any time without prejudice. Similarly, if you choose not to participate in this research 

project, this information will also be maintained in confidence.   

 

By signing this letter, you give free and informed consent to participate in this project. 

 

Name: (Please Print): __________________________________________________ 

 

Signed: _____________________________________________________________ 

 

Date: _______________________________________________________________ 
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Appendix D: Summary of Coaching Intervention Types 

 

Types of Intentional Interventions with Examples 

Intervention Situation 

 

Dialogue 

Dig 

 

Intention: To stir up 

more information 

that the 

participant may 

be holding on to, 

or may not even 

be aware of 

CE3 (Wallets) and I were 

talking about her 

first sale. At first, she 

offered the one-word 

response, 

“Awesome,” to 

describe the feeling. 

 

I did some digging to learn 

more, which 

revealed that she 

related sales to her 

quest for self-

sufficiency to 

provide for and be 

close to her family. 

Learning Coach: How did it feel to sell? 

 

CE3 (Wallets):  Awesome. 

 

Learning Coach: Why? 

 

CE3: Of all the jobs I've had, in some place 

either the people have been really great, 

and the money was crap, or the money 

was really good, but the people were 

crap. And there was never a good 

balance. In some cases, I was really 

disappointed to leave some of the jobs 

and in some places either I left and had 

a couple crappy days after and then 

thought "Oh, a weight has been lifted, I 

like this". Even now, I am a manager at 

[store name], and it's one of those jobs 

where the people are really great but the 

money sucks. To be realistic, I need to 

be able to live, pay rent, feed my kids, 

and we are a dual income family and 

daycare is too much. So we never get to 

see each other and when we do it's like a 

ten-minute hand-off between jobs.  

 

So, once I made that first sale and I heard that 

chi-china, I thought "This is it." And 

I've never looked back since then. It's 

had its slow moments where I'm like 

"Where's my chi-ching?"  

 

Prod 

 

Intention: To encourage 

additional 

thoughts around 

an issue (as 

opposed to 

offering my own 

thoughts) 

CE4 (Ceramics) often 

remarked on her lack 

of confidence, which 

she found to be 

fleeting at best. 

Through prodding, 

she articulated how 

to turn patterns that 

led to a sense of 

failure into patterns 

Learning Coach: What are some ways you can 

maintain confidence? 

 

CE4 (Ceramics): To think of small successes, 

even big successes, even blow them up 

inside my own mind. Because what I do 

is, I take the failures and the obstacles 

and the difficulties and blow them up 

inside my mind. 
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that led to a sense of 

success. 

Challenge 

 

Intention: To challenge 

existing 

information, 

calling out 

assumptions or 

limited thinking 

 

CE5 (Videography): said 

she wanted to make 

her business official 

but presented 

ongoing excuses 

towards getting the 

paperwork done.  

 

Since she was otherwise 

proactive, I wanted 

to demystify the 

simple process of 

registering a sole 

proprietorship since 

she seemed to be 

over-complicating 

the matter. 

 

This matter was not 

resolved in our 

coaching time 

together. 

Learning Coach: With what you're doing right 

now, you used the word projects and 

such, are you seeing it as a venture, a 

business?  

 

CE5 (Videography): The reason why this is so 

valuable is because I have been working 

on setting it up as a sole proprietorship 

because I've been into that for a while 

and I think moving from Ontario to BC 

has complicated things in my head a 

little bit because of the process, I get 

wrapped up in the projects themselves. 

 

Learning Coach: What if I told you it’s a five-

minute process? 

 

CE5: I know, I know, yes. Which is why this 

February will be great, because I'm 

going to have this list of like, "Do you 

have to do this? This is your window of 

opportunities," because I would keep 

saying, like, "Before the taxes go in." I 

was talking to, my contacts in Ontario, 

it always seems like such a hassle. Do I 

just go the website like the Government 

of Canada website? 

 

Reframe 

 

Intention: To introduce 

new ways of 

seeing 

(perspective) 

existing 

information 

CE6 (Composters) valued 

automation and 

things that could 

make her business 

more efficient (and 

less work for her).  

