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Abstract

This research used a comparative case study methodology to closely examine an emergent
phenomenon in the field of entrepreneurship. The literature review examined interconnected
shifts in social values, evolving technology, and economic geography systems that have
contributed to this emergent phenomenon. The study sought to better understand the qualities,
goals, and perceived needs of a purposive sample of entrepreneur business founders in Canada,
as well as the drivers guiding the formation and characteristics of their advanced technologyenabled organizations, to determine if a distinct model of entrepreneurial innovation existed. The
study results affirmed many aspects of the observed phenomenon and provided new details about
this distinctive model of entrepreneurship. Given the name GEMINI (an acronym meaning
global entrepreneurial micro-niche innovation), this model comprises independent-minded
founders with a keen sense of vocation who derive deep meaning from work-life integration,
collaborative business building, personal development, and community legacy. Their typically
bootstrapped, world-class organizations are formed through an iterative effectuation path to
business model refinement, resourceful product design, solid business performance metrics, and
a lasting impact on their international industries and communities. Although the stereotype of the
young, Silicon Valley–style, high-tech-startup founder and his fast-growth company is still a
prevailing discourse in media, political, business, and educational circles, the lived reality in this
new model of entrepreneurial innovation is distinctly different from almost all aspects of this
construct. Furthermore, public funds continue to be funnelled into a myriad of entrepreneurship
strategies and programs—often without significant or sustainable economic community impact.
Eighteen recommendations are made to reform related Canadian public policy, programs, and
funding to support the development of more GEMINI model founders and businesses.
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Chapter 1: Introduction
Beginning in the early 2000s, after returning to Canada from a few years working for a
multinational corporation based in the United States, I began to notice (in interviews, business
articles, industry events, personal conversations, etc.) what appeared to be an emerging
phenomenon among a subset of innovative entrepreneur founders (and their smaller companies).
They seemed to exhibit different characteristics from predominant media profiles of high-tech
entrepreneur founders and their startup organizations. This phenomenon intrigued me as worthy
of “investigating ‘the essence of manifestation”” (Sandywell, 2011, Section 466, para. 5) —not
to prove a hypothesis, but to embark on a rigorous learning process that would help me develop a
more advanced understanding through investigation and discovery (Flyvberg, 2006, p. 21).
The entrepreneurs I observed appeared to be focused primarily on innovation impact, not
business organization size or stock market listings. I noticed successful entrepreneurial
businesses that were found outside of typical geographic industry clusters; their business model
leveraged advanced information and communications technology (ICT), they developed an
international clientele in a micro-niche market, they had an evergreen product strategy, and they
seemed to be designed for more than financial success. (The preliminary observed characteristics
of this emergent phenomenon are further detailed in Chapter 3.) But, beyond these observable
characteristics, I wanted to understand the driving purpose of this apparent subset of
entrepreneurs and why they seemed to be building a different type of company.
Purpose of the Research
The purpose of this research was to closely examine an emergent phenomenon of
entrepreneurial innovation to determine if a distinctive entrepreneurial innovation model existed,
and, if so, whether there were any implications for Canadian public policy, funding, and
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programs. The study investigated Canadian entrepreneurs who had founded or cofounded
innovative entrepreneurial businesses and appear to be participants in this emergent
phenomenon. What made these micro, small, and medium-sized organizations (and their
founders)—which were innovating in a micro-niche of their sector at an international level—
particularly interesting is that they appeared to belie most of the popular thinking about typical
growth trajectory, business scale, geographic location, product strategy, and founder goals
associated with high-tech startups.
Note that a micro-niche innovation business focuses on “a specialized market, one
generally neglected or forgotten by larger companies” (Georgiou, 2016, para. 2). Further, it
“operates on a small scale and is uniquely specialized to fill a particular [customer] need. We
predict that these companies will soon be cropping up everywhere, as technology takes away the
large advantage huge enterprises have” (Georgiou, 2016, para. 5).
Although innovation and entrepreneurship topics are fashionable with the media,
politicians, policymakers, the business community, and educators, “a degree of ambiguity and
‘mythology’ is attached” (Brown, Mason, & Mawson, 2014) to fast-growth, high-tech
entrepreneurial innovation. This pervasive entrepreneurship discourse elevates the young, male,
college-dropout, high-tech-startup entrepreneur who supposedly goes on to create a business that
fosters rapid success and wealth. However, this view of entrepreneurial success, with its
emphasis on rapid expansion, sizeable employee base, and market leadership, has been
questioned (Commonwealth Club, 2016; Sarasvathy, 2001b; Signal v. Noise, n.d.; Wadhwa,
2010b). Further, many costly attempts to recreate the “Silicon Valley innovation cluster”
geographical agglomeration model in locations around the world (including Canada) continue to
be made—though no attempts at artificial high-tech industry innovation cluster formation have
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proven to be sustainable over the long term (Ballingall, 2017; Martin & Sunley, 2003; Wadhwa,
2010a).
The “dot-com bubble” stock market surge that took place between 1995 and 2000 saw
growing commercialization of the internet and, along with it, speculative venture capital and
individual investing in virtually any company with a “.com” after its name. The bubble burst in
March 2000, seeing a majority of publicly traded dot-com companies close, and trillions of
dollars of investment capital evaporate (“Dotcom Bubble,” n.d.). Although the name Silicon
Valley was popularized by journalist Don Hoefler back in 1971 (Bernard, 2017), it was during
this late 1990s period that journalists and business writers en masse began to write “stories about
Silicon Valley [that] were imbued with a certain awe” (Weiner, 2017, para. 5), including
“lifestyle coverage zeroing in on the trappings, trends, and celebrities of the tech scene” (Weiner,
2017, para. 6). Following the 2000 dot-com bust and the 9/11 terrorist attacks of September 2001
in the United States, the obsession with Silicon Valley high-tech firms was (prematurely)
declared over by many journalists, including John Schwartz (2001) of the New York Times:
The popular obsession with the dot-com revolution, fading for more than a year, seems to
have simply winked out since mid-September, as firemen and warriors have become the
new heroes, and e-commerce’s whiz kids are consigned to the cultural boneyard. . . .
Now they themselves are history. Each day, the old idols seem to fade
further into the dim past, barely recollected in a country where the languages of
“revolution” and “warfare” are no longer just business metaphors. This is the next step
after the bursting of the dot-com economic bubble—the bursting of the cultural bubble,
the end of the nerd as a crossover hit, of the I.P.O. zillionaire as role model to college
students. (paras. 2, 4)
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But by 2007, the past seemed to have been forgotten and history was repeating itself with
speculative investing and breathless boosterism of high-tech startup companies back in the public
eye and reported on once again by the New York Times:
Internet companies with funny names, little revenue and few customers are commanding
high prices. And investors, having seemingly forgotten the pain of the first dot-com bust,
are displaying symptoms of the disorder known as irrational
exuberance. . . .
More broadly, Internet start-ups are drawing investment based on their ability to
build an audience, not bring in revenue—the very alchemy that many say led to the
inflation and bursting of the dot-com bubble. . . .
The trend is described as a return to madness (by skeptics) or as a rational
approach to unlimited opportunities presented by the Internet (by true believers). Greed,
fear, and a desperate rush to pick the next big winner are all adding fuel to the fire that is
Silicon Valley’s resurgence. (Stone & Richtel, 2007, paras. 2, 5, 10)
It was following the first dot-com bust in the early 2000s, amid global shifts in distributed
technology, social values, and participatory economic models, that I first observed the growth of
an emergent phenomenon of entrepreneurial innovation—noticing more ingenious micro, small,
and medium-sized (Government of Canada, 2016) businesses pulling away from the predominant
“fast-growth, high-tech startup in a cluster” thinking to instead embrace a longer term approach
to scaling the impact of their innovation in a global niche market. This observed phenomenon
appears to have persisted (despite the return of some investors, media, policymakers, and
program developers to startup mythology mindsets), and yet Canadian public policy and
academic research have not recognized this evolution, resulting in an emergent group of high-
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tech-driven entrepreneurial innovators, businesses, and communities that do not appear to be
recognized, researched, or supported.
My aim was to better understand this phenomenon with the possibility of articulating a
distinct model of entrepreneurial innovation and sharing recommendations for related Canadian
programming, funding, and policy reform. In doing so, I have provided a countervailing portrait
of successful real-world entrepreneurial innovators to contrast the media-fueled mythologies
about outlier founders such as Facebook’s Mark Zuckerberg and Uber’s Travis Kalanick, who
many young, aspiring entrepreneurs have hoped to emulate (Barcelo, 2017; Read et al., 2017).
My hope is that this study contributes to eliminating these unnecessary distortions by presenting
a more realistic and sustainable model of entrepreneurial innovation.
Clarification of Terms
When I use the word mythology in this research, I am referring to this definition: “a set of
stories or beliefs about a particular person, institution, or situation, especially when exaggerated
or fictitious” (“Mythology,” n.d., para. 1). And the meaning of myth that I refer to in this study is
“a widely-held but false belief or idea” (“Myth,” n.d., para. 1). So, one of my goals was to
explore the myth of a predictable fast-track path to successful high-tech entrepreneurial
innovation.
Venture capitalists, so-called “angel” investors, and startup communities are
overwhelmingly focused on finding, funding, and rapidly scaling (or growing) the size and
revenue of small, youthful high-tech companies—often referred to as high-growth startup
“gazelles” and billion-dollar-plus valuation startup “unicorns” (Barcelo, 2017). A venture
capitalist is “an investor who either provides capital to startup ventures or supports small
companies that wish to expand but do not have access to equities markets” (“Venture capitalist,”
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n.d., para. 1). Angel investors “invest in small startups or entrepreneurs. Often, angel investors
are among an entrepreneur’s family and friends” (“Angel investors,” n.d., para. 1). They “are
also called informal investors, angel funders, private investors, seed investors or business angels.
These are affluent individuals who inject capital for startups in exchange for ownership equity or
convertible debt” (“Angel investors,” n.d., para. 1).
There are a variety of related terms used in the popular press, business literature, and
academic research to describe the type of emerging, technology-driven businesses founded by
entrepreneurs. These terms include startup, tech startup, high-tech startup, tech company, tech
sector company, and so forth. While this terminology is still used, it has outlived its usefulness,
because most contemporary businesses that grow their market beyond their local neighbourhood
have a business model that is enabled by modern technology. As Jim Kerstetter (2015) explained
in the New York Times,
For as long as there has been a commercial Internet, there has been fuzziness about what
is or is not a tech company. Was eBay, for example, a tech company or an auctioneer
enabled by tech? Was Amazon, before it started hosting other sites, just a big retailer that
lived online? The definition became a bigger head-scratcher with start-ups that delivered
real-world services with the aid of some clever technology—those so-called on demand
or sharing economy companies.
“‘Tech company’ and ‘tech start-up’ are overapplied labels that have outlived
their usefulness,” Alex Payne, an early Twitter engineer and tech investor, wrote in 2012.
“Calling practically all growing contemporary businesses ‘technology companies’ is
about as useful as calling the enterprises of the industrial era ‘factory companies.’”
(paras. 8–9)
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Research Objectives and Questions
There is little awareness about the emergent entrepreneurial phenomenon, and I have
found no academic research seeking to understand the driving purpose of this apparent subset of
entrepreneurs and why they choose to build the types of companies they do. A few popular press
and online articles (Anderson, 2010; VSCO, n.d.) have described the existence of high-techdriven entrepreneurial innovators who do not fit the mythical startup model, but no systematic
inquiry into the drivers and repercussions of this shift has taken place. There is some realization
among researchers and journalists that a geographical agglomeration cluster model based upon
Silicon Valley does not export to other locations, but public funds continue to be funnelled into
these startup gazelle and cluster models (and their associated incubators, accelerators, pitch
camps, etc.), perhaps because a new model to support has not yet been identified. Although the
focus of this research is in Canada, the problem is international in scope (Martin & Sunley, 2003;
Wadhwa, 2010a).
My research question is as follows: What are the qualities, goals, and perceived needs of
successful business founders who appear to be part of a new phenomenon in entrepreneurial
innovation? My two research subquestions are as follows: (a) Why did these founders form their
organizations in the manner they did? (b) What are the critical qualities of their organizations?
Context and Significance of Study
This study’s potential impact on Canadian public policy, funding, and related programs
holds significant promise. “Public policy can be generally defined as a system of laws, regulatory
measures, courses of action, and funding priorities concerning a given topic promulgated by a
governmental entity or its representatives” (Kilpatrick, 2000, para. 1). For example, funding and
tax incentives that are part of attempts to build ill-fated industry clusters can be directed towards
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more productive economic development activities. Government policies, funding, and programs
may need to be adapted to also support the more decentralized entrepreneurs and their
organizations. Important questions need to be considered about the nature of the infrastructure
and services required to support a new business model arising from this entrepreneurial
phenomenon. Canada’s self-image in a globally competitive marketplace of entrepreneurs may
shift in a positive sense, as the country takes its place in this new economy and creates a new
narrative for founder entrepreneurs and their chosen communities.
The potential impact of an emergent phenomenon of entrepreneurial innovation on
Canadian public policy merits thoughtful examination. Over the past two decades,
entrepreneurial innovation policies, funding, and programs of many governments (Canadian and
globally) have been based upon Michael E. Porter’s (1990, 1998a, 1998b, 2000) business cluster
theory, encouraging the purposeful creation of Silicon Valley–style localized geographical
agglomerations of similar industries—and promising the benefits of knowledge sharing, talent
pools, and increased levels of innovation. Yet despite global shifts in distributed technology
capabilities and economic geography models (Albino, Carbonara, & Giannoccaro, 2005;
Boschma & Frenken, 2006; Potter & Watts, 2010; Rogers, Medina, Rivera, & Wiley, 2005) , as
well as growing concerns among researchers and authors that Porter’s business clusters lack a
comprehensive theoretical framework and any significant empirical evidence of business
performance success, the high-tech geographic business cluster concept remains a popular and
costly (if ineffective) model (Krugman, 2009; Palmquist, 2010; Ries, 2011; Simmie, 2004;
Wadhwa, 2010a; Woodward, 2004).
Professor, journalist, and former technology entrepreneur Vivek Wadhwa (2010a)
eloquently summarized this misguided devotion to Porter’s cluster theory:
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Build a magnificent technology park next to a research university; provide incentives for
chosen businesses to locate there; add some venture capital. That is the common recipe
for harnessing higher education and industry to spur economic growth as prescribed by
management consultants touting the “cluster theory” developed by Harvard Business
School’s Michael E. Porter.
Hundreds of regions all over the world have spent billions on such efforts;
practically all have failed. Yet others are following suit—such as Japan, with its Okinawa
research-and-development cluster, and Russia, with its Skolkovo project.
All of those are well-intentioned efforts to build Silicon Valley-style technology
hubs, but they are based on the same flawed assumptions: that government planners can
pick industries they want to develop and, by erecting buildings and providing money to
entrepreneurs and university researchers, make innovation happen. It simply doesn’t
work that way. (paras. 1–4)
Although Canadian entrepreneurial public policy still supports the geographic cluster
theory (Crawford, 2013; Government of Canada, 2018), more than a decade ago, international
researchers were questioning the usefulness of these traditional economic models and policies,
instead recommending a distributed, polycentric framework based upon more “aspatial”
characteristics (Copus, 2001). Also of note is the related public-sector interest in creating
“startup nation” policies and programs (M.B., 2011; Senor & Singer, 2009) to encourage the
creation of Silicon Valley–style entrepreneurship and innovation clusters as engines of rapid
national economic growth.
And, yet, despite this heightened interest in entrepreneurship and innovation, a
widespread understanding of foundational theories of entrepreneurship and innovation is lacking.
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In Hébert and Link’s (2006) “Historical Perspectives on the Entrepreneur,” the authors
highlighted the unique meaning behind the role of the entrepreneur in society as theorized by
Joseph Schumpeter, an Austrian American political economist, in the 1940s: “For Schumpeter
the main instrument of change in the theory of economic development is the entrepreneur.
Development is a dynamic process, a disturbing of the economic status quo” (p. 96). Schumpeter
used the term creative destruction to describe what he posited was the essence of an
entrepreneur: to disturb the typical incremental improvement cycle in production of goods and
services by destroying the old and creating new, disruptive ways of doing things in the economy.
He maintained that an entrepreneur was quite different from a “capitalist, land-owner, labourer,
and inventor” (Hébert & Link, 2006, p. 96). Though an entrepreneur could be any of these
things, Schumpeter believed it was only by happenstance. Being an entrepreneur was not
primarily about wealth accumulation, managing a company, belonging to a particular social
class, or being an inventor. Schumpeter delineated a number of ways he believed that
entrepreneurs innovated. Essentially, he believed that combining things in new ways and
bringing them to life (whether done by an individual, a corporation, or a government agency)
was unique to an entrepreneur: “Everyone is an entrepreneur only when he actually carries out
new combinations and loses that character as soon as he has built up his business, when he settles
down to running it as other people run their businesses” (Hébert & Link, 2006, p. 356). An
entrepreneur such as Calgary-born Garrett Camp, cofounder of successful high-tech-driven
startups StumbleUpon and Uber as well as “startup studio” Expa (Lewis, 2016), follows this
pattern of creating and building innovative businesses, then hiring people to manage them on a
day-to-day basis so he can begin the entrepreneurial innovation process again. Sir Richard
Branson, founder of Virgin Group, also fits this entrepreneur profile despite leading a large
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organization. He is continually launching new, small ventures to attempt to disrupt the status quo
(Virgin Group now has hundreds of subsidiary companies), and he leaves the daily running of
any established organizations to managers (Branson, 2017).
With this in mind, the ongoing confusion regarding what is meant by entrepreneurship
was aptly described by Smith and Anderson in 2007:
Entrepreneurship has become fashionable and, as a theme, arises in some extraordinary
places: promoted by politicians, patronized by royalty, taught in schools, colleges, and
universities across the world and very much in vogue in academia. Yet the fundamental
problem is the lack of agreement, perhaps even understanding, of exactly what we mean
by entrepreneurship. Entrepreneurship is a poorly defined concept and people use parts of
its meaning to suit their purposes. (p. 169)
With respect to innovation, there can also be a lack of clarity in practice, confounding it
with product improvement, line extensions, technical invention, and so forth. For example, the
Conference Board of Canada (2013a, 2013b) has regularly graded Canada with a D for
innovation compared to 17 peer countries, despite an ongoing problem with missing and
insufficient data in a number of areas. In 2015, it raised the grade for innovation in Canada to a C
compared to 16 peer countries. However, it defined innovation as “a process through which
economic or social value is extracted from knowledge—through the creation, diffusion, and
transformation of knowledge to produce new or significantly improved products or processes
that are put to use by society” (Conference Board of Canada, 2013a, para. 12). Clearly, a
significantly improved product is not representative of the creative destruction and market
disruption delineated earlier by Schumpeter (as cited in Hébert and Link, 2006) in his writings on
entrepreneurial innovation; therefore, Canada’s grade might be even lower if “non-incremental
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innovation” (The Conference Board of Canada, 2013a) were the focus of the assessment. The
Conference Board of Canada (2013a, 2013b) innovation criteria for measuring innovation have
historically included such variables as the number of patents filed, scientific articles published,
and office machinery shipped internationally—more apt for university technology transfer and
equipment manufacturing than nimble entrepreneurial innovation businesses (see Figure 1).

Figure 1. The Conference Board of Canada criteria for measuring the relative innovation
performance of Canada. ICT = information and communications technology; R&D = research
and development. Reproduced from “International Ranking: Innovation,” by Conference Board
of Canada, 2013b (http://www.conferenceboard.ca/hcp/Details/Innovation.aspx). Copyright 2018
by The Conference Board of Canada—End Use License Agreement.
In 2015, the Conference Board of Canada presented simplified innovation performance
criteria, dropping many earlier variables judged to be of little use to assessing or analyzing
innovation performance at a provincial level (see Figure 2). That said, the usefulness of this
analysis is questionable. The Conference Board of Canada’s 2015 report recognized “the need

ARTICULATING THE GEMINI MODEL

31

for indicators that make sense at the provincial level” (para. 11) and that previous reports
“included a set of indicators that compared the export market shares of peer countries in
aerospace, electronics, office machinery and computers, pharmaceuticals, and instruments”
(para. 11), which made “less sense in the provincial innovation report card given the tendency of
sub-national regions to focus more narrowly on a few key areas” (para. 11).

Figure 2. The Conference Board of Canada 2015 updated criteria for measuring the relative
innovation performance of Canada. ICT = information and communications technology; R&D =
research and development. Reproduced from “Provincial and Territorial Ranking: Innovation,”
by Conference Board of Canada, 2015 (http://www.conferenceboard.ca/hcp/provincial/
innovation.aspx). Copyright 2018 by The Conference Board of Canada—End Use License
Agreement..
However, Conference Board of Canada’s 2015 report also explained,
Sufficient data have not been collected by Statistics Canada to allow for province-level
analysis. Moreover, to the best of our knowledge, complete and comparable international
and provincial data that directly measure firm-level innovation (product, process, or
service innovation) and its results are not collected. Consequently, [they relied] primarily
on a set of economy-level indicators of innovation capacity, activity, and results. (para.
12)
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In other words, the Conference Board of Canada (2015) has recognized that regional differences
are important to consider and measure when it comes to Canada’s innovation performance, but
sufficient regional or provincial data it not available and firm-level innovation is not measured.
Adding to this confusion, the focus of Canadian governments, communities, and
investors is on finding, funding, and rapidly growing small, youthful high-tech companies
(startups) that promise to rapidly become multi-billion-dollar success stories (dubbed “unicorns”
for their rarity and valuation of over $1 billion) in the footsteps of Microsoft, Google, Shopify,
Hootsuite, and Facebook (Leslie, 2015). The federal government’s Action Canada Task Force on
High-Growth Entrepreneurship has believed this fast-growth entrepreneurial innovation model is
essential to the country’s economic future:
Gazelles represent only a fraction of all firms, but they outperform all other businesses by
generating consistent and extraordinary growth in employment and revenue. These
companies start small but quickly grow to become global household names like Facebook
and Ikea. Gazelle-type innovation tends to be characterized by firms with high
intellectual capital and low physical capital; a steadfast focus on getting products to
market quickly and a high responsiveness to market feedback; high-risk, high-reward
strategies; and global ambitions. . . . Successful gazelles pave the way for subsequent
entrepreneurs to enter the market by eventually becoming world-class anchor companies
whose employees often go on to start complementary or competing future gazelles.
(Wells & Hungerford, 2011, p. 55)
Unfortunately, one concern with this aspirational entrepreneurial innovation model is that
most high-tech-driven entrepreneurs and their businesses do not fit the gazelle (or unicorn)
profile; even in the United States, the average age for high-tech entrepreneur founders is 41, they
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work at their company for some 10 years before achieving success, and only 23% have ever
received venture funding (Wadhwa, 2010b). And though a few of these gazelle companies may
emerge in an economy, most do not tend to create lasting jobs or become the desired large
anchor companies because there is a very high business “mortality rate” among these gazelle
companies (Burlingham, 2012). As previously mentioned, this gazelle model also represents a
particular value perspective, which asserts that a successful high-tech entrepreneur must aim to
build a company that achieves rapid revenue and market share growth as well as a large
employee base to attain industry leadership. The emergent phenomenon explored in this research
may provide a useful counterpoint to this prevailing mode of thought.
Although the founder entrepreneurs who appear to be part of this phenomenon have not
yet been researched in any depth, Chris Anderson, the former editor of Wired magazine, a
monthly publication about innovative technology and its impact on business and culture around
the world, made a related observation in 2010 about an emerging class of entrepreneurs and their
businesses: “These cottage industries with global reach targeting niche markets of distributed
demand [are] businesses focused more on the quality of their products than the size of the
market. They’d rather do something they were passionate about than go mass. . . . [T]hat is
actually a viable choice” (para. 46). Some researchers and authors have described the influencing
environmental factors (economics, technology, societal trends, business trends, etc.) that are
challenging conventional entrepreneurial innovation models in Canada and beyond (Crane, 2011;
Friedman, 2007; Schoales, 2004); however, the emergent phenomenon has not been widely
recognized or researched, nor has a business model been articulated to garner the attention of
related public policies, funding, and programs.
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When examining this phenomenon, I considered the impact of the evolution of modern
computing technologies, from the older geographically and functionally centralized computer
hubs to the new distributed capabilities of current forms of ICT, often available at low or no cost.
Today this technological democratization has manifested in enabling tools such as the social
web, open source software, do-it-yourself e-commerce, free video conferencing, templated web
platforms, and affordable cloud computing—allowing high-tech-driven entrepreneurs to work in
dispersed geographic regions while accessing the storage and processing power of giants
including Amazon, Google, Microsoft, and IBM at a fraction of the cost of setting up traditional
data centres (Hardy, 2013). In The World is Flat, Friedman (2007) explained,
I can’t prove it, but I think this [technology] trend, which is not always easy to see, is
becoming one of the most powerful drivers of the global economy today, fostering more
small and medium-sized businesses with a global reach than anyone realizes, or
economists can fully measure. (p. 442)
Just six years after this prognostication, Friedman (2013) was profiling the emergence of small,
high-tech-enabled global businesses in his New York Times column—including the international
peer-to-peer accommodation rental service, Airbnb, which has created a disintermediation effect
in the traditional hotel industry.
Further, a cross-generational global shift in personal values and priorities is taking place
in many industrialized and developing countries and intersecting with businesses’ traditional
drive for rapid business growth and profits. This postmaterialist value shift is global and gets
stronger as countries move along the economic spectrum from poverty to wealth, with values
such as personal autonomy and job creativity being prioritized more highly than the
accumulation of material goods (Delhey, 2009). These changing priorities in personal values also
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coincide with a demographic shift and the emergence of members of Generation Y as workplace
leaderships and entrepreneurs. Born between 1980 and 2000, this demographic segment desires
better work-life balance than that of their parents and has diminished expectations of their
lifetime earning power. The escalating rate of entrepreneurship among this group is viewed as a
reaction to ’their parents’ corporate job loss due to the global recession and a related desire to
have more control over their livelihood and lives:
Gen Y has a significantly different attitude toward work and life in general than the
current dominant Baby Boom generation [less about money and more about living a
fulfilling, meaningful life]; and second, in certain regions the ongoing difficult economic
times are placing the economic and social welfare of Gen Y in jeopardy, something that
is not of their doing. (Williams, 2014, para. 24)
It also needs to be recognized that a common (and pejorative) term historically applied to
founder entrepreneurs who launch tech-driven innovative firms but do not desire to grow them
into large corporations at the cost of their own quality of life is lifestyle entrepreneurs. These
entrepreneurs have been blamed for not having the ambition and risk-taking drive to scale their
businesses to the point they become interesting to larger venture capitalists:
The problem is that many of these lifestyle entrepreneurs work just enough to buy a
second home and a boat and to send their kids to school; for the lucky ones that achieve
those things, the incentive to keep enhancing their personal fortune seems to vanish.
(McGinn, 2005, para. 6)
But in the early 2000s, there began a movement where some entrepreneurs embraced the
lifestyle entrepreneur moniker, questioning whether building an ambitious, small, specific, and
innovative organization could be a viable option for a business model. For example, entrepreneur
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and blogger Corbett Barr (2011) referenced the globally successful high-tech-enabled venture
37Signals Inc. (now Basecamp Inc.) and its commitment to balanced lifestyles and quality of life
for a small team of under 40 employees (Signal v. Noise, n.d.) while still making a significant
global impact on the project management and web application software industries:
I suggest starting with the guys at 37Signals. They’re essentially heroes of the lifestyle
business movement, even though they don’t like to call it that. . . . After being on both
sides of the equation, I’m 110% happier now running my growing business this way. The
control I have over my life is nearly ridiculous, and the future of my “lifestyle” business
is brighter than 90% of funded startup entrepreneurs will ever achieve.
(para. 23)
Media theorist and professor Douglas Rushkoff (2016) also questioned the gazelle startup
high-growth mindset in his book Throwing Rocks at the Google Bus. In a recent interview about
the book captured in an audio podcast, he discussed the merits of more distributed business
model alternatives to monopolistic software platform strategies: “And no, you will not become a
billionaire if you build these alternative platforms. But what about becoming a millionaire? Isn’t
that still kind of cool?” (Commonwealth Club, 2016, 50:34).
The technological emergence of smart hand-held communications devices paired with
social web platforms such as Instagram, Twitter, and Facebook have enabled decentralized,
grassroots movements to proliferate, bringing a new immediacy and transparency to perceived
government and corporate transgressions around the world. It is “the rise of the networked
individual colliding with the economic crisis [that has caused] a shift in human consciousness
and behaviour as momentous as that triggered by the arrival of mass consumption and mass
culture in the 1900s” (Mason, 2013, para. 25). Just as the entrepreneurs in this study can leverage
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the world’s distributed communications network to create an innovative business in unusual, offthe-beaten-path places, their customers can reject many mass-market products and procure
specialized goods and services directly from local and international entrepreneurs.
And, finally, if you enter the word startup alongside the name of almost any city into an
internet search engine, the first page of results will likely feature links to networking events for
nascent entrepreneurs; websites of “angel” investor groups; government startup training
programs and resources; and locations of startup business hubs, incubators, and accelerators for
tech startups to gather and try to grow. The search results are also likely to include links to
intensive weekend events encouraging young people to bring their tech startup ideas to open-allweekend venues where they will meet a group of people to work with around the clock in a
“hackathon” and, by Sunday evening, be ready to pitch their business ideas to a panel of business
experts and investors. The overall impression given by these websites, programs, and
organizations is that the startup business world is made up of young people looking for help and
money to rapidly launch their high-tech business idea and scale its growth in the marketplace.
When I conducted an internet search for the terms startup founder billionaire, the first
three results were emblematic of typically dramatic media chronicling the meteoric rise of hightech startup entrepreneurs who have achieved a net worth of over a billion dollars:
1. “Meet the 14 Unicorn Startups That Have Created 25 Billionaires” (Vinton, 2016),
2. Startup Billionaires: The Numbers Behind Their Success (Business Management Degree,
n.d.), and
3. “How Two Brothers Turned Seven Lines of Code Into a $9.2 Billion Startup” (Vance,
2017).
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In Alyson Shontell’s (2010) Business Insider article, “Move Over Kim and Britney, Tech
Entrepreneurs Are the New Rockstars,” she explained,
The public’s attention is shifting away from the Kim Kardashians and Heidi Montags to
an unseemly group of brilliant nerds and college dropouts who make millions on websites
they create. . . . Get used to it people. These kids are refreshingly smart and innovative,
and they’re transforming everything they touch. (paras. 2, 9)
Figure 3 shows an infographic that bestows the same celebrity status to high-tech entrepreneurs.

Figure 3. “Move Over Hollywood: Silicon Valley Entrepreneurs are the New Rock Stars,” by
Market Domination Media, 2014 (https://www.visualistan.com/2014 /07/move-over-hollywoodsilicon-valley.html).
Contrast these search results, sensational media accounts, and regional boosterism for
entrepreneurial high-tech startups with the research findings of Saras Sarasvathy, who developed
the theory of effectuation (Sarasvathy, 2001a) based on her Carnegie Mellon University PhD
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dissertation on entrepreneurial expertise. Researching how successful entrepreneurs really came
up with ideas, made decisions, managed risk, and brought innovative products to market, she
found that the reality of her participants’ process of entrepreneurial innovation (which she named
effectuation) was at odds with the mythology surrounding entrepreneurship. In subsequent years,
she has become an award-winning scholar and professor of entrepreneurship and ethics. With
like-minded colleagues, she wrote the book Effectual Entrepreneurship (Read, Sarasvathy, Dew,
& Wiltbank, 2017); the authors’ description of “The Mythical Entrepreneur” appears in Figure 4.
The Mythical Entrepreneur
Entrepreneurs are heroes of our times. . . . [They] are seen as the daring visionaries
of our business culture—conquering new markets, thriving on risk, and pursuing
opportunities others simply could not see.
The Fairy Tale Journey
How do they do it? Let’s begin by sketching out a roadmap generally ascribed to the
mythical entrepreneur:
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.

Searches for a “new, high-potential” opportunity.
In a lightbulb moment, discovers something nobody has thought of before.
Writes a business plan.
Raises lots of investment money—especially from venture capitalists (VCs).
Hires a great team.
Builds a product.
Orchestrates a big launch.
Achieves steady, or better yet, hockey-stick growth.
Sells the venture or has an initial public offering.
. . . and, finally, retires to the Bahamas.

This all sounds great, but there’s one problem: when we look at the startup histories
of companies and biographies of the entrepreneurs who founded them, this roadmap
has no bearing on their actual course. [emphasis added]

Figure 4. The mythical entrepreneur. Adapted from Effectual Entrepreneurship (2nd ed., p. 3),
by S. Read, S. Sarasvathy, N. Dew, and R. Wiltbank, 2017, New York, NY: Routledge Press.
Copyright 2017 by S. Read, S. Sarasvathy, N. Dew, and R. Wiltbank.
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Although the research of Sarasvathy and her colleagues is focused on illuminating
entrepreneurial process, it was this same gap between mythology and reality that prompted my
interest in studying entrepreneurial purpose—the qualities, goals, and perceived needs of a
subset of entrepreneur founders and their organizations.
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Chapter 2: Literature Review
In this chapter, relevant literature is reviewed to explore and discuss key theories and
models related to the research topic. The interplay between entrepreneurship and innovation,
evolving technology, economic geography systems, and social values systems is complex; this
interconnected and shifting landscape impacts the world in an immeasurable number of ways.
For the purposes of this study, these areas of literature were considered with respect to their
impact on the emergent entrepreneurial innovation phenomenon. Figure 5 provides a visual
representation of the literature review categories.

Figure 5. The four interconnected literature review categories—together making an impact on
the phenomenon.
Historically, multifaceted, concurrent shifts in social, technological, economic, and
workplace aspects of society have given rise to other new models of enterprise—for example, the
Industrial Revolution and the subsequent emergence of the Arts and Craft movement in the
1800s (Designhistory.org, n.d.). Consider the following discussion of the impact of the Industrial
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Revolution’s steam engine technology on manufacturing, society, jobs, product quality, and
business models:
James Watt’s improvements to the steam engine, and its subsequent application to
manufacturing in the late 18th and early 19th century, resulted in major societal shifts.
Traditionally, manual laborers learned their trade by progressing through stages of
apprenticeship under a master craftsman. The new steam engine driven machines
replaced the craftsman system with faster and cheaper production but often greatly
inferior results. The critical eye and artistry of the craftsman was sacrificed for speed. . . .
In the graphic arts field, punchcutters, type casters, and printers were losing their jobs as
the result of new mechanized methods of type casting. (Designhistory.org, n.d.,
para. 3)
In reaction to this industrialization and its perceived negative effects on society, the Arts
and Crafts movement (Society of Designer Craftsmen, n.d.) arose in the 1880s in Britain and
spread across the United States, Europe, and ultimately Japan. This new model of work
flourished until the 1920s, bringing with it significant changes to social, economic, design, craft,
art, labour, manufacturing, and aesthetic aspects of life:
[The Arts and Crafts Movement was] born of ideals. It grew out of a concern for the
effects of industrialisation: on design, on traditional skills and on the lives of ordinary
people. In response, it established a new set of principles for living and working. It
advocated the reform of art at every level and across a broad social spectrum, and it
turned the home into a work of art. . . . This was a movement unlike any that had gone
before. Its pioneering spirit of reform, and the value it placed on the quality of materials
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and design, as well as life, shaped the world we live in today. (Society of Designer
Craftsmen, n.d., para. 2)
One of the leaders of the innovative Arts and Crafts movement was architect and artist
William Morris, who saw entrepreneurship as the best method to spread his vision of a different
model of business and product manufacturing:
He was determined to show that the principles of craft and satisfying work (for the
worker) could and should be at the heart of the modern world. And that—he realised—
meant making them into a business. . . .
They set up a factory making wallpaper, chairs, curtains, and tables. They were very
proud not only of the elegant designs but of the quality of the workmanship that went into
all their products. (’The School of Life, n.d., paras. 13, 15)
Morris’s company sold its unique product designs for more than 150 years to a market
niche, but due to the era’s manufacturing and distribution costs and turbulence during two world
wars, it did not reach the wider consumer audience he had envisioned (Style Library, n.d.). It is
worth noting that the international Arts and Crafts movement was spread through Morris’s
lectures and articles as well as self-organizing guilds, schools, and organizations. Arts and Crafts
also gave rise to other new product, architecture, art, and design movements—and related
businesses—including Art Nouveau, De Stijl, and Bauhaus (Kirkland Museum, n.d.). Morris’s
product designs are still sold internationally today through the Arthur Sanderson and Sons
company, which purchased the Morris’s archives, designs, and stock in the 1940s (Style Library,
n.d.).
Similar multifactorial (technological, economic, social values, entrepreneurship) shifts
have given rise to more recent models of business and work—for example, assembly line