 

When she experienced 

manufacturing 

delays, she resisted 

doing any marketing, 

concerned that it 

would be wasted in 

the present without 

product to sell. 

 

I tried to reframe the matter, 

suggesting that if she 

Learning Coach: It's okay if you run this 

campaign in 2017 and then hit repeat in 

2018, as opposed to thinking that you 

need to come up with new content 365 

days of every year. 

 

CE6 (Composters): That's the nature of what 

we do. But if you send out “Worm 

Composting 101” in 2017, it doesn't 

have to be lost forever, it comes back. 

 

Learning Coach: That's a good idea. 

 

CE6: Then the effort that I put in now is used 

many times; it makes it more efficient. 

 

Learning Coach: Yes. Rather than a draining 

effort, think of it more as building your 
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came up with good 

seasonal content, she 

could re-use it in 

subsequent years. 

 

assets. Especially when marketing is 

one of those things that you feel is 

draining you, or you are not putting 

enough effort into. 

 

Suggest 

 

Intention: To expand on 

existing ideas and 

introduce new 

possibilities for 

consideration 

 

CE4 (Wallets) only sold 

finished goods from 

patterns, so I 

suggested selling her 

original designs as 

well. At first, she 

presented obstacles. 

By the end of the 

summer she was 

selling a journal 

cover of her own 

design. 

Learning Coach: Have you ever thought of 

selling your patterns? 

 

CE4 (Wallets): Some of them are not mine to 

sell. Some of them are mine. So many 

are available for free. Maybe one day in 

the future, I'd have to get really techie 

though because I don't have the tools to 

do them that way.  

 

Assist 

 

Intention: Actively 

participating in 

moving ideas 

forward 

 

CE2 (Coaching): came up 

with names for two 

different leadership 

programs: Your Next 
Wave and Recharge. 

He wanted my 

opinion on how they 

fit with different 

types of clientele. I 

offered my opinion 

without telling him 

what to do. The 

intent of my 

participation is only 

to help him connect 

the dots for himself. 

 

At the end of the exchange I 

also do a bit of a 

reframe, reminding 

CE2 that people are 

more likely to invest 

in him than his 

programs. 

Learning Coach: Ah, Recharge has a little bit 

more of a team connection .. Your Next 
Wave is great, and the reason why is 

because of the personality types that we 

deal with, even if you think about 

yourself and myself, there's always a 

next wave, you're always bracing for 

something.  

 

CE2 (Coaching): So it's 'What do you perceive 

your next wave as?" I described two 

different things. One, a leader on a team 

coming out here to learn and 

professionally develop, or, someone 

who may not be ... maybe thinking 

about leaving their organization and 

wanting to find out what their next wave 

is. It could be any of those things. It 

could also be a team sport. Coming up 

with your next wave as a team. So it 

could be an individual or team approach 

to it.  

 

Learning Coach: So, Your Next Wave could be 

the team building one? 

 

CE2: Ah ... ba, ba, ba ... so I see Recharge as 

being something about intra-

connectivity, like communication, 

working better together, reconnection, 

like the glue between all the different 
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people and how to get them firing better 

again. When you say Your Next Wave, 

my brain goes more to as strategic-

visioning orientation. More so than an 

interconnected orientation. Does that 

make sense? It will still have the inter-

connective layer though because that’s 

what I do. So you see that more as 

strategic planning? 

 

Learning Coach: More like visioning. They'll 

have some clarity ... you tell me ... I 

don't want to be making up your 

programs. It's just that when I hear the 

language Your Next Wave I get the 

sense that there's something coming up, 

and you're getting ready for it and you 

want to take it in a positive way.  

 

CE2: Hmmm... I'm wondering if they do that 

on a team. But that's not team building 

is it? Because that's more strategic 

planning right because they're looking at 

what's next, they're seeing what's 

coming, they're moving forward. Maybe 

Your Next Wave is strategic planning 

then? 

 

Learning Coach: Sure, and what I hear you 

saying is that this distinction is 

important to you. I think that the people 

who are going to be excited to work 

with you are the people that already 

envision that you have something you 

can offer them that just comes from you, 

right?  

 

 

 