ARTICULATING THE GEMINI MODEL

44

factories and workers, worker co-operatives, the factory farming business model, the freelance or
gig economy, fair trade supply chains, and so forth. With this context in mind, the following
literature review examines models and theories from each of the four categories of literature by
providing a summary of key authors and works that have influenced the emergent
entrepreneurial innovation phenomenon and provided a foundation for my research study.
Entrepreneurship and Innovation
Hébert and Link (2006), in their examination of entrepreneurship trends, underlined that
there has been scope creep in the use of the term entrepreneur, as it has become more
fashionable in business, for example, replacing the term small business owner. Although small
businesses play a vital role in economies, it is creative destruction leading to significant
innovation that is the heart of what makes an entrepreneur and what institutions can support with
their entrepreneurial innovation policies, funding, and programs.
Swedberg (1998) highlighted that economic sociologist and philosopher Max Weber
emphasized the role of emotions and traditions, not only personal interests, as drivers of
individual and collective behaviour in an economy. This was an important reminder to uncover
the personal and collective emotional and traditional drivers of the research participants that go
beyond individual self-interest and financial goals in an entrepreneurial community.
Rogers et al. (2005) brought together two systems theories (Rogers’s diffusion of
innovation model and complex adaptive systems theory) into a cotheoretical model that maps
well to the current research. This hybrid theoretical framework helped to consider the interplay
of the components in the social and technological networks of entrepreneurial businesses while
examining the spread of innovation through and between these systems; it also balanced the need
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to maintain the essential qualities of the heterogeneous elements of such a complex social system
while evolving a comprehensible model for a blend of causal and illustrative empirical analysis.
Ries (2011) expressed disdain for the unrealistic expectations that founders, employees,
investors, and politicians all place on startups. As the author said in his book The Lean Startup,
most startups and new products will fail. And yet the rush to build clusters full of startups as in
Silicon Valley is (oddly) seen as sound public policy for many communities (Martin & Sunley,
2003). Although a portion of public investment in entrepreneurial ventures that take high risks
for high rewards is worth including in public innovation policy, a balanced investment portfolio
approach would include high-, medium-, and lower-risk ventures. Today many cities and regions
bet their economic futures on the creation of an industry cluster in their geographic location, or
they focus their efforts on high-tech incubators and accelerators with the hope that (amid all the
failed startup ventures they expect to see) a Facebook or Shopify juggernaut enterprise will
emerge to bring jobs and economic diversification to their locality.
Geoffrey Moore is the high-tech industry consultant who popularized Rogers’s diffusion
of innovations theory and applied it to the emerging high-tech industry of the 1990s in his bestselling 2002 book, Crossing the Chasm. Moore fully embraced a battle analogy in every chapter,
using terms such as war, target, death, enemy, and battle plan. This “you against them,” “David
vs. Goliath” analogy that portrays the entrepreneur waging a valiant war against the evil
competition is part of the mythology and image that has been constructed around the idea of the
successful Silicon Valley entrepreneur. The competitive, masculine, military metaphor creates a
mythology around the role and lifestyle of the entrepreneur that is fodder for both the media and
the personal self-image of people (mostly men) who want to identify with this mythical model of
work. For example, a recent business article pits Google against Uber in “The Battle for the
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Autonomous OS” (Ward, 2018, headline) with “Uber surrounded by an army of well funded
competitors” (Ward, 2018, para. 1) and emphasizes that the “company that wins the fleet wars
wins the battle” (Ward, 2018, para. 28). When considered in concert with the “implicit bias
against women as entrepreneurs” (Fetsch, Jackson, & Wiens, 2015, para. 8) and the “cultural
assumption that entrepreneurship is a masculine activity” (Fetsch et al., 2015, para. 8), these
aggressive metaphors and gender-based biases create societal barriers for those considering an
entrepreneurial career path.
Johansson (2006) clearly distinguished between incremental innovation, or what he calls
directional innovation, and disruptive innovation, or what he calls innovation at the intersection.
This disruptive or radical innovation requires many factors that are challenging for policymakers
and program managers: failure, flexibility, change, lack of control, and experimentation. By their
nature, entrepreneurs engage in creative destruction. As Schumpeter (as cited in Hébert and Link,
2006) explained, entrepreneurs want to radically change the business models that came before
them—they are driven to do this. So many of the “get rich quick” external motivators of the
startup hype culture are actually counterproductive to this entrepreneurial drive for disruptive
innovation—a concept that is elaborated in my research. Further, when governments attempt to
build new mono-industry clusters from scratch (in effect attempting to build an industrial
district), the homogeneity of the industry and workers is also counterproductive to the eclectic
and heterogeneous environment from which disruptive creativity and innovation typically arise.
Complexity and heterogeneity in systems yield more diverse thinking and action—leading to
greater levels of innovation and systemic change.
Veteran entrepreneur and professor Steve Blank (2009) has mapped the influences and
outcomes of the century-long history of Silicon Valley’s evolution. Understanding the history of
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Silicon Valley and how the current mythology has been created has led me to ponder the roots of
the emerging high-tech-driven industry in Western Canada. For example, Alberta’s entrepreneurs
have roots in primary resource extraction including forestry, the oil and gas industry, and
agricultural production. In considering the emergent entrepreneurial phenomenon through a
“third wave” lens (Toffler, 1980), I can draw the link from the first wave of regional industry
(such as agriculture and energy extraction) to the second wave of products and services that
support it (such as hardware, services, and software for the agriculture and energy industries) to
the emergence of a third wave “alpha industry” of high-tech-driven businesses (such as image
management technology for nonenergy applications) that learn from these historical businesses
and form new business models—much in the same way that the innovation path of technology in
a laptop can be traced back to those early days of vacuum tubes that were developed for the
military (Blank, 2009). Drawing upon the unique history, resources, and know-how of a
geographic location can help communities evolve their economies when disruptive transitions in
the marketplace, social values, and technological capabilities occur.
Smith and Anderson (2007) undertook a fascinating study of the role of semiotics in
entrepreneurial research. They uncovered how important symbolism and the culture of
entrepreneurship is for the people who self-identify as entrepreneurs—whether they meet
Schumpeter’s (as cited in Hébert and Link, 2006) definition of a disruptive innovator or not. I
was happily introduced to an example of practical application of semiotics in Smith and Ander’s
article, but more importantly I found that the symbolic analysis the authors undertook in their
various studies led me to see the world of startup entrepreneurs as a culture with clearly
delineated symbols, heroes, values, lifestyle guidelines, class systems, meaning systems, and so
forth. Entrepreneurial failure is simply seen as part of the success journey, in the same way that
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gamblers do not win every time they play blackjack or poker. The questions that had been
nagging at me as I began to fully grasp the problems associated with business cluster policy such
as “Who wins with these misguided policy implementations?” began to be answered: The social
capital gained by participating in (and being recognized as part of) an innovative,
entrepreneurial, startup culture is significant. Whether the participant is a student, a professor, an
entrepreneur, a company employee, a government bureaucrat, a media pundit, or a policymaker,
the perceived status of being associated with the hyped Silicon Valley culture that gave rise to
gurus such as Steve Jobs and Mark Zuckerberg can be significant. People want to belong to a
“tribe,” and the entrepreneurship tribe is no different in its symbols, narratives, heroes, and
practices. In uncovering this kind of collective belief and meaning system in this study, it was
important to understand the commonly held motivational factors, fears, and so on of the people
who want to belong to the high-tech startup entrepreneur tribe. In considering the implications of
this semiotics study, I incorporated the use of narrative, storytelling, and imagery in my research.
Crane (2011) examined the role that productivity and innovation play in a society’s
prosperity. Although Canada appears to be good at lots of things when it comes to
entrepreneurship, Crane pointed out that the country still ranks low on productivity. It is clear
that growing global companies is a goal of Canadian policies, but today it is unclear what
constitutes a global company. For example, can there be global microbusinesses, or is a large
multinational with public shareholders the ideal goal in bringing Canadian innovation to the
world? This research challenges the assumption that bigger is always better in business. Further,
an analysis of the criteria Canada uses to measure productivity and innovation can determine if
these criteria are relevant to the alpha industry entrepreneurial sector. My research can help
determine whether Canada needs different policies, funding, and programs for the emergent
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phenomenon entrepreneurs and their businesses. This raises questions such as whether high-risk
investment as an important policy and program direction is the only one that Canadians want to
support as a nation. Also, what type of business environment can policy support to enable a new
model of entrepreneurial innovation in Canada?
Brody et al. (2002) profiled a number of Canadian-born leaders in the high-tech industry
in their book Innovation Nation, though most of the founders they profiled live and work in the
United States. The style of venture success featured in the book is typically the “fairy tale
journey” (Read et al., 2017) of a massive amount of venture capital raised, followed (in classic
Silicon Valley startup style) by the founders cashing out when their company is purchased by
another very large company. The dream of the mythical California high-tech startup company is
alive and well in Canada. It was important in my research to establish success criteria that are
relatable and potentially transferable to emerging subcultures of entrepreneurs and their
communities. Otherwise, it is like trying to build a national youth sports program but setting the
only criteria for success as reaching the NHL, NBA, or the major leagues of any other
competitive sport; anything less than that is seen as a failure. This is highly unrealistic. There are
many other models of success that people can embrace—including building sustainable, local,
innovative businesses with a global marketplace.
As discussed in Chapter 1, the insight of Sarasvathy (2001a)—later elaborated with her
colleagues (see Read et al., 2017)—about how successful entrepreneurs bring their ideas to the
marketplace is called effectual reasoning. In her research about how entrepreneurs approach the
process of innovation, which led to the development of the theory of effectuation, Sarasvathy
chose a sample of what she called “expert entrepreneurs” (Students Inc., n.d., para. 1) with the
following criteria: They had to “have at least 15 years of entrepreneurial experience, have started
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multiple companies—both successes and failures—and have taken at least one company public”
(Students Inc., n.d., para. 1). So, a particular number of years as an entrepreneur, multiple
company starts, and a company listing on a public stock exchange were Sarasvathy’s criteria for
what she perceived to be a successful or expert entrepreneur. In contrast to the fast-growth hightech startup mythology, Sarasvathy (2001b) noticed through in-depth research that entrepreneurs
“most often . . . start very small with the means that are closest at hand and move almost directly
into action without elaborate planning” (p. 3). Through conceptual experimentation with the
organizations and people they know in the marketplace, the entrepreneur’s effectuation process
is a constantly changing journey of learning, regrouping, shifting means utilization, concept
reconfiguration, and eventual articulation of “clearly achievable and desirable goals”
(Sarasvathy, 2001b, p. 3) through this iterative process. Effectuation is clearly not an
entrepreneurial innovation process that can be achieved in a 48-hour startup competition
weekend. And yet, Sarasvathy (2001b) lamented,
in our classrooms, we teach potential entrepreneurs an extremely causal process—the
sequential progression from idea to market research, to financial projections, to team to
business plan, to financing, to prototype, to market, to exit, with the caveat, of course,
that surprises will happen along the way. (p. 3)
Ensuring I helped the entrepreneurs who participated in my study to articulate the origin
stories and iterative journeys of their innovative organizations was an important part of the
research design.
Economic Geography Systems
Harvard professor and business consultant Michael E. Porter (1979, 1980, 1990) has
introduced two theoretical models in the last four decades: Porter’s five forces and Porter’s
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competitive diamond of local industrial clustering. Note that both of these theories were
introduced during economic recessions when the financial allure of unbounded Silicon Valley–
style entrepreneurial innovation and business growth most likely (in hindsight) reflected a unique
high-tech business region at the apex of its life cycle. Porter’s first theory is still highly regarded.
However, his cluster theory (for which he was invited to consult widely with municipalities and
regions around the world) has been widely attacked and disparaged, as summarized in Wadhwa’s
(2010a) earlier statement in this document, and in additional research reports that are explored
below.
By 1998, Porter began to produce a series of articles and interviews that showed his
refreshed thinking on the cluster concept. In “Clusters and the New Economics of Competition”
(Porter, 1998a), he began to reorient his perspective while not changing his basic line of
reasoning that physical concentration of an industry is good for the innovation, productivity, and
general competitiveness of a region or nation. His main proposition modification was that
governments should no longer focus on directly attracting high-tech firms for clusters or try to
create clusters from scratch; they should focus on encouraging an overall positive business
climate or environment for existing clusters to innovate and thrive in.
In Porter’s (2000) next major article, “Location, Competition, and Economic
Development: Local Clusters in the Global Economy,” he revised his theory again, this time
attempting to adapt to the impact of the internet and the proliferation of distributed computing.
The rise of small yet globally competitive businesses as a result of new forms of communication,
distribution, and supply chain technologies had begun to further undermine Porter’s cluster
theory. As a result, he emphasized that the cluster is not necessarily a geographic industry
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concentration and, therefore, different from a geographic agglomeration. Rather, he explained, it
is really a concept that describes a networked system of linkages and nodes.
In The Rise of the Creative Class, Florida (2002) asserted that creativity (and creative
people) thrive amid the heterogeneity and constraints of diverse, and even challenging,
environments. The desire of creative people to live and work in communities that have weaker
ties between their members but have a greater diversity of members echoes the weak ties and
flexibility that one finds in complex adaptive systems (Granovetter, 1973). The question arises as
to how government policies, funding, and programs can help nurture these weak community ties
while letting them evolve over time as the situation changes. Striking the balance between
encouragement, sustainability, and natural evolution of creative and innovative systems and
services will be a challenge for governments that favour preplanning, quarterly measurement and
results, and top-down control. In Who’s Your City? Florida (2008) asserted that heterogeneity
and diversity pushed to an even larger scale than the city or region—to what he called a “megaregion”—can provide fuel for even greater levels of creativity and innovation:
For Jacobs as for Schumpeter, this kind of [more explosive] economic development turns
on innovation—the ability not just to do more of something but to do something new. It
is not specialization that drives economic growth. Rather, it is the innovation that stems
from a diverse pool of resources. And diversity, Jacobs argues, is most likely to happen in
certain kinds of places. . . . The city, Jacobs argued, is a complex, self-organizing ecology
whose form cannot be predetermined or controlled from the outside. Its diversity is the
true source of innovation and economic growth. (pp. 67–68)
However, there has been an even further evolution of distributed computing technology
in the years since Florida’s 2008 book; as people increasingly find community and customers
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online through the emerging easy-to-use and rich multimedia experiences in social media
communities and e-commerce websites, can Florida’s (2008) assertion not be pushed to the next
level to suggest that a global community, where groups can form and disband as the creative
need arises, would provide the highest order of creative community? Perhaps the rise of the
mega-region is simply a demonstration of people moving from inner cities and even suburbs out
to the hinterlands. It was important for me to understand the role geographic place played in the
businesses of my research participants.
Although Paul Krugman was awarded a Nobel Prize for Economic Sciences, reflecting
his research in the areas of international trade and economic geography, he has seriously
questioned whether his theories are still relevant and suggested that he and his peers may have
been simply describing historical economic shifts that are less pertinent today (Krugman, 2009).
As he is seen by many as the authority on “new economic geography,” it is very useful to share
his perspectives on the diminishing importance of industry clusters and the waning role of
geographic location in industrial productivity and trade:
Both new geography and new trade, then, may describe forces that are waning rather than
gathering strength. Yet they’re hardly irrelevant. And even the fact that they may be
losing force is itself an important insight. For example, the contrast between the deep
troubles of the Big Three automakers in the United States and the less afflicted foreignowned operations, many of them located outside the traditional manufacturing belt, may
in part reflect the diminishing advantages of being co-located with other producers in
your industry. (Krugman, 2009, p. 570)
Martin and Sunley (2003) addressed three related points very powerfully. First, they
painstakingly dissected the problems with Porter’s cluster theory. Secondly, they highlighted the
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problematic lack of common vocabulary, understanding, and definitions in this field by drawing
from a broad range of authors and definitions. And finally (and perhaps most importantly), they
provided a very useful analysis of why, despite its clear shortcomings, the cluster concept (or
“cluster brand” as they called it) has caught on so well and so widely with policymakers,
community leaders, and other academics. It is from this final analysis that the authors made the
case for more critiques and empirical research of this flawed theory. Perhaps innovation cluster
researchers may learn something from Porter’s successful “branding” approach and
communicate their findings and recommendations in forms that are understandable to academics
and citizens alike. Martin and Sunley also categorized four kinds of cluster policies: one based
on networks and encouraging dialogue between firms and other agencies; a second group of
policies that encourages the collective marketing of an industrial specialization based on place
marketing; a third group that encourages the provision of services for local firms such as
financial advice, marketing, and design services; and lastly, a group of cluster policies that
attempt to identify weaknesses in existing cluster value chains and attract investors and
businesses to fill those gaps and strengthen supply and demand links.
Palmquist (2010) discovered that nonclustered high-tech businesses appear to perform
better over time than clustered high-tech businesses on a number of quantitative success criteria
that are traditional in business. The author turned Porter’s cluster theory on its head. Clear
findings in his study raised the question of why businesses and governments would continue to
pursue cluster policy if, even based on straightforward quantitative performance metrics,
economic advantage claims are not being met. Who is benefitting from perpetuating this?
It is generally believed that industry clusters—geographic concentrations of companies
and institutions in the specific field—play an important part in facilitating the
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development and long-term prospects of innovative industries. The semiconductor
industry in Silicon Valley, Hollywood’s movie business, the pharmaceutical industry in
New Jersey and Massachusetts are three prominent examples of such clusters. Some of
the most commonly cited benefits of these regional arrangements are better collaboration
between firms; lower production costs, such as those incurred when infrastructure and
service resources are shared between firms; access to skilled labor pool; and knowledge
spillovers as result of “informal socializations” among employees from different
firms. . . .
Although analysts have long maintained that geographic proximity can help
companies within the same industry prosper, clustering has little impact on a company’s
bottom line. (Palmquist, 2010, paras. 1, 4)
Step by step, Simmie (2004) explained how market-leading innovative firms appear to be
more a part of a national or internationally distributed system of innovation that does not rely on
local geography as much as it relies on international linkages with other firms and value chains.
The author examined the results of a series of empirical studies that have looked at firms focused
on high-tech, classified as highly innovative, or both. With each study it becomes clear that
widely accepted cluster-related advantages such as local competition, knowledge spillover, and
access to local markets do not hold up under close scrutiny. Simmie also examined both large
multinationals and small specialized startups; this supported my early desire to focus on
emerging, alpha industry innovative entrepreneurial firms in my research.
In an article featured in The Chronicle of Higher Education, Wadhwa (2010a)
emphasized that investment in people through education, social linkages, and smart immigration
will have a much more positive impact on the growth of innovative entrepreneurial companies

ARTICULATING THE GEMINI MODEL

56

than typical investment in real estate and idea funding. He suggested that schools teach more
about risk-taking, entrepreneurship, and creativity. Governments, he said, could help by
connecting available talent with startups that need them, rewarding university researchers for job
creation instead of traditional academic tallies, finding smart ways to bring in foreign talent, and
building and nurturing social linkages between entrepreneurial ecosystem participants wherever
possible.
Regional planners and some academics get very defensive when asked to produce
evidence of cluster theory’s success. They commonly tout Silicon Valley and North Carolina’s
Research Triangle Park as examples of the success of government-supported clusters. Research
Triangle Park is a 50-year-old project that achieved success decades ago but lost momentum in
the internet era. And the success of Silicon Valley was achieved without direct government
building of a geographic cluster (Wadhwa, 2011).
The National Research Council of Canada (n.d.) revealed in its 2009-2010 annual report
that $550 million in direct federal funding had been spent on creating 11 technology cluster
locations across Canada; yet a 2011 audit of the performance results of these clusters revealed a
poor to mediocre impact on innovation commercialization. As recently as 2017, the Government
of Canada (2018) pledged an investment of “up to $950 million between 2017-2022 to support
business-led innovation superclusters” (para. 1). Further, these publicly funded initiatives rarely
plan for (or measure) longitudinal impact outcomes, instead tracking activities such as the
number of program participants, the winners of pitch contests, the number of startups launched,
and the amount of money spent by governmental agencies and investors (Butz, 2015). One has to
question whether a public economic development model based upon a theory (cluster theory)
that has been disproven (Dalum, Pederson, & Willumsen, 2005; Kukalis, 2010; Martin & Sunley,
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2003; Palmquist, 2010; Simmie, 2004; Wadhwa, 2010a; Woodward & Guimarães, 2009) and a
fast-growth high-tech startup business model with a viability failure rate (Gremion, 2013) that is
upwards of 90%—if, indeed, high-tech startup business viability is a success criterion—is worth
reconsidering, particularly as other worthwhile entrepreneurial innovation models may exist.
Kukalis (2010) looked at 31 years of fiscal performance data from 194 firms in the
semiconductor and pharmaceutical industries. His longitudinal study investigated whether there
was a link between geographic agglomeration or clustering of industries and companies’
financial performance. For industries in the early stage or late stage of their life cycle, there was
no significant difference in financial performance, though in the case of late-stage life cycle
industries, isolated firms actually outperformed those firms that were in a geographic cluster,
particularly during times of economic contraction. Kukalis is one of a group of emerging
researchers who are attempting to add much-needed empirical research and data to the field of
entrepreneurial innovation and business cluster studies; it appears that when clear performance
metrics are set (in this case, long-term financial performance) and clustered firms are measured
against those metrics, the promised performance benefits of geographic proximity are not to be
found. Kukalis differentiated between early-stage and late-stage life cycle industries as well as
innovative and noninnovative firms. He also questioned whether, particularly for highly
innovative firms, geographic proximity is still relevant given advances in communications
technology, transportation, and value chain logistics.
Woodward and Guimarães (2009) focused on Porter’s diamond model, which shows the
competitive forces at work in an “evolutionary” cluster. They felt the concurrent characteristics
of Porter’s model are too difficult for many policymakers and government officials to grasp—so
(unfortunately) policymakers still opt for the simplistic government-led industrial targeting,
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which is exactly what Porter has now instructed governments should not do. Porter’s case study
descriptions of geographic clusters like the California wine industry are so enticing and their
successes easily understood (in comparison to the more complex evolutionary cluster models)
that officials ignore the advice and move forward with a direct attempt to build their own
industry cluster from scratch.
Dalum et al. (2005) studied a region called North Jutland in Denmark. The population of
the entire region was about half a million people at the time, and some innovative entrepreneurial
activity in the mobile telephony space was emerging. Dalum et al. recognized that “the disruptive
technology often comes from outsiders and not the industry leaders” (2005, p. 233) and
considered some potential policy implications:
The policy challenge is to perform the acts of: (a) combining efforts at experimenting
with the consumption structure—i.e. the telecom infrastructure; (b) supporting the basic
university research in the field of convergence between wireless and wired telecom; (c)
interacting with the local as well as the global industry. (2005, p. 241)
In a 2004 working paper submitted for an Ontario Ministry of Economic Development
and Trade meeting, Schoales raised a number of important questions regarding how
policymakers classify, measure, and support innovation:
Despite the importance that is currently placed on innovation, the pace of new product
introduction in such industries as investment, advertising, and culture is all but ignored
though it surely outstrips most other industries. Indeed, policymakers, statistical
organizations, and researchers often tend not to think of innovation in these industries as
innovation at all. The reason for this might be found in a highly influential “Oslo
Manual,” the OECD’s proposed guidelines for collecting and interpreting technological
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innovation data. While this manual explicitly states that it uses only a limited concept of
innovation, in practical terms this concept determines what much of the world considers
to be innovation in its entirety. . . .
The way we conceptualize innovation has important implications for how we
measure it. In alpha cluster industries the pace of new product introduction is so rapid the
usual rules for the way in which innovation happens in the economy don’t apply. A single
innovation can often form the basis of a technology firm’s existence, for its patentable
intellectual property, for its acquisition of venture capital investment, and for its initial
growth. But in the short life cycle world of creative alpha cluster industries, firms are
successful only if they can continually and rapidly offer new products. . . .
If intellectual property is utilized in alpha cluster industries, it rarely takes the
form of the patent. . . . Similarly, prevalent public policies aimed at stimulating
innovation, such as public investments in scientific education and research and the
provision of fiscal incentives for private research and development, venture capital
investment, the ownership of intellectual property, and capital gains will be largely
ineffective in stimulating innovation in these industries. (2004, pp. 17, 18, 20)
’In addition to fashion, advertising, and finance, gaming software is mentioned among
the creative industries discussed in Schoales’s (2004) paper. This kind of “fast-loop” product life
cycle company has also grown in numbers as distributed (or cloud) computing has gained
importance in the high-tech software and services world. The development of products through
open and collaborative systems produces innovations and iterations on a near-constant basis for
many of these products. Some technology-based companies and their products evolve more
quickly than the advertising or fashion industries, as 2-week product development “sprints” are
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often the norm in agile software development firms. This was not the case about two decades ago
when multiyear development cycles were typical for many enterprise technology products.
Therefore, this alpha industry concept and how these kinds of innovative businesses differ from
classic university-based innovation firms (particularly as this concept relates to the measurement
of innovation and policies created to support that innovation) was a significant factor to consider
in the current study. In other words, it was imperative to ask: Is there is an emerging, distinct
model of highly innovative, entrepreneurial business that produces a constant stream of product
innovations but does not adhere to the old-world metrics of measuring productivity and
innovation?
Markusen (1996) examined why certain places managed to anchor productive business
activity while other geographic locations could not. In order to do this, she sought to clarify the
terminology employed in describing industrial district models and conducted an extensive
literature review reaching back to Alfred Marshall’s industrial district concept from the turn of
the 20th century to America’s obsession with Silicon Valley–style clusters. In doing this, she
hypothesized five categories of industrial district types: Marshallian industrial districts, Italianate
variant industrial districts, hub-and-spoke districts, satellite industrial platforms, and stateanchored industrial districts. She made it clear that the sloppy use of terminology related to hightech entrepreneurial clusters by policymakers, entrepreneurs, the business community, and
educators was a significant contributor to the current confused and ineffective approach to policy
and practice in this field:
This exercise in distinguishing among types of sticky places illustrates the diversity in
spatial form, industrial complexion and maturity, institutional configurations, and welfare
outcomes found in contemporary regional economies. It cautions that the singular
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enthusiasm for flexibly specialized industrial districts, especially the high-tech American
variant, is ill-founded on both growth/stability and equity grounds. (Markusen, 1996, p.
309)
A decade ago, researchers were already questioning the usefulness of traditional coreperiphery (urban-rural) economic models and policies, instead recommending a more distributed,
polycentric framework. Copus’s (2001) research on concepts of spatial and aspatial peripherality
in Europe provided some rationale for this shift based on three key changes in the economic
environment: (a) improved transportation and communications infrastructure, (b) growth in the
service sector and light manufacturing, and (c) rapid technological change in global information
technology and e-commerce. The implications of these same structural changes are still being
researched today with respect to business cluster performance in both geographically isolated
and transnational industries. Copus has clearly defined six factors that have changed in the
economic environment and reduced the importance of geographic location to predicting
economic prosperity: the quality of the local information technology infrastructure, access to
skilled workers, the quality of local business networks, how deeply local businesses are rooted in
local society and culture, local institutional resources and networks that support business, and
finally the quality of links to global markets and information networks.
In 2005, a European Union consortium funded a unique research project—Aspatial
Peripherality, Innovation and the Rural Economy (AsPIRE)—to begin to examine the
nongeographic causes of rural business isolation. AsPIRE (2005) found that as geography
becomes a less important barrier (aspatial) to businesses, the factors that influence persistent
business isolation can include suboptimal use of information technology and underdeveloped
business networks.
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Identifying and harnessing the unique qualities of a geographic location can be an
essential element in a community’s ability to nurture successful entrepreneurial innovation.
Emery and Flora (2006) examined a community’s ability to change from a bottom-up approach
that leverages asset-based community development in a model they called the community
capitals framework. Though their goal was not related specifically to entrepreneurship and aimed
to better “understand the flow among the capitals and the impact of this flow on community
capacity to initiate and sustain a process of change” (Emery & Flora, 2006, p. 1) from a
sociological perspective, this locational asset-centric approach has also been applied recently to
place-based entrepreneurial innovation in one Canadian location. Zita Cobb, president of the
Shorefast Foundation and founder of the already world-renowned Fogo Island Inn in
Newfoundland and Labrador, has taken an asset-based community development approach to a
radical, transformative entrepreneurial innovation initiative in her tiny hometown of Joe Batt’s
Arm on Fogo Island, as she explained in a 2015 talk:
We started with a stock-taking, often called ABCD, asset-based community development,
asking, “What do we know? What do we have? What do we love? What do we miss?
And what can we do about it?” We discovered that we have a lot of assets [on Fogo
Island], a lot of sacred capital. A people who are predisposed to profound hospitality,
who have always worked from first-hand and embodied knowledge; a singular culture
and a singular geography; seven distinct seasons; a community of master builders,
recyclers, tinkerers, makers, and problem solvers; and a kind of persistence and courage
born of necessity. . . . Curiosity and persistence reinforce each other and create a mindset
of innovation. We created a charity, Shorefast, that in turn created a unique social
enterprise model, perhaps the only one of its kind in the country. (The Walrus, 2015)
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Changing Social Values
An important aspect of my study was uncovering the shared personal values that
underpin the priorities and choices of the Canadian founder entrepreneurs I interviewed.
Therefore, I examined, evaluated, and incorporated values frameworks and criteria from the
Hall-Tonna Inventory of Values (Hall, 1986) and the Barrett Values Assessment (Barrett, 2006;
Values Centre, 2014) into my interview protocol (see Research Design section for more details).
In considering the world’s swirling economic crisis following the 2008 crash, which Canada’s
financial institutions and economy largely avoided due to a stable banking system and sound
debt management, perhaps a glimpse can be seen of what makes Canadian business value
priorities stand out in the global economy. For example, Canadian business journalist and author
Andrea Mandel-Campbell complained in her 2007 book, Why Mexicans Don’t Drink Molson,
about Canada’s unwillingness to dive into the skyrocketing global investment capital world. She
told the story of an investment banker from Canada flying down to New York in 1998 to
see whether Salomon Smith Barney’s corporate chiefs would be interested in acquiring
Nesbitt Burns, the investment banking and brokerage arm of the Bank of Montréal, which
would have likely been spun off if the planned merger between BMO and the Royal Bank
were to proceed. Salomon’s management immediately dismissed the suggestion as
“crazy.” Why would they bother buying a Canadian broker with a return on investment of
15%, they asked, when they could get 25% in emerging markets? (Mandel-Campbell,
2007, p. 36)
The author further quoted an investment banker who noted that “foreign ownership
restrictions on banks and insurers in Canada are a large part of the problem” (Mandel-Campbell,
2007, p. 36). Of course, in hindsight, it was exactly this type of foreign ownership restriction and
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restrained approach that prevented financial disaster for Canada. If Canadians take measured
risks and have a broader sense of what success means—often including a sense of community or
collective success in their calculations—could this pragmatic and measured restraint could be
part of an emerging set of Canadian business values and beliefs that can be built upon? Could
there be a place for a Canadian style of micro-niche entrepreneurship in a global economy?
As Pinker (2008) illustrated, people make decisions based on a complex network of
interests, including self-interest, family interest, and broader community interests. He also
brought forward current thinking on whether an altruistic or empathetic tendency is innate or
learned in humans, as well as the need to keep short-term and long-term survival goals in
balance—all relevant considerations for an entrepreneur. With this in mind, in my research I
considered short-term goals and longer term objectives of the entrepreneurs to determine how
they made trade-offs between them.
Professor and author Clay Shirky (2010) introduced the concept that the new internetenabled social network was a conduit not only for a new form of global business and information
sharing but also for the surplus creativity, intellectual capacity, and time that many people had
previously lost to unproductive hours of media consumption, such as banal television watching.
This new participatory global economy has opened new models of commerce for both businesses
and individuals. Imagining the new business and community models that may be possible in this
modern technological and economic paradigm will only be less demanding than imagining the
public policy frameworks that would be required to enable and support them! Shirky (2010)
explained his concept of cognitive surplus:
Our media environment (that is to say our connective tissue) has shifted. In a historical
eye blink, we have gone from a world with 2 different models of media—public
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broadcasts by professionals and private conversations between pairs of people—to a
world where public and private media blend together, where professional and amateur
production bowler, and where voluntary public participation has moved from nonexistent
to fundamental. This was a big deal even when digital networks were used only by an
elite group of affluent citizens, but it’s becoming a much bigger deal as the connected
population has spread globally and crossed into the billions. The world’s people, and the
connections among us, provide the raw material for cognitive surplus. The technology
will continue to improve, and the population will continue to grow, but change in the
direction of more participation has already happened. What matters most now is our
imaginations. The opportunity before us, individually and collectively, is enormous; what
we do will be determined largely by how well we are able to imagine and reward public
creativity, participation, and sharing. (pp. 211–212)
As consumers and businesses have moved from traditional places of commerce and
communication to social media communities and e-commerce platforms, new business models
have emerged that allow entrepreneurs to scale a small business globally without the constraints
of the computing infrastructure and communications methods of the past. Anderson (2010) has
examined the emerging “maker” movement for years. He left publishing and his position at
Wired magazine recently to explore this emergent business phenomenon himself (Taylor, 2012).
Blogger Jason Kottke (2009) wrestled with what to call this new class of
entrepreneurship, these “small focused companies” with global reach targeting niche markets of
distributed demand. He thought boutique was too pretentious and indie not quite right. He
observed that others had suggested “craftsman, artisan, bespoke, cloudless, studio, atelier, long
tail, agile, bonsai company, mom and pop, small scale, specialty, anatomic, big heart, GTD
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business, dojo, haus, temple, coterie, and disco business” (Kottke, 2009, para. 3). But none of
these words seemed to capture the movement. So, he proposed small batch, a term most often
applied to bourbon. In the spirits world, this implies handcrafted care. It can also broadly refer to
businesses focused more on the quality of their products than the size of the market. Those
running the businesses would rather do something they were passionate about than go mass. And
these days, when anyone can get access to manufacturing and distribution, that is actually a
viable choice. Walmart, and all the compromise that comes with it, is no longer the only path to
success:
Transformative change happens when industries democratize, when they’re ripped from
the sole domain of companies, governments, and other institutions and handed over to
regular folks. The Internet democratized publishing, broadcasting, and communications,
and the consequence was a massive increase in the range of both participation and
participants in everything digital — the long tail of bits. Now the same is happening to
manufacturing — the long tail of things. (Anderson, 2010, para. 16)
Today, microfactories make everything from cars to bike components to bespoke
furniture in any design imaginable. The collective potential of a million garage tinkerers is about
to be unleashed on the global markets, as ideas go straight into production, no financing or
tooling required. “‘Three guys with laptops’ used to describe a Web startup. Now it describes a
hardware company, too” (Anderson, 2010, para. 19).
In his 1980 book The Third Wave, futurist Alvin Toffler described this same transition
from an Industrial Age society (second wave) to a postindustrial Information Age society (third
wave). He forecasted the return of the consumer to also be a producer in smaller
microbusinesses, the blending of these roles, and their impact on capitalism.
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Beyond productivity and patents, there are many studies about happiness as a variable in
measuring the success of an economy in a community (“Happiness,” 2006). For example, the
Centre for the Study of Living Standards (2011) prosperity study found that entrepreneurship and
opportunity were factors in happiness rankings and that public policy could influence that. As I
researched participants in an emergent entrepreneurial phenomenon in Canada, I drew upon the
work of Adams (2001) and his examination of Canadian priorities as they pertain to financial
wealth and priorities. His national study resulted in the book Better Happy Than Rich?
Canadians, Money and the Meaning of Life, which provides insights into Canadian society.
Money is not everything—particularly for Canadians:
We assume that everybody wants to be a millionaire, and if you’ve got it, flaunt it. But I
think the closer examination of the two cultures reveals that while Canadians are just as
fixated on money as Americans, we have very different attitudes about the symbolism of
our expenditures and we are less willing to make personal sacrifices to realize our
financial dreams. . . .
So, we see that in order to truly understand our society—both in practical terms
and in ideological terms—it is essential that we understand both of our ideas and our
finances. These two facets of Canadian life and the Canadian identity are inextricably
bound up in each other, and a true knowledge of either necessitates a deep sensitivity to
both. (Adams, 2001, pp. 4, 188)
Evolving Technology
The role of technology, including distributed computing, the internet, mobile devices,
social platforms, e-commerce software and clearinghouses, crowdsourcing platforms, and so
forth, is highly significant as an enabler of the emergent phenomenon of entrepreneurial
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innovation. What follows are examples of relevant technological trends with quotes to illustrate
them.
Digital networks.
Digital networks are increasing the fluidity of all media. The old choice between one-way
public media (like books and movies) and two-way private media (like the phone) has
now expanded to include a third option: two-way media that operates on a scale from
private to public. Conversations among groups can now be carried out in the same media
environments as broadcasts. . . . [T]he new media involves a change in economics. With
the Internet, everyone pays for it, and then everyone gets to use it. (Shirky, 2008, pp. 55–
56)
Digital ecosystems.
Digital Ecosystems are distributed adaptive open socio-technical systems, with properties
of self-organisation, scalability, and sustainability, inspired by natural ecosystems and
emerging as a novel approach to the catalysis of sustainable regional development driven
by SMEs [small and medium enterprises]. Aiming to help local economic actors become
active players in globalisation, valorising their local culture and vocations, and enabling
them to interact and create value networks at the global level. Increasingly this approach,
dubbed glocalisation, is being considered a successful strategy of globalisation that
preserves regional growth and identity and has been embraced by the mayors and
decision-makers of thousands of municipalities. (Briscoe & Marinos, 2009, p. 3)
Distributed computing.
The second platform shift—from costly mainframes to “distributed” computing systems,
including PCs—was a much closer shave. Even while the antitrust case was dragging on,
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technological progress had begun to undermine IBM’s near-monopoly and, more
importantly, its business model of renting its expensive machines to customers. Since this
was highly profitable, IBM was very slow to deliver cheaper and distributed computing
systems, made possible by new processors. When these systems took off in the early
1990s, IBM’s business collapsed. Mainframe revenues dropped from $13 billion in 1990
to $7 billion in 1993 and losses of $16 billion piled up. (“1100100 and counting,” 2011,
para. 10)
Cloud computing.
As Hub Ventures co-founder Wes Selke explains, “We believe in the power of
technology innovation to change the world for the better, and cloud computing is an
excellent example. The cloud enables world-changing entrepreneurs to build and scale
their companies faster than ever before and to create significant impact with limited
resources.” (Vanacek, 2012, para. 10)
The decentralization and democratization of technology access and operations enables
entrepreneurs to move from the traditional geographically bound computing clusters (and related
industrial agglomerations) to be able to work wherever they can access a cellular phone, internet
connection, or both. They are moving from an era of constraint to one of technologically enabled
choice in their business models and livelihood. For example, Porter (1998a) observed (20 years
ago!) that “there is no such thing as a low-tech industry. There are only low-tech companies—
that is, companies that failed to use world-class technology and practices to enhance productivity
and innovation” (para. 57). And Statistics Canada’s Baldwin and Gellatly (1998) came to the
same conclusion in their research paper Are There High-Tech Industries or Only High-Tech
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Firms? Evidence From New Technology-Based Firms and recommended a new industry
classification approach:
The effects of the new industrial revolution are easily seen in some areas—for example,
in the growth of certain high-profile new firms related to computer or software
production. But these industries are not the only ones that should be classified as being
advanced. This paper has argued that simply citing such industries as being the only
more-advanced industries is acceptable neither on a priori nor on empirical grounds. . . .
Perhaps what is most significant is that most industries stress at least one of these
combinations. In the end, most industries can be said to be advanced in one or other of
the dimensions of innovativeness, worker skills, or technology use. When it is recognized
that knowledge-based firms can encompass any combination of these skills, then most
industries can be described as ranking high in some knowledge trait. This suggests the
use of any single index (including the one devised here for the purpose of comparison to
existing indices) does an injustice to the degree of diversity and technological
competence in the underlying population of new firms. (pp. 47–48)
Summary
This literature review examined relevant terminology, perspectives, and changes in social
values, economic geography, entrepreneurship and innovation, and technology to provide
context and a foundation for this study. The review revealed ineffective ways of thinking about
entrepreneurship; hyperbolic high-tech startup claims; clichéd Silicon Valley tropes; lagging
entrepreneurial innovation metrics, policies, funding, and programs; and emerging social values
trends and technology capabilities that surround the emergent phenomenon of entrepreneurial
innovation being studied. In the next chapter, I introduce the methodology for this study.
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Chapter 3: Methodology
In this chapter, I present the study’s methodological approach, reiterate the research
questions, discuss my positionality, describe the research methods, and explain the sampling
strategy used to select and invite participants. The research design and sites are then described,
as are the data collection and analysis processes. Lastly, research ethics are addressed.
Research Approach
I selected a comparative case study methodological approach to support the objectives of
this research project due to my “desire to understand complex social phenomena” (Yin, 2008, p.
2) and because “the case study method allows investigators to retain the holistic and meaningful
characteristics of real-life events” (Yin, 2008, p. 2) and the characteristics of their participants. I
wanted each of the participants to be able to share details of their unique lived experiences with
me, so I could retain the verbatim richness of their often emotional narratives as real examples to
potentially shift the mindsets of entrepreneurial innovation public policymakers, program
developers, and funders.
In “general, case studies are the preferred strategy when ‘how’ and ‘why’ questions are
being posed, when the investigator has little control over events, and when the focus is on a
contemporary phenomenon with some real-life context” (Yin, 2008, p. 1). Though certain
observed characteristics of the emergent phenomenon became evident to me in my professional
practice in the years prior to conducting this study and were supported broadly by the themes in
the literature review, there remained a great deal to be learned about the motivation of the
people, and the qualities of the organizations and places related to this entrepreneurial
subculture, in order to be able to more fully understand the phenomenon and, potentially,
articulate a distinct model of entrepreneurial innovation. This complex, emergent phenomenon
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and the contextual combination of features provided by my preliminary observations appeared
well suited to the comparative case study methodology, which would allow me to undertake a
modified inductive analysis of the case study data:
We argue that [the comparative case study methodology] is not a poor alternative to
quantitative data approaches (or other positivist methodologies). Rather, it should be used
when it is important to investigate complex phenomena and to develop and build
hypotheses out of a rich contextual framework. Knowledge building can take place using
case studies as well as quantitative approaches. (Agranoff & Radin, 1991,
pp. 229–230)
The comparative case study approach also allowed me to bring a new layer of inquiry to
the daily practice and motivational purpose of entrepreneurship, exploring the question of why
this subset of successful entrepreneurs are emerging in such a different form from the prevailing
Silicon Valley mythology and also why there are different from Sarasvathy’s perspective on
“expert entrepreneurs” (Students Inc., para. 1), whom she defined as having started multiple
companies and built large enterprises that were listed on a public stock exchange.
Further, although the findings of comparative case study research projects do not have the
same generalizability as those of large-scale, quantitative natural sciences experiments, the
insights emerging from a modified inductive content analysis of intercase data comparison can
“enter the collective process of knowledge accumulation in a given field or in society”
(Flyvbjerg, 2006, p. 227). This predominantly qualitative case study methodology supported the
production of a rich, thorough “thick description” (Geertz, 1973) of the phenomenon being
studied through a series of in-depth, interactive interviews with founder entrepreneurs in their
workplaces and a deep analysis of the individual cases and garnered meaningful insight from the
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intercase data comparisons and pattern mapping. And although a multiple case study research
design may be more complicated and time-consuming for the researcher and participants, the
“evidence from multiple cases is often considered more compelling, and the overall study is
therefore regarded as being more robust” (Herriott & Firestone, as cited in Yin, 2008, p. 45).
The emerging phenomenon characteristics that I observed, and the theoretical framework
arising from the literature review, provided an initial framework for designing this research
study. This is discussed in the Research Methods section below.
Research Questions
In formulating the research question and subquestions, I sought to develop and articulate a
new business model by better understanding three elements of the phenomenon: the
entrepreneurs, the process of forming their companies, and key qualities of their established
companies.
My research question is as follows: What are the qualities, goals, and perceived needs of
successful business founders who appear to be part of a new phenomenon in entrepreneurial
innovation? My two research subquestions are as follows: (a) Why did these founders form their
organizations in the manner they did? (b) What are the critical qualities of their organizations?
Positionality
I have been a practitioner in, and consulted to, an array of international high-tech
businesses for more than 25 years. These businesses have ranged from global multinational
corporations of more than 120,000 employees to entrepreneurial startups of fewer than five
people. When I returned to live in Calgary, Alberta, in the early 2000s after working in the
United States and abroad for a global technology company (which had acquired the mediumsized Canadian software firm where I had headed up marketing), I began to notice what I
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believed could be the emergence of a new phenomenon of entrepreneurial innovation. I also
observed the investment of human capital, material capital, and financial capital in the pursuit of
a fast-growth startup model of entrepreneurial innovation with a business failure rate between
75% and 90%, depending on the criteria used for evaluation (Gremion, 2013). Though this kind
of “high risk and high reward” form of investment is a feasible pursuit for private firms and
individuals who are investing their capital with this expected success rate, I grew concerned
about the public funds funnelled into this mythical model of entrepreneurial innovation.
Accordingly, I participated as a mentor and consultant in the Calgary high-tech sector and
spoke with as many founding entrepreneurs as I could, observing them and listening to their
stories as part of an informal research inquiry. By 2011, I had committed to an academic
research-based exploration of this phenomenon, and I began doctoral studies at Royal Roads
University in Victoria, British Columbia. While in Victoria for my studies and personal visits, I
also connected with the growing local high-tech sector and noticed similar characteristics with
some of the startup founders and their organizations.
I also brought to this research poignant memories of my conversations with entrepreneur
founders over the past decade. A common feature of conversations with these innovators was
hearing them question aloud whether they were a credible example of a successful high-tech
entrepreneur. They were often apologetic that it had taken them many years to achieve business
traction, commercialize their idea, change customer habits, and achieve a leading role in their
industry. This is important to me for three reasons: (a) their longer path to entrepreneurial
innovation success is very typical when the data are examined, (b) they are comparing
themselves to the still-prevailing startup entrepreneur mythology that is nearly impossible to live
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up to in real life, and (c) they are missing out on the opportunity to share their experiences within
a community of entrepreneurs who have experienced similar journeys.
In designing the interview methods for this study, I brought my practitioner experience in
designing new research methods for open innovation and cocreation communities. My business
clients are looking for data-driven insights that will reveal their customers’ and employees’ latent
preferences, hidden choice motivations, and tacit beliefs to inform successful product innovation.
In my practitioner work, I have compared the research results that emerged from standard
questionnaires and focus groups with the results of the immersive, interactive research
experiences I have learned to design, incorporating creative imagery, storytelling, analogy,
metaphor, model building, and so forth. These immersive research experiences help participants
in my customers’ open innovation and cocreation communities to better articulate deeply held
perspectives and contribute more complex and meaningful insights. With this in mind, I designed
the interview methods for this research to help the founder entrepreneur participants (who are
comfortable with creativity and innovation processes) express themselves in a comparable
manner.
And, lastly, while I was working on this doctoral research study, I had the opportunity to
design and teach a graduate course in new models of entrepreneurial innovation at the
Copenhagen Business School during the summer of 2015. One of my committee members, Dr.
Ginger Grant, made the introduction to the program director and shared a bit about my research.
The program director explained to me that the “competitive American style” of teaching
entrepreneurship was no longer resonating with the students and that the emerging phenomenon I
was researching might be more suitable. More than 110 graduate students registered for my
course, and together we explored the potential impact on traditional businesses of three emerging
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entrepreneurial innovation paradigms: the sharing economy, open innovation, and the
phenomenon that I was studying. Not only was I thankful for the opportunity to develop the
course materials, interact with a highly engaged (and very large!) group of graduate business
students, get a sense of their enthusiasm for new models of entrepreneurship, and read their
creative final essays on the potential impact of these still-developing models, but my enthusiasm
for this research was bolstered by the discussions I had with students outside of the classroom as
they shared their interests and ideas about building their own smaller, sustainable innovative
businesses with global footprints.
Research Methods
With a research purpose of closely examining an emergent phenomenon of
entrepreneurial innovation to determine if a distinctive entrepreneurial innovation model existed,
a series of active and engaging research methods were designed to help discover personal
qualities of the participating entrepreneurs, determine why their organizations were formed in the
manner they were, and understand critical qualities of the participants’ organizations. The
participants in this study represented an entrepreneurial business subculture who (compared with
managerial business workers) think more creatively, are less agreeable, and do not like rigid
protocols (Griest, n.d.; Miller, 2015).
In my professional work, I have frequently interacted with independent-minded
entrepreneurs and have observed their appreciation for personal choice, creativity, improvisation,
and variety. In consideration of this anticipated participant mindset, the ’study goals, the research
questions, and the workplace interview locations, I developed a unique semistructured interview
protocol for this project. Each entrepreneur signed a research consent form (Appendix A) prior to
beginning the interview, and then the interview design and corresponding interview guide
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(Appendix B) gave me the freedom to explore and probe during my conversations with the
entrepreneurs while also providing a consistent framework of the key subjects to be explored—
allowing for a more systematic intercase comparison of the interview transcripts (Patton, 2015).
Semistructured interview protocol. The interviews struck a balance between a natural
conversation about the participating entrepreneurs’ lives and businesses and a guided process
that ensured key topics were explored so that intercase comparisons were possible. The interview
guide was organized with the following subject matter areas as a framework:
•

Introduction (welcome, business details)

•

The Journey (stories of their experience of developing their business idea)

•

Entrepreneuring (participation in the daily process of their work)

•

Place (the role of location in their business)

•

Values (the main principles that guide them in their daily work and priorities)

•

Advice (their advice for future Canadian entrepreneurs and governments)

•

Reflection and Wrap-Up

•

Photos
Interview activities. Within the interview guide framework, I asked the business founder

participants to excavate personal values, memories, and opinions that are often held tacitly or
subconsciously and not “front of mind,” ready for quick recall. Therefore, the design of
interview activities using visual prompts and a variety of interactive research techniques—which
are more commonly associated with social sciences and health sciences research—also helped
the participants to uncover and articulate these complex and personal narratives (Hatten, Forin,
& Adams, 2013; Rae & Carswell, 2000). The interview techniques (see Appendices B, C, D, E,
and F) included open-ended questions, prioritization exercises, storytelling opportunities, photo
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elicitation, and word association techniques to help the entrepreneurs recall the origins of their
organizations and express their deeply held values, goals, success criteria, and perceived needs.
These interview questions and activities were also inspired by the process patterns and interplay
of elements that underpin many popular creativity and innovation workflows such as Design
Thinking, Creative Problem Solving, Effectuation Thinking, LEGO Serious Play, and LEGO
Systematic Creativity. These workflows balance “logic and reasoning” activities with
“playfulness and imagination” elements (LEGO Learning Institute, 2009), and participants are
guided through a semistructured process that varies open-ended divergent activities with more
focused convergent elements (OmniSkills, n.d.)—this approach helps to engage participants in
often demanding cognitive activities that can help uncover unspoken knowledge, encourage
unconventional problem-solving, and discover creative insights.
Although these research methods may not seem unique to many social sciences
researchers, other entrepreneurs, who did not participate in the research study and with whom I
had tested prototypes of questions and activities during the process of designing the interactive
interview methods, frequently expressed (with some delight) that—despite having participated in
many business interviews with journalists, government researchers, conference organizers, and
so forth—they had never been invited by an interviewer to explore such significant aspects of
their entrepreneurial experience as their personal values, creative process, or community impact
goals for their business. Over time, as I finetuned the research methods, my conviction grew that
if only quantitative surveys and conventional interview questions were used, these traditional
research tools would not be sufficient to fully uncover and communicate the participants’
complex value and meaning systems—often this knowledge is tacitly held. Furthermore, the
participants were all innovators who I believed would enjoy participating in creative and
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immersive research activities. The interviews were designed to take approximately two to three
hours to complete; the participants were advised of this time requirement in email and telephone
correspondence to arrange dates and times.
Research Design
In this multisite case study, I applied a comparative case study methodology to a number
of purposefully selected, information-rich cases. In-depth, semistructured, in-person interviews
were conducted, and audio recorded with the entrepreneurial business founder at each site.
Below I share my reasoning for the structure of the interviews and explain the design of key
interactive research activities.
Introduction. This section of the interview was designed to establish a tone of respect
and curiosity towards the participants by explaining that I was seeking their advice based on their
experience building a unique entrepreneurial business in Canada. I also set expectations that the
interview process would be fun and interesting and that they could pause or stop the interview
whenever they wished. And I asked for a few business metric details about their company, which
would be a familiar topic for them to discuss. Together these three actions were designed to help
the participants feel comfortable, with a sense of personal agency in the process, before we
explored deeper topics.
The Journey. As revealed earlier in this paper, the journey of an entrepreneur is typically
very different from the rapid “venture-capital-fueled, rocket-ship trajectory mythology that is
expressed by most business media (e.g., “5 B2B Growth Hacking Tools for Your Business,” by
Marsha Hunt, 2017, on Entrepreneur.com) and taught to aspiring student entrepreneurs (e.g.,
“Amsterdam students to learn the art of ‘growth hacking’” by University of Amsterdam, 2015).
So, this next section of the interview invited participants to reflect and share deeper stories about
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their real entrepreneurial journeys, including personally rewarding highlights, important
challenges, interesting business evolutions, support of family and friends, and hopes for the
future. To help the participants remember each interview question as they paused to reflect and
tell their personal stories, an index card with the question being answered (Appendix B) was left
on the table in front of participants so they could refer back to it as needed. Once emotions,
memories, and history were brought to the forefront, I then asked participants to consider any
shifts in technology and society that enabled their business to find an audience and thrive (these
shifts are two of the four categories of theories and models I explored in my literature review).
Upon completion of this portion of the interview, participants had activated and expressed some
evocative memories and emotions, providing a rich contextual foundation for their responses in
the next section.
Entrepreneuring. This section examines the daily process of entrepreneurship, or as
Macmillan (1986) first referred to it in verb form: “entrepreneuring” (p. 242). As Steyaert (2007)
explained, in the 32 years since Macmillan urged researchers to study entrepreneurship process
and theory, the “still scarce work on entrepreneuring reveals a scientific discourse that has rarely
added much to our processual understanding of entrepreneurship” (p. 454). Steyaert
recommended moving beyond the lenses of classic economics and mainstream psychology
through which entrepreneurship had typically been studied, to examine entrepreneurship as a
creative and social process:
The practice-based and relational-materialist approaches, which have been the least used
in entrepreneurship studies, hold the greatest potential for those who conceive of
entrepreneuring within a creative process view beyond its current, mostly interpretive,
social constructionist and pragmatist use. More accurately, the practiced-based and
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relational-materialist perspectives bring the field of entrepreneurship studies away from
methodological individualism and closer to a social ontology of relatedness. (2007,
p. 456)
Therefore, the objective of this section was to investigate the participants’ real-world
entrepreneuring process and help them to recall and articulate their motivations and actions in “a
complex, non-linear, inherently open phenomenon” (Verduyn, 2015, p. 645) that, through their
years of entrepreneurial practice, had become second nature. To achieve this, I used a series of
projective interview techniques to explore the participants’ daily practice and “lived quality of
entrepreneuring” (Verduyn, 2015, p. 646) as successful entrepreneurs. Projective techniques are
indirect methods of inquiry used to uncover the drivers of typical behaviour, priorities, and
choices—drivers that are often unconscious for the participants or difficult to articulate when
asked about directly (Nunez, 2015). Participants were given photos of people in other vocations
and asked to explain which of the vocational roles they most identified with as entrepreneurs
(Appendix C). They were also asked to describe a great day at work as well as share sources of
creativity and innovation. This section of the interview ended with the entrepreneurs being asked
to give their immediate reaction to how a scrambled series of words related to them and their
business (Appendix D). The words, printed on small paper cards, were shown one at a time by
the interviewer, like flash cards, displaying (a) terms typically associated with entrepreneurial
innovation by the business media (e.g., incubator, Silicon Valley, exit, wealth, growth, venture
capital, unicorn, etc.), (b) a series of words associated with metrics used by the Conference
Board of Canada to measure innovation (e.g., academic papers, exporting, patents, job creation,
etc.), and (c) a few other business terms mixed in for variety (e.g., red tape, marketing, lawyers,
banks, etc.).
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Place. This next interview section gave the participants a less demanding cognitive task,
asking them to think about the role that the geographic location of their business has played. A
series of six photo cards (Appendix E) encouraged the participants to consider the location of
their business through the lenses of country, region, city or town, neighbourhood, and office.
Through this activity I sought to understand the influence of place on their innovation, reveal any
stories about having a Canadian company in a global marketplace, and discover the degree of
connection the participants had with other peer entrepreneurs and related associations in their
local community.
Values. My objective in designing this activity was to be able to present the participants
with a standardized values set that would resonate with them as businesspeople and that would
also be relevant in describing the values drivers of their organizations’ formation and culture. For
example, adaptability was applicable as a value for individuals and organizations. A
standardized value set also facilitated intercase comparison and analysis. At this point in the
interview, more than an hour had passed, so I wanted the activity to be engaging and interactive
by encouraging the participants to select a subset of values and share how these principles guided
them in their daily work and priorities.
To establish the list of values for this activity, I examined a number of different values
sets and settled on working with two: the Hall-Tonna Inventory of Values (Hall, 1986) and the
Barrett Values Assessments (Barrett, 2006; Values Centre, 2014). The Hall-Tonna framework
comprised an extensive “list of 125 values with universally standardized definitions which
provide a common language of values. These have been standardized through reliability and
validity studies that take into account cultural, linguistic and gender differences” (Lewis-Shaw,
1997, p. 1). I found this to be very useful as I wanted to work with a values set that was large,

ARTICULATING THE GEMINI MODEL

83

universal, and standardized. That said, I excluded Hall-Tonna means values such as shelter,
macroeconomics, and convivial technology that did not meet my criteria of being equally
applicable to an individual and an organization. With my abridged Hall-Tonna values list in
hand, I then compared it to the Barrett Values Instrument list. What I appreciated about the
Barrett system was that it was widely used by businesses and had lists of both personal and
societal values and behaviours (Barrett, 2006; Clothier, 2012). Again, I extracted those values
words that met my criteria, compared them to the Hall-Tonna abridged list, and eliminated
duplicates, resulting in a cumulative list of 101 values. Lastly, I sorted the 101 values words
thematically, “working in a concept-driven way” (Schreier, 2014, para. 28) and looking for
patterns in the values terminology that conceptually linked the words, within the context of
entrepreneurs and their organizations. Six values category names emerged to be used (see
Appendix F for more details) for intercase comparison and analysis: (a) Do What’s Right—
values focused on maintaining standards, morality, stability, and conscientiousness; (b) Good,
Better, Best—values focused on reaching goals, continuous improvement, and comparative
accomplishments; (c) Embrace Change—values focused on welcoming the ambiguous, dynamic
nature of the entrepreneurial innovation process; (d) Pleasure and Creativity—values focused on
favouring the enjoyable, aesthetic, and delightful aspects of creativity; (e) We’re in This
Together—values focused on the collaborative, interconnected and mutually reliant nature of
resilient innovation systems; and (f) Build the Future—values focused on realizing the positive
legacy and leadership potential of entrepreneurship.
During this interview activity, participants were presented with a tabletop jumble of 101
business-card-size pieces of paper with one of the values words printed on each. They were
asked to select 10 to 12 cards with the values or principles that guided them in their daily work
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and prioritization at their companies. They were then immediately asked to select three cards
from the group of 10 to 12 that stood out in some way for them and to talk about how the three
values showed up in their everyday work and choices. The interview guide (Appendix B)
includes additional prompts and probes for this activity.
Advice. This interview section also began with a projective technique that shifted the
focus away from participants describing themselves to giving advice to others. Participants were
asked to imagine what themes or topics would come to mind if they were asked to give a
commencement speech to students who were up-and-coming entrepreneurs. This section also
touched on the entrepreneurs’ experience with government funding and programs, as well as any
direct advice they might offer regarding civic, provincial, or federal government support for
entrepreneurs like them.
Reflection and Wrap-Up. At this point in the interview process, the participants had
spent 2 to 3 hours (or more) with me. Some personal memories and emotional experiences had
been shared. Rather than ending the interview abruptly, this section offered participants the
opportunity to share any additional information and ask me any questions.
Photos. Depending on the cadence and length of the interview, as well as the working
environment, my goal was to photograph the participants and the external and internal
environments of the workplace (while respecting any confidentiality requirements related to
workplace information).
Research Sites
In my business and personal travels outside of Canada, and while discovering new
entrepreneurial businesses through websites, podcasts, magazines, events, and conversations, I
have noted the presence of what appeared to be founders and businesses who were part of the
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emergent phenomenon across Canada and in other countries. However, to manage the costs and
logistics of a self-funded, multisite study and to learn more about the entrepreneurs in regions
where I have lived, studied, and worked, the study limited the potential pool of founder
entrepreneur participants to the regions of Calgary, Alberta, and Victoria, British Columbia. Both
regions are in Western Canada, but they are markedly different with respect to a number of
important regional variables, including their economic profiles, traditional industry mixes,
geographies, climates, political histories, inbound migration histories, and population
demographics (Calgary Economic Development, n.d.; Greater Victoria Chamber of Commerce,
n.d.). I chose to study participants in these relatively proximate (the cities are a one-hour airplane
flight apart) yet significantly differentiated locations to open up the potential for transferability
of the study’s findings to other geographic locations in the future.
Founder entrepreneurs participated in in-person interviews with me in their places of
work in September and October 2016. As the study asked the participants to reflect upon the role
of place (country, region, city or town, neighbourhood, and office) in their entrepreneurial
practices, conducting the interview in their place of work was important. Further, I sought to
understand qualities of both the entrepreneurs and the organizations they have built; meeting the
entrepreneurs and observing them in their daily work environment was essential. The research
project design also included me photographing nonconfidential aspects of their workplaces and
neighbourhoods to be able to visualize the individual settings of each business.
Study Participant Selection
In the years leading up to my studies at Royal Roads University, my preliminary
observations as a practitioner indicated that founders and organizations appeared to exhibit
certain emergent phenomenon characteristics that were markedly different from popular lore
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about successful startup entrepreneurial innovation. These early observations about these
founders and their businesses led to my desire to research this topic, develop an understanding of
the drivers and repercussions of this observed difference, potentially articulate a new
entrepreneurial business model, and uncover possible Canadian public policy implications.
Preliminary observed characteristics. I had noticed that these founders and their hightech-driven startup businesses appeared to exhibit the following characteristics:
•

are not situated in typical concentrated geographic clusters for their industry,

•

are not located in very large global cities like San Francisco or Toronto,

•

are not focused on long-term scientific or university technology transfer or academic
profile,

•

are not focused on building and managing a legacy “patent farm,”

•

are not focused on a long-term, large-scale manufacturing model,

•

are not driven by a desire to get rich quick (based on interviews I had read),

•

are micro, small, or medium-sized (Government of Canada, 2016) businesses and yet
serve a global clientele,

•

are recognized for their innovation in an international micro-niche market segment,

•

leverage enabling, scalable ICT at their business core to produce their innovative product
and run a small global business,

•

often work in relative isolation from other entrepreneurial innovators in their industry,

•

embrace a continual evergreen innovation process (similar to design, gaming software,
fashion, art, and publishing processes), and

•

part of their personal and professional drive is focused on building entrepreneurial
capacity and legacy in their community.
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These observed preliminary characteristics were considered when developing my participant
selection strategy for a purposive sample of participants to be part of a systematic study of
founders and their businesses. The study would confirm or disconfirm these observed
characteristics and discover any new characteristics about these founders and their businesses.
See Figure 6.

Figure 6. Role of preliminary observed characteristics in study design.
The preliminary observed characteristics of the phenomenon (founders and their
businesses) were used to help form sample selection criteria for the study. A comparative case
study examined the founders and their organizations to, firstly, confirm or disconfirm the
preliminary observed characteristics, and secondly, to discover new characteristics—leading
(through modified inductive analysis) to the articulation of a new model of entrepreneurial
innovation.
Beyond ICT products. Also, though popular mythology focuses on so-called high-tech
founder entrepreneurs and their startup businesses, in reality it would be difficult to find a
globally focused, innovative company today that does not have a significant high-tech
component as part of its business model. As I mentioned earlier, as far back as 20 years ago,
Porter (1998a) was already recognizing this shift to high-tech-driven companies across all
industries. More recently, entrepreneur Anil Dash (2016) emphasized on his blog, “Similarly,
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when we talk about a young company, simply describing it as ‘a tech startup’ is not a meaningful
signifier. Every single new company in existence relies on technology” (para. 14). Accordingly, I
wanted to be sure that policymakers and program developers did not consider the findings of this
research to be applicable only to the popular image of tech startup companies that produced
software products and so on. Thus, my participant selection strategy also ensured that each
location’s purposive sample included at least one non-ICT-product founder entrepreneur (i.e., a
founder who highly leverages significant advanced ICT to run and scale their business model but
whose end product or service is not ICT software or hardware). This allowed me to explore the
phenomenon and make recommendations beyond the limiting ICT sector label.
With this in mind, a purposive, stratified sample strategy for participant selection was
designed to seek out information-rich cases (Flyvbjerg, 2006; Patton, 2015), which reflected the
characteristics arising from my preliminary phenomenon observations and the literature review
themes and contributed to the study objectives as framed by the research question and
subquestions. All the entrepreneurial companies in the sample had high-tech ICT as a critical
element of their business model to leverage their efforts and scale their international impact;
however, as just mentioned, care was taken to ensure that they did not all produce high-tech ICT
software or hardware products. The study was designed to include a maximum of 12
entrepreneur innovators who are the founders or cofounders of high-tech-driven companies in
Calgary, Alberta, or Victoria, British Columbia. The minimum number of participants in each
city was determined to be three in order to ensure adequate intercase data comparison.
Refined and grouped study eligibility characteristics. The preliminary phenomenon
characteristics that I observed prior to this study were further refined and grouped into four study
eligibility themes:
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1. Location
o are removed from geographic concentrations typical of their industry
o are outside of mega-cities
o are in the study’s focus areas of Calgary, Alberta, or Victoria, British Columbia
o often work in relative isolation from other entrepreneurial innovators in their industry
2. Product focus
o are not focused on building and managing a legacy “patent farm”
o embrace a continual evergreen or alpha innovation process (similar to design, gaming
software, fashion, art, and publishing processes)
o are not focused on a long-term, large-scale manufacturing model
o have enabling, scalable ICT technology at their business core
o can have a technology software or hardware product or a non-high-tech product
3. Business impact
o have built a micro (one to four employees), small (five to 99 employees), or mediumsized (100 to 499 employees) business (Government of Canada, 2016) and yet serve
an international clientele
o are recognized for their innovation in an international micro-niche market segment
4. Entrepreneur characteristics
o are business founder or cofounder
o have expressed interests other than a desire to get rich quick
o have expressed that part of their personal and professional drive is focused on
building entrepreneurial innovation capacity or legacy in their community
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To ensure maximum variation in case selection (Flyvberg, 2006, p. 34) of founder
entrepreneurs and companies within the emergent phenomenon subgroup, the sample
stratification criteria also included business maturity, industry, founder’s gender identification,
age, education, etc. (See Table 1 for a summary of the stratified sample selection criteria, as well
as descriptive detail about the participants.)
Study Participant Approach
I contacted 12 entrepreneurs who met the preliminary criteria, six in the Calgary area and
six in the Victoria area, via email and phone during the months of September and October 2016.
They were informed of the intent of the research, the potential time requirements, and the use of
their workplace as the location for the interview. The approved “Telephone or Online Electronic
Contact Guidelines” were respected (Appendix H), and each communication was tailored to
include company-specific information to demonstrate that I had thoughtfully selected each
individual for my study and that I was interested in capturing their particular entrepreneurial
journey and business story. Ultimately, 10 entrepreneurs participated in the research, four in
Victoria and six in Calgary. Two additional entrepreneurs whom I had identified and reached out
to in Victoria expressed personal interest in the study but, due to timing and logistics issues, had
to decline my invitation.
Confidentiality considerations. I had initially contemplated including the names of the
participating people and companies in this dissertation; however, I reconsidered this perspective
and determined that maintaining participant confidentiality would better serve the goals of the
study. My reasoning for this decision follows.
First, when I wrote the ethics proposal, a dissertation and a public website featuring
photo-stories of each entrepreneur were planned. Due to situational, personal, and professional

ARTICULATING THE GEMINI MODEL

91

constraints over the past 1.5 years of research, I was not able to produce both. Because the public
website could not be developed at this stage of my doctoral research, it was no longer necessary
for the entrepreneurs, their workspaces, and their neighbourhoods to be photographed and
individually profiled in public photo-stories.
Second, and perhaps more significantly, while writing up the results of this study, I again
reviewed the profiles of the purposive stratified sample’s participants and businesses (see Study
Participant Summary section below). Each founder and their organization met the emergent
phenomenon preliminary observation criteria, but I also noted again that they collectively
represented a rich demographic mix of people (a balance of genders, a range of ages, a wide
variety of educational backgrounds), a balance of founders and cofounders, a range of product
and industry types, a balance of geographic site locations, and different business maturity levels.
As well, some had sold their businesses and others still operated them. As I completed my
interview data analysis and wrote up the results, I noted that this diverse group of entrepreneurs
shared many qualities, goals, and needs and their organizations shared critical qualities (as
specified in the research questions). If the results arising from the study’s rich data set had not
demonstrated these shared qualities among the entrepreneurs and their organizations, then it
would have been important to profile each of them and attempt to determine the cause of these
significant differences.
Lastly, as I progressed with this line of reasoning, a final motivation to keep the identities
of the participants and their organization confidential for this dissertation emerged. I considered
the study’s goal of influencing entrepreneurial innovation public policy, funding, and program
reform and, therefore, the importance of convincing Canadian policymakers and program
developers of the transferability of the study’s results and recommendations to other

ARTICULATING THE GEMINI MODEL

92

entrepreneurs and business models. “Transferability refers to the degree to which the results of
qualitative research can be generalized or transferred to other contexts or settings” (Trochim,
n.d., Transferability section, para. 1). As so many of the study’s results are shared across the
participants and their organizations, it presented an excellent opportunity to eliminate the
possibility that policymakers and program developers who learn of my results and
recommendations would revert to old ways of thinking that start-up entrepreneurs and the hightech companies they build are different from other high-tech-driven entrepreneurs in their goals
and needs. For example, participant and organization confidentiality eliminates the possibility of
influence of a policymaker’s implicit bias with respect to industry sectors or gender and
entrepreneurship (Fetsch et al., 2015); for example, while reviewing the study’s results, if the
participants’ identities were known, policymakers could ascribe a different significance to a
statement from an older male entrepreneur whose company sells software than to the same
statement from a younger female entrepreneur whose company sells digital photography.
Systemic sexism and ageism have been well chronicled in business media; for example, a recent
article from Canada’s Financial Post presented both gender and age issues compounded by the
fixation by funders, media, and government innovation programs on so-called tech companies,
which is no longer a relevant concept:
Women entrepreneurs have no shortage of innovation or successful business track
records. What they do lack, however, is access to funding and support from government,
banking and the incubator communities. . . . Women-led businesses represent 50 per cent
of all new business, according to the Business Development Bank of Canada. While they
tend to be smaller than those led by men, the report notes that the businesses have higher
survival rates and create more jobs. One challenge of note to the entrepreneurs was the
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struggle to connect with incubator and mentorship programs, as a large majority of them
focus on attracting technology companies. An added hurdle on that front is ageism, as
many available programs have age limits, and women tend to start their businesses at a
later stage in their careers. Some that did start young said they found it difficult to be
taken seriously and were subject to sexual harassment. (Deveau, 2018, para. 4)
By demonstrating in my study that such a heterogenous sample of successful, high-techdriven entrepreneurs and their organizations have so many common qualities, goals, and needs, a
shared entrepreneurial innovation model emerges, and recommendations for changes in related
policies, funding, and programs have greater hopes of making an impact. To this end, I have
masked the participants’ genders, industries, locations, company names, and other identifiers.
Study participant summary. Table 1 presents a summary of the stratified sample
selection criteria and descriptive details of the 10 entrepreneur participants and their companies.
Data Types and Collection
The interview conversations, visual activities, and storytelling with the entrepreneurs
created significant volumes of qualitative, unstructured text transcript content and visuals for
analysis. The values card activity created unstructured text from the entrepreneurs’ explanations
of their selections, as well as quantitative data related to their selection and prioritization of the
values in their daily work—this quantitative data also provided an immediate opportunity to map
intercase patterns within the delimited set of values and the preinterview thematic categorization
of the values (See Appendix F for the thematic categorization). The photographs I took with my
phone camera and my hand-written field notes were included in the data analysis.
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Table 1
Summary of Stratified Sample Criteria and Descriptive Participant Details
Criterion

Participant details

Location

• Six participants in Calgary, Alberta, area
• Four participants in Victoria, British Columbia, area

Business
impact

• The study examined one micro business (one to four employees), four small
businesses (five to 99 employees), five medium businesses (100 to 499
employees)—with one of these close to large business size (500+)
• All but one company sold the majority of their goods and services outside
Canada; the remaining company sold the majority outside of its city, including
distribution across North America
• Every founder or company had received at least one award and been profiled in
business media for their industry accomplishments

Product focus

• Participants’ goods and services included enterprise software, consumer
software, software as a service, embedded software, device hardware, digital
photography and video products, consumer products, publishing goods, food
products, and global travel and tourism services
• All had a continuous or evergreen innovation process
• All had innovative technology-enabled business models, leveraging or creating
a range of technologies to facilitate product design, service delivery, sales,
community building, manufacturing, business operations, supplier
management, cocreation, communications, etc. in a global marketplace

Entrepreneur
characteristics

• Six founders; four cofounders
• Six entrepreneurs had founded or cofounded more than one business

Business
maturity

• The shortest lifespan of a business at the time of the Q3–Q4 2016 interviews
was 4 years (still in operation today), and the longest-running business was 20
years old (still in operation today, founder had also created another business)
• Two companies being studied had been sold at the time of interviews, one after
10 years of operation and the other after 13 years of operation
• Some of the firms were still bootstrapped, some had government grants and tax
research and development rebates, some had taken friends/family/angel
investment, and two had taken outside investment capital

Founder gender

• Five women; Five men

Founder age
range

• From early 30s through 40s to late 50s

Founder
education
backgrounds

• Wide range of education backgrounds including engineering, marketing,
physics, business, law, theology, graphic design, photography
• Two founders did not have a postsecondary degree
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Data types. The types of data collected for this study included the following:
•

secondary data in the form of books, websites, academic articles, videos, media articles,
and government reports to complete the literature review and to determine which
companies and entrepreneurs met the preliminary criteria to be eligible to participate in
the study;

•

audio recordings and written transcripts of the interviews;

•

tracking data of the selection and prioritization of the values words by participants, as
well as the corresponding categorization of their choices;

•

my photographs of the participants’ selection of words and images during the interview;

•

my photographs of interview neighbourhoods, workplace sites, and participants; and

•

my hand-written field notes, written during and shortly after each interview.
The major data gathering technique was in-depth, in-person, semistructured interviews

carried out in the entrepreneurs’ workplaces. As mentioned earlier, immersive data collection
activities included open-ended questions, prioritization exercises, projective techniques,
storytelling opportunities, photo elicitation, and word association techniques. Each entrepreneur
signed a research consent form (Appendix A) prior to beginning the interview.
Audio of the interviews was recorded in MP3 format with an H2N multidirectional
desktop digital recorder. A unique SD card was used in the recorder for each interview to avoid
potential overwrite errors when recording. Each card was stored in a labelled envelope in a
locked fireproof safe in my home office. The digital audio files were stored in separate folders on
my computer and were also backed up to Dropbox folders with a security password. The
selection and prioritization of visuals by the participants during the photo elicitation, values
selection, and storytelling interview activities were noted aloud during the interview (i.e., I or the
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participant said what was chosen, so each participant’s selections appear in the transcripts), and I
also recorded these details in my field notebook. During one of the initial interviews, a
participant asked if I could take photos with my phone camera of the images and words they had
selected and arranged, so I could send the photos to them after the interview. Some subsequent
participants also expressed an interest, so I photographed these visuals during the interviews and
emailed the images to the participants. At each interview site, I also photographed the immediate
neighbourhood surroundings, the workplace, and (in all but one situation, when the participant
had to leave suddenly to meet with people waiting for them) the entrepreneur.
Data collection. The entrepreneurs all, understandably, had very busy schedules and
graciously accommodated my interview requests. (As mentioned, two Victoria-based
entrepreneurs whom I had contacted expressed great interest but had to decline my invitation due
to scheduling and logistical issues.) Five of the 10 interviews had to take place outside of regular
office hours to provide the 2-to 3-hour window of time required. One entrepreneur, whom I met
at their office on a weekend, brought in their young child, who played with the participant’s
colleague during the interview. Another participant delayed a staff meeting to complete the last
interview activity. And yet another participant drove back to their office at night on dark,
slippery roads to meet with me. I was humbled by their willingness to participate fully.
The semistructured interviews took place between September 18, 2016, and October 25,
2016. The shortest interview took just under 2 hours, and the longest took 4 hours to complete.
Eight of the entrepreneurs completed all interview sections (Introduction, The Journey,
Entrepreneuring, Place, Values, Advice, and Reflection and Wrap-Up), whereas two
entrepreneurs completed abridged versions of the lengthy values activity because they were
pressed for time with scheduled business meetings immediately following our interviews.
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A full range of emotions was expressed by the participants over the course of the 10
interviews. Some of the entrepreneurs became teary-eyed when evoking memories of personal
successes and periods of great difficulty. Frustration and anger were also communicated by some
when discussing topics such as policies they did not agree with or short-sighted business models
they felt were counterproductive for society. Enthusiasm and humour were also present in
recounting the journeys of improvisation and audacity that ultimately brought their ideas out into
the world to a receptive audience. Although I expected the in-depth interview activities to help
reveal the complex personalities and drivers that make up the characters of these entrepreneurs, I
was not prepared for how emotionally powerful it was for me to be in their presence, listening to
their stories and hopes for up to 4 hours at a time; it was clear to me that some participants were
sharing certain stories for the first time. After each interview I sat in my car for at least half an
hour in silence, reflecting on the conversation, making notes in my field notebook and wondering
aloud how it was possible that these powerful and moving narratives of human ingenuity were
not more widely known, and valued, in communities.
Possible Adaptations to Future Interview Guide
Now that I have completed a series of in-depth interviews with this interview guide, I
believe I would be able to reduce the number of activities and shorten the time required with
each participant by at least 25% in any future interviews. Below I provide insight about each
interview section as to what worked well and what could be adapted for the future.
Introduction. This section was useful in setting the interview tone and making the
participant comfortable; however, to save some time, the number of questions about their
business could be reduced to only that information that is not available through other means. In
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fact, I already knew a great deal about each business, having read related interviews and websites
to determine if the entrepreneurs met the criteria to participate in the study.
The Journey. The first questions about personal rewards, important challenges,
interesting evolutions in the business, and hopes for the future elicited powerful and meaningful
responses. I would eliminate the second set of questions about how the entrepreneurs compete
with other businesses and what their organization does differently to secure and retain customers.
As these were successful entrepreneurs who had already captured the attention of a niche market,
their competition was less top of mind than how they could continue to improve on what they
were already doing for their customers with excellence. The next set of questions about
technology shifts and societal changes was useful and clearly top of mind with most of the
entrepreneurs. The friends and family question in this section would be better suited to the last
section of Reflection and Wrap-Up, as it is more reflective, personal, and emotional than the
other questions in this section of the interview.
Entrepreneuring. The photo elicitation activity asking the participants to compare their
daily process of being an entrepreneur with another vocational role was clearly liked by the
participants and resulted in some useful insights about the realities of their role compared with
the startup founder mythology. The question about describing a great day at work resulted in
surprisingly personal and evocative answers. I would eliminate or rethink the question about
staying innovative and creative, as the entrepreneurs seemed to be more at ease talking about
problem-solving. The flash cards with the words and phrases elicited some pithy and surprising
answers, but I could now reduce the number of words to a maximum of 20. In Appendix D, I
have grouped the words into thematic clusters based on the pattern of responses I got from the
participants—for example, reactions to the words success and wealth were thematically similar.
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Place. There were insights garnered in this section, but it did take quite a bit of question
reframing and additional probes to get the participants to share ideas and stories about the role of
geographic location in the development of their business. It seemed for most participants that the
location of their business was not something they thought about actively or questioned; often this
was because of family ties to the region for themselves and their teams. Their business was
located where they were living; it was not an active business location decision. If this interview
guide is to be used in the future, I would adapt this section by rethinking the current direct
question style (e.g., instead use comparative analogies and anecdotes about how other locations
around the world impact businesses) or I would create a separate research instrument about the
role of place in the development of their business (perhaps an online questionnaire with images).
Values. This kinesthetic, card-based activity required the most work from each
participant (both the cognitive load and time to complete), but it was the most useful in bringing
to the surface the deeply held values and principles that guide the entrepreneurs in their daily
work and priorities. For example, one participant initially expressed shock at being asked to
select from 101 cards, but after experiencing the results of completing the full activity, they
asked if they could use the same tool for their company in the recruiting process for their key
hires and leaders. I would eliminate all the other questions and prompts in this section, as they
became redundant because the topics were raised and discussed during the conversations arising
from the values cards activity.
Advice. These projective questions did result in some good ideas being shared in relation
to policies, funding, and programs. However, a few entrepreneurs were uncomfortable with the
idea of even preparing notes to give a commencement speech. Also, by this time, most
interviews had already passed the 2-hour mark, so much like the Place section, I would rethink
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and test some new question styles or research tool formats to help the entrepreneurs share their
advice in a more comfortable and natural format.
Reflection and Wrap-Up. I would keep this section almost as it is, only eliminating the
question asking the participants to suggest someone else to speak with. It was not necessary for
this study.
Photos. Early in my doctoral studies, I had imagined creating a documentary film about
the entrepreneurs to bring their way of innovating and building businesses to life for Canadians
and the world to see (I may still do this in the future). As more practical considerations of cost
and time became apparent, I reframed that idea in my research study proposal as follows:
It will be important to disseminate beyond the dissertation document to reach the
business, media and policy audiences for this work. Photography of the organization’s
workplaces and neighbourhoods, combined with verbatim excerpts from the
entrepreneurs’ interviews, will build evocative, web-based “photo-stories” of the
participating entrepreneurs and their businesses, as a complement to the written
dissertation.
Though I intend to continue further research and writing about these entrepreneurs and
organizations after I have completed my doctoral studies, it was not possible given situational,
personal, and professional constraints to produce both this dissertation document and the photostories website as I had imagined it—inspired by the powerful One in 8 Million project in which
the New York Times told short stories about 50 New Yorkers through black and white photos
with audio snippets on the newspaper’s website (“One in 8 million,” n.d.; see Figure 7).
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Figure 7. One in 8 million. From N.Y./Region: One in 8 Million [Video file], by New York
Times, 2009 (https://youtu.be/vBf86gCf64k). Copyright 2018 by The New York Times
Company.
I have the professional camera equipment, audio recording equipment, and technical
skills to produce a similar website project, but given the intense nature of the interviews and the
time constraints of the entrepreneurs, I was not able to capture the full series of photojournalisticstyle images I had envisioned. (In early drafts of my research proposal, I had even considered
returning to each interview site for a second-day session of photography and audio capture.)
However, in reviewing the photographs that I was able to capture with my phone camera at each
interview site, I have determined that combining an external photo of the company’s
neighbourhood—the streetscape that the entrepreneur would see when they leave their office—
with an (unattributed) quotation from the interview transcripts would help communicate the lowkey normality of the settings in which these innovative entrepreneurs and their organizations
operate: mostly “out of sight and out of mind” in communities. The quotations and photos have
been scrambled to maintain the confidentiality of each participant. These photograph quotation
graphics (see Figure 8 for an example; see all of them in Appendix I) use one unattributed
quotation from each participant interview and contribute to one of the study goals by
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communicating qualities of the organizations and their founders. They will be used in
presentations about this research. In the future, should I determine the use of photographs and
names of the participants would be useful, I will contact the participants to get a signed photo
release and give them the opportunity to keep their identity, company, and location confidential.

“. . . well I think if you want to build a company
that you are proud of, build it for the long term. If
you’re coming in to try to be an entrepreneur and
the exit strategy is your first goal; you’re probably
already doing it wrong.”

GEMINI Entrepreneurs
Photos are of the views they see when they leave work each day.
 Sharon McIntyre 2018

Figure 8. A photograph quotation from one of the participating entrepreneurs, featuring a
streetscape outside one of the buildings the entrepreneurs work in each day. Photo by Sharon
McIntyre.
Data Coding and Analysis
My approach to data coding and analysis was guided by the following principal factors:
the research questions, the comparative case study methodology, the themes and
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precategorization present in the interview activity designs, the recommendations of Flyvbjerg
(2001) regarding the analysis of case study narratives, the study goal of policy and program
reform, and the type of data generated. Though the goal of this study was not to produce a single
“purely descriptive, phenomenological case study without any attempt to generalize” (Flyvbjerg,
2001, p. 76), whenever possible I wanted “to retain the holistic and meaningful characteristics of
real-life events” (Yin, 2008, p. 2) and the characteristics of the participants. In other words,
though my goal was to find insightful patterns in the intercase comparison data, I also wanted to
give true voice to the participants, avoiding the temptation to try to simply reduce a meaningful,
rich narrative into a single coded word or phrase—with a single accompanying verbatim
interview quote extracted to illustrate the code—in my writeup of the analysis and results.
Comparative case study processes. Each of the 10 participating entrepreneurs and their
organizations met the emergent phenomenon preliminary criteria to be able to take part in the
study. The criteria for the stratified case study sample emerged from my preliminary
observations of the phenomenon, and the theoretical framework presented by the literature
review acted as a contextual sounding board to also consider the economic, social values, and
technological perspectives of the data. After each interview was completed, I examined my
hand-written fieldnotes from the interview, recorded any additional observations in my car
immediately following each interview, and listened to the interview recording within the next 24
hours to capture any additional fieldnotes. These fieldnotes were entered into Microsoft Excel,
using the following preliminary data thematic structure reflected in the research questions,
interview structure. and activity designs. See Figure 9.
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Predetermined categories

Predetermined codes

Preliminary phenomenon
observations

Location; Product focus; Business impact; Entrepreneur
characteristics

Predetermined categories
Founder
Qualities
characteristics
Goals
Perceived needs

Predetermined codes

Organizational
characteristics

Formation
Qualities

Public policy,
program &
funding

Reform
recommendations

Personal rewards;
Challenges; Competition;
Technology; Friends and
Family; Place categories;
Values categories &
priorities; Misunderstood;
Defining success; Advice
to government (education,
funding, talent,
infrastructure, regulatory,
advisory)

Inductive coding focus areas
Entrepreneuring experiences; A
great day at work; Word reactions;
Local groups; Defining success;
Advice to youth.
Demographics; Technology; Word
reactions; Canadian about
business; Defining success.
Challenges, Word reactions; Local
groups; Defining success; Advice
to government.

Figure 9. Preliminary data thematic structure.
As each interview was completed, the same process was followed of entering fieldnotes
into Microsoft Excel, listening to the interview recording within the next 24 hours, and
comparing and adjusting codes while keeping the predetermined categories (which reflect the
main research question, research subquestions, and reform goals) and adding new codes
emerging from the inductive coding focus areas. The data from the 31 hours of semistructured
interviews was very rich and far-ranging—this preliminary high-level coding of my fieldnotes in
Microsoft Excel helped me to keep focused on the goals of the study while noticing high-level
patterns emerging from my observations during the interviews. Once the last interview was
completed and my fieldnotes were entered, and the coding was compared, added to, and
adjusted, the resulting updated coding framework was entered into the data analysis software to
begin the analysis of the interview transcripts.
Audio recordings and interview transcripts. Although it was possible to transcribe the
audio files using Dragon voice-to-text software (which I use to compose personal writing and
correspondence), I found that the technology’s accuracy was not acceptable for the level of
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precision and detail required for this study. It was taking me more time to edit the first voice-totext files for accuracy, grammar, and punctuation than was reasonable. Therefore, I had the
recordings professionally transcribed by the firm Transcript Heroes—a Toronto company that
was recommended by a fellow student in the Doctor of Social Sciences program at Royal Roads
University. A confidentiality agreement was signed with Transcript Heroes prior to sharing the
audio files for transcription. I reviewed each written transcript for accuracy while listening to the
audio recordings and made any edits required to accurately reflect the audio recordings.
Software for coding and analysis. I used the qualitative data analysis software tool
QDA Miner Lite (Provalis, n.d.) to store the 10 interview transcripts (edited for accuracy), add
the accompanying fieldnotes, and complete the coding and analysis. Using the adjusted
preliminary data thematic structure, the predetermined categories were set up as project variables
for each case to ensure my analysis remained in service of the study’s questions and goals. Next,
the adjusted predetermined codes and the shared codes emerging from the inductive coding areas
of focus were set up as a beginning codebook (or coding schema). As “comparative case studies
involve the analysis and synthesis of the similarities, differences, and patterns across two or more
cases that share a common focus or goal” (Goodrick, 2014, p. 1), I then explored each case,
coding directly in the transcript texts, using the initial codebook, and adjusting and augmenting
the codes and codebook, establishing organizing nodes as I went along. With each subsequent
case, I was able to code and compare intercase verbatim extracts from the interviews—ultimately
simultaneously sorting, comparing, and analyzing data from the 10 cases. Now that I have
established a robust codebook, in any subsequent interviews I would feel confident in
progressing to a more automated phase of text mining and analysis for future interview
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transcripts—particularly to seek out certain founder and organizational characteristics in a first
phase of case study data exploration and coding. See Figure 10.

Figure 10. Data analysis codebook map for the study.
For the Values section, I used QDA Miner Lite (Provalis, n.d.) to explore and code the
unstructured interview text, as I did with the rest of the interview text. However, for this section I
also used Microsoft Excel to do a quantitative analysis of which of the 101 values words were
selected and then prioritized by the participants, as well as a frequency analysis of the
corresponding predetermined values categories associated with their choices.
My approach to the data analysis and coding was informed by Mayring’s (2000) step-bystep model of modified inductive category development (see Figure 11). For example, his second
step of developing aspects of analysis and categorization based on the research question was

ARTICULATING THE GEMINI MODEL

107

helpful and resulted in the semistructured interview protocol framework that was framed by the
research questions, followed a guided process, ensured key topics were explored, and facilitated
intercase comparisons. And Marying’s third step of developing coding rules and a coding agenda
based on definitions and categories helped to inform my development of the predetermined
codes with the use of card-based activities with preselected photos and words and the
preliminary codebook.

Figure 11. Mayring’s step model of inductive category development. Reproduced from
“Qualitative Content Analysis,” by P. Mayring, 2000, Forum Qualitative Sozialforschung /
Forum: Qualitative Social Research, 1(2), Art. 20.
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Within this preliminary framework, a modified inductive process of content analysis and
coding of the interview discourse proceeded through ongoing intercase comparison, process
iteration, and formative checks and coding revisions. Though Mayring’s model, my interview
activity design, and the development of a preliminary codebook provided a scaffolding for the
research study’s organization, the interactive interview design made space for unexpected
patterns and new coding subcategories to emerge.
Over 3 months, I familiarized myself with the data to the point that I began to dream
about having imagined conversations with the entrepreneurs! I relistened to the interview
recordings, reread the transcripts, made more notes in QDA Miner Lite (Provalis, n.d.), adapting
and augmenting the codes to reflect emerging themes and clustering of new subcategories. This
helped in my intercase comparison and modified inductive analysis to articulate themes shared
between the cases through a creative synthesis process. For example, immersing myself in the
data in this way helped me to resolve the apparent conundrum of why most of the participating
entrepreneurs do not tend to join local groups or associations yet deeply value community and
collaboration. It also helped me discover the evolution of entrepreneurs from building products
and services to embracing the business model and organization as their focus. I was also able to
find the common ground between entrepreneurs who spoke of the positive impact of selling their
business one day and those entrepreneurs who spoke of building a sustainable, innovative
business with no “exit.”
Inclusion of Verbatim Interview Extracts in Body of Report
This multiple-case-based study was designed to better understand, beyond my
preliminary observations, the real-world qualities of people and organizations that are part of an
emergent phenomenon. Effective description of the practice (or praxis) of participants (in
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contrast to the misrepresentations and inaccuracies about entrepreneurs revealed through the
literature review) can be achieved by articulating the characteristics driving their decisionmaking and presenting the rich narratives arising from their interviews. Flyvbjerg (2001)
recommended that case researchers avoid the temptation to “distill them into formulas or
standard cases” (p. 85) so as not to erase “phenomenological detail in favour of conceptual
closure” (p. 85). Therefore, to ensure the nuances of each case were retained (while the shared
and distinct characteristics across the cases were still articulated), thematic intercase text analysis
was done, but representative verbatim extracts were captured and organized according to their
coded meaning units.
Ethics
This study met the requirements of the Tri-Council Policy Statement: Ethical Conduct for
Research Involving Humans (Canadian Institutes of Health Research, Natural Sciences and
Engineering Research Council of Canada, & Social Sciences and Humanities Research Council
of Canada, 2010) and the Royal Roads University Ethics Policy (Royal Roads University, 2011).
Royal Roads University Ethics Committee approval was given on August 26, 2016. There was
minimal risk involved in this research.
Ethical considerations included paying close attention to the power relationship between
me as the researcher and the participants. I investigated successful entrepreneurs who were
founders or cofounders of their own companies on topics that did not pose a risk to them or their
business. That said, I spent quite a bit of time and attention on normalizing the consent process,
aiming to balance the casual communication style of successful entrepreneurs with the necessary
rigour and ethics required. Initial contact and explanation of the research was completed with
each entrepreneur through phone and email contact, following Ethics Committee–approved
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“Guidelines for Telephone or Online Electronic Contact” (Appendix H). The interviews were
conducted with each individual in private at their workplace. Participants provided their
informed consent by reviewing and signing the “Letter of Informed Consent” (Appendix A)
before the interview began. Participants understood, through the consent document, that Royal
Roads University had a Research Ethics Board that had examined my proposed research and
procedures prior to any data collection. They also understood that the purpose of the Research
Ethics Board was to confirm that I, as the researcher, had done my due diligence to ensure that
the project satisfied all components necessary to proceed in an ethical manner. A clear
understanding of research use and dissemination was also critical (Calabrese, 2009). Through the
consent process, participants were advised that collected information would be used in the
dissertation, an accompanying website, and possibly conferences, presentations, and
publications. Each participant had the opportunity to withdraw from the study at any point in the
process or continue with the project confidentially. If a participant had wished to withdraw, up
until the point that their data was integrated in the analysis, all their data (digital and hard copy)
would have been erased and physically destroyed through shredding.
My laptop, smartphone, and PC computers are password protected. Audio recording
cards, printed drafts, and handwritten notes were locked in a cabinet with a combination lock that
only I could open. Data were stored on my PC computer local hard drive, and data was backed
up to Dropbox in password-protected folders. Dropbox is a US company; therefore, US
authorities are legally entitled to access the data under the Patriot Act. The Office of the Privacy
Commissioner of Canada has stated that privacy risks from the US Patriot Act are no greater than
the risks from domestic or other foreign law enforcement bodies (Stoddart, 2004). My home
(where my office is located) is also protected by an alarm system.
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Study Rigour and Trustworthiness
Shenton (2004) built upon the work of Guba (1981) to provide researchers with a series
of strategies to help increase the likelihood that the results of their qualitative research studies are
trusted. Using Shenton’s strategies as a basis, I now discuss my study’s rigour and
trustworthiness. To begin, I used the comparative case study approach, a well-recognized
methodology that is gaining increasing acceptance among social scientists. As Flyvberg,
Landman, and Schram (2012) explained,
Case studies, using whatever methods help them address the issue being studies, are no
longer a marginal form of social science research. . . . Only once we begin to practice
contextually sensitive phronetic social science will social science research be living up to
its potential as real social science that informs efforts to enhance practical wisdom and
does so in ways that promote positive social change. (p. 25)
Further, I have spent years learning about and working with the types of organizations
and founders who participated in the study, and I also pretested research questions and activities
with members of the entrepreneurial innovation community who are separate from the study
sample. My sampling method has been clearly articulated and provided a diversity of participant
profiles and locations. The interview protocol and activity design helped to provide multiple
points of discussion on the same topic through iterative questioning, probes, and projective
techniques. Participant responses that appear to show divergent views are presented and further
explored in the study. Context for the study is provided by sharing my background, relevant
qualifications, and positionality. A rich description of the phenomenon being examined is
provided throughout, with preliminary observations shared in detail, as well as full verbatim
interview extracts in the body of the document. The findings are also linked back to past research
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findings in the literature review. Lastly, I have shared all my research instruments and have also
used diagrams, lists, and tables wherever possible to demonstrate processes of analysis and
creative synthesis across cases to find shared thematic meaning in the varied interview
discourses of the participants.
Summary
This chapter explained the methodology and research design used to explore the
characteristics of entrepreneur business founders (and their organizations) who are part of an
emerging model of entrepreneurial innovation. Using a comparative case study methodology, a
series of semistructured, interactive interviews with a purposive stratified sample of 10
entrepreneurs in two Canadian provinces were completed over 2 months. As a result of
situational constraints and a delimited dissemination approach, participant confidentiality was
maintained in the dissertation. In this chapter a reflection on opportunities to streamline the
interview guide for future research was followed by a discussion of data analysis and coding.
The chapter concluded with a review of ethical standards maintained during the research, and
efforts to ensure study rigour and trustworthiness were outlined. The next chapter presents and
discusses the study results as well as introduces a diagram of the resulting model of
entrepreneurial innovation.
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Chapter 4: Results and Discussion
In order to provide a clear line to the thesis of this dissertation, an overview of the study
findings is presented in this first section, including a data frequencies mapping for the emerging
themes. This presentation order is opposite to the research process of discovery for the reader’s
convenience; to help the reader navigate the rich content presented in the verbatim tables and
values mapping that follow in the next section. This chapter is laid out as follows:
•

overview of findings;

•

founder characteristics themes—reports on the results related to the qualities, goals, and
perceived needs of the entrepreneurs;

•

organizational formation themes—reports on the results related to the way the
organizations were formed by the entrepreneurs;

•

organizational qualities themes—reports on the critical qualities of the organizations;

•

policy and program reform themes—reports on the participant recommendations for
government; and

•

intercase content analysis results and discussion—organized sequentially by section.

Overview of Findings
In the next section of this chapter, a thematic analysis of the intercase content analysis
results is presented. These emerging themes, as Flyvbjerg (2006) explained, have the potential to
“enter the collective process of knowledge accumulation” (p. 227) in entrepreneurial innovation
policymaking and programming. Therefore, the thematic analysis results are ultimately
organized in relation to founder and organizational characteristics—in other words, to respond to
the research question and subquestions, as well as to inform public policy, funding, and program
reform opportunities.
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With the semistructured interview research design for this study in mind, as well as the
conversational nature of the interactions with the participants, examples of quotations that were
characteristic of the presented subcategories and themes have been selected to provide examples
for the reader. Further, certain quotations included more than one theme and were coded for
multiple themes in the analysis, but they were not replicated in this document; instead they were
featured as examples for one of the multiple themes.
In mapping frequencies for data analysis, each of the tables featuring verbatim quotations
in this study includes a footnote indicating the number of entrepreneurs represented in the
content of each table, and to provide additional transparency to my analysis process, I have also
mapped the frequencies of the data categories, related participant verbatim quotes, as well as
relevant observational data to share the approach and essence of the modified inductive analysis
process that led to the thematic categories of the founder and organizational characteristics,
described in the next section. The top three value category rankings (Embrace Change, Do
What’s Right, and Build the Future) are also mapped to the founder and organizational
characteristics. Appendix G features the table with this frequency mapping.
Founder Characteristics (Research Question Results)
This next section presents a thematic analysis of the founder characteristic–related results
emerging from this chapter’s intercase content analysis and discussion. It answers the study’s
principal research question: What are the qualities, goals, and perceived needs of successful
business founders who appear to be part of a new phenomenon in entrepreneurial innovation? To
do this, I analyzed the categories of the intercase analysis and merged them where they
represented similar characteristics. For example, the “Becoming a Better Person” category was
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merged with the “That I’m Still Learning to be a Leader” category. The new merged category
and a summary description is then provided.
Before presenting and describing the qualities, goals, and perceived needs of these
entrepreneurs, I will share part of a conversation with a colleague from Alberta, with whom I
was discussing the deep roots in agriculture that often get forgotten in the entrepreneurial
business culture of Calgary. What emerged from our conversation is an analogy that I believe
captures the essence of the deep sense of connection the entrepreneurs in this study have with
their businesses: “This type of entrepreneur looks at their business the way a sustainable farmer
looks out on their fields as the sun rises on a warm spring morning” (M. Stanners, personal
communication, November 2, 2017).
Founder qualities. This subsection presents the nine shared qualities of the founder
entrepreneurs who participated in the study. Each quality is accompanied by a descriptive
summary (see Tables 2–10).
Thriving amid change and ambiguity. The process of entrepreneurial effectuation is an
iterative search for a business model that works in a dynamic environment, not the execution of a
set plan. The top values category for the entrepreneurs was “Embrace Change,” and they
described the process of entrepreneuring as an adventure or journey. Every day they iterate and
experiment to find solutions; seek the pleasure of solving the challenges that arise; balance daily
risk and reward considerations for themselves, their business, and their stakeholders; and build a
business designed to effect change in their industry and the world. (See Appendix J for a range of
participant quotations reflecting entrepreneurial effectuation.) Here is an excerpt from an
interview with one of the participants, echoing the effectuation mindset and process:
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And then, I’d say if you have a startup idea, just test it, you know? Don’t just sit on it and
eat it and not do anything with it. Just start testing it. And if you have something that is
creating value for someone, talk to as many as those kinds of people as you can before
you spend too much money on rolling out something. Just really get a lot of feedback and
just, you know, you’re young. That’s the point. I really—you don’t have mortgages and
things holding you back. And on the flipside, if you do get, you know, find yourself in
your 40s and you have a great idea, don’t let the burn rate of life hold you back, either.
Like, there’s always ways you can do this. You know, there’s always ways. . . . . If you
have a business idea, just take the first steps towards it and talk to as many customers as
you can. That’s my—the biggest startup advice to people is talk to as many people as you
can and get feedback and hone in on it and test it, test it, before you spend money or raise
money or do any of that kind of stuff.
Table 2
Founder Quality: Thriving Amid Change and Ambiguity
Founder quality

Thriving amid change
and ambiguity

Number of
participants
represented
3
9
5

Verbatim data category contributing to insight
(Value ranking #)
Figuring Out a Path
Embrace Change (#1)
Legal (Filing Patents)

A deep sense of personal accountability. These founders feel a profound sense of
responsibility towards the people who have taken the leap to join them on their innovation
journey. Creating a job (or providing regular project work) for another person is not just an
economic productivity number for their city or province. It is the creation of meaningful
employment, a family income, and a place of belonging for another person—one of the most
rewarding and humbling aspects of their role as a business founder.
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Table 3
Founder Quality: A Deep Sense of Personal Accountability
Number of
participants
represented
5
10

Verbatim data category contributing to insight
(Value ranking #)
Bootstrap (Do It Yourself)
Do What's Right (#2—tie)

Called to do the work they love. This is a vocation, not a job. There is no discussion of
work-life balance; this is work-life integration. This is why a certain type of entrepreneur
perseveres when others who just have a startup idea abandon the quest. They love the work.
They love solving hard problems with their team and collaborators. They are pursuing something
they “can’t not do.” Happiness is reframed as contentment arising from deep connection with
their work. Personal and family sacrifices are many—but the work and feeling of
accomplishment is worth it.
Table 4
Founder Quality: Called to Do the Work They Love
Number of
participants
represented
8

Verbatim data category contributing to insight

A Great Day at Work

Architecting a business. Though the product that gets brought to market may be what is
most noticeable to clients, government, and the media, it is the business model and the company
that becomes (over time) most interesting to the entrepreneur. The founder makes the emotional
transition from being a practitioner who makes things or provides an expert service (e.g., as a
software programmer, engineer, lawyer, photographer, graphic designer, consultant) to taking on
the role of leader and designer of their business. As the business scales, they often have to leave
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behind much of what they used to do as a practitioner on a daily basis—and rise to the challenge
of building a great business. The satisfaction becomes less about the actual product (although
they are proud of what their business produces) and more about the impact of the business model
and the people who have joined them in the pursuit of a shared objective.
Table 5
Founder Quality: Architecting a Business
Number of
participants
represented
4
8

Verbatim data category contributing to insight

Important Challenges
Designing the Business

Personal development through entrepreneurship. The business is also a conduit for
personal development. Becoming a better leader, learning to help others reach their potential,
overcoming serious personal and business challenges, improving interpersonal communications
skills, seeking mentorship and mentoring others, achieving a position of influence in their
community, speaking in public to large groups as an introvert, building a global community from
the ground up, accomplishing systemic change in an industry—these are all personal
development milestones reached by the entrepreneurs in this study. They are self-aware and
realize that the business provides an opportunity for them to evolve and improve.
Table 6
Founder Quality: Personal Development Through Entrepreneurship
Number of
participants
represented
3
4
2
9

Verbatim data category contributing to insight

Personal Rewards: Becoming a Better Person
Misunderstand About Me
Hands-On Continual Improvement
Good, Better, Best (#3—tie)
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A strong sense of personal agency. “A ‘sense of agency’ refers to the subjective
awareness that one is initiating, executing, and controlling one’s own volitional actions in the
world. It . . . is tightly integrated with one’s ‘sense of ownership’” (“Sense of agency,” n.d., para.
1). These entrepreneurs exude this sense of personal agency over their lives through such
decisions as rejecting working for another company, deciding to bootstrap and design their own
global businesses, choosing to change something about their industry or community, creating
opportunities for others, working around red tape to find a way forward, rejecting government
subsidies (in some cases), taking on the role of spokespersons in their industries, and so forth.
This sense of personal agency empowers this type of entrepreneur to design their work life in the
way that is most meaningful and rewarding to them. They do not need to make up for an
unfulfilled work life by living for weekends and vacations or giving back to their communities
after retirement.
Table 7
Founder Quality: A Strong Sense of Personal Agency
Number of
participants
represented
3
8
9

Verbatim data category contributing to insight
(Value ranking #)
Competitive Strategies as an Entrepreneur
Government (Financial Support)
Embrace Change (#1)

Working on incremental progress towards a longer term vision. These entrepreneurs are
much like sculptors working in marble—the vision of the final creation is always kept in mind,
but they focus daily on transforming a small piece of the stone through hard and thoughtful
work. As they learn and realize (sometimes surprising) outcomes in their daily work, the vision
may adjust slightly, but the focus is always on iterating forward through continuous action and
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improvement. This approach is in stark contrast to the mythical high-tech entrepreneur story of
“fast money, fast products, fast growth, and fast business sale.”
Table 8
Founder Quality: Working on Incremental Progress Towards a Longer Term Vision
Number of
participants
represented

Verbatim data category contributing to insight
[Observational data]
(Value ranking #)

4

Personal Rewards: Living a Good, Meaningful
Life on My Own Terms
Advice to Youth
Hands-On Continual Improvement
Entrepreneurial Effectuation
Innovation (R&D)
Success (Dream)
Designing the Business
[Length of time in the business]
Good, Better, Best (#2—tie)

7
7
9
3
3
4
10
9

Building community by creating something together. These entrepreneurs often work in
isolation from their peers and do not typically join local groups and associations, yet community
is very important to them. The distinction is that, for these founders, community emerges from
like-minded people “rolling up their sleeves” to build something great together and solve
problems together. The company’s employees, their customers, their suppliers, their
collaborators are their community. If a local group or association is focused on building things
together or working actively towards a goal, the entrepreneur is more likely to join. If not, the
entrepreneur would rather be focused on collaborating productively with their own community.
McMillan’s (1996) sense of community theory echoes this need for shared purpose and specific
goals in a vibrant, sustainable community.
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Table 9
Founder Quality: Building Community by Creating Something Together
Number of
participants
represented
5
7
5
3
5
6
3
7

Verbatim data category contributing to insight
(Value ranking #)
Friends and Family Impact
Belonging to Local Groups
People (Job Creation)
People (Suppliers)
Valley Style (Silicon Valley)
Community (Community)
Marketing (Communications)
We’re in It Together (#3—tie)

Bringing life and work history to the role. These entrepreneurs were not new graduates
when they started their business. They brought the life experiences of people in their 30s, 40s,
and 50s. They had a range of educational backgrounds. Their various work experiences included
corporate jobs, small business roles, consulting work, professional services, global business
travel, and startup team experience. As they recommended in the Advice to Youth section of this
study, they first learned about industries from the ground up, figured out (on their own or
through mentorship) how business worked firsthand, discovered something they were really
interested in pursuing—and then they started their businesses with that knowledge and
experiential context.
Table 10
Founder Quality: Bringing Life and Work History to the Role
Number of
participants
represented
5
3
10

Verbatim data category contributing to insight
[Observational data]
Schools (Universities)
Advice to Youth
[Work history and age]
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Founder goals. This subsection presents the shared goals of the study participants. As
has already been discussed in this paper, the goals of these entrepreneurs are different from what
the media typically convey when perpetuating the mythology of the college dropout high-tech
startup founder and their fast track to a billion-dollar-unicorn-valuation company. Through
review and refinement of the interview results and categories related to the entrepreneur’s goals
(success criteria, reasons for starting their business, advice, storytelling about their journey,
photo cards, word reactions), nine themes emerged as the key goals for these entrepreneurs. They
are presented here in table format (see Tables 11–19).
Table 11
Founder Goal: Create a Business I Love to Work In—and Create Opportunities for Others as a
Result
Number of
participants
represented
5
3
2
7

Verbatim data category contributing to insight

Personal Rewards: Completing the Journey of
Bringing an Idea to Life
Success (Satisfaction)
Success (Happiness)
Advice to Youth

Table 12
Founder Goal: Meaningful Work and Leaving a Legacy—Slow and Steady Growth in Service of
This
Number of
participants
represented
8
3
1
2
4

Verbatim data category contributing to insight
[Observational data]
(Value ranking #)
Build the Future (#2—tie)
Advice to Youth
Defining Success
Figuring out a Path
[Family or employees to inherit business]
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Table 13
Founder Goal: Rewards Beyond Monetary Wealth—Money Can Contribute to Quality of Life up
to a Certain Point, but Wealth Also Means Getting a Sense of Satisfaction From Your Work,
Freedom to Choose What You Do With Your Time, Good Health, Lasting Relationships With
Friends and Family, Integrating Your Work and Life, and Creating Opportunities for Others
Number of
participants
represented
8
4
4
2

Verbatim data category contributing to insight

Personal Rewards: Finding Lasting Meaning in
Work and Building a Legacy
Defining Success
Success (Wealth)
Capital (Money)

Table 14
Founder Goal: Money as Fuel for New Projects—Sales Indicate the Market Has Accepted Your
Idea; Profit Is Fuel to Keep the Company Evolving and Innovating
Number of
participants
represented
4

Verbatim data category contributing to insight

Sales (Profit)

Table 15
Founder Goal: Grow the Pie for Everyone—Instead of Only Battling With Competitors, Create a
Bigger Market and Opportunity for Everyone
Number of
participants
represented
3
2
2
8

Verbatim data category contributing to insight
(Value ranking #)
Competitive Strategies for Entrepreneurs
Government (Financial Support)
Community (Community)
Build the Future (#2—tie)
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Table 16
Founder Goal: Make a Positive Impact—on Your Team, Community, Clients, Industry
Number of
participants
represented
8
3
10

Verbatim data category contributing to insight
[Observational data]
(Value ranking #)
Build the Future (#2—tie)
Community (Conferences)
[Improve lives of customers, build a better
solution]

Table 17
Founder Goal: Build Something Great for Your Clients—Don’t Think Too Much About
Competitors, Create an Innovative Product With Your Team to the Delight of Your Customers
Number of
participants
represented
3
1
3
5
5
2

Verbatim data category contributing to insight

Personal Rewards: Customer Satisfaction
Creating Delight for Your Clients
Sales (Indicator)
Hype (Unicorn)
Innovation (Creating Value)
Community (Culture)

Table 18
Founder Goal: Keep It Lean to Mitigate Risk and Be Nimble—Figure Out How to Scale the
Business While Optimizing the Need for Financing and Employees; “Too Much Money, Too
Early, Kills Businesses”
Number of
participants
represented
5
3
2
3

Verbatim data category contributing to insight

Marketing (Marketing)
Bootstrap (Small)
Place (What's Canadian About the Business?)
Capital (Venture Capital)

ARTICULATING THE GEMINI MODEL

125

Table 19
Founder Goal: Reach Human Potential—Realize Your Personal Potential and Help Others
Achieve Theirs Too
Number of
participants
represented
9
4
4

Verbatim data category contributing to insight

Good, Better, Best (#3)
Teacher
Schools (Academic Papers)

Founder perceived needs. Through review of the emerging categories and subtopics of
the participant interviews related to needs (challenges, advice, word reactions, photo cards), the
entrepreneurs’ perceived needs have been refined and synthesized into six categories (see Tables
20–25).
Business setup one-stop shop for first startup. When starting a small business with the
potential for growth (a startup), you need drop-in access to subject matter experts just to help in
the basics of legal, accounting, public relations, pricing strategy, reading a balance sheet or
income statement, setting up a basic contract, and so forth. It would reduce a barrier to getting
started by eliminating the cost and hassle of setting up the business basics before having any real
revenue.
Table 20
Founder Perceived Need: Business Setup One-Stop Shop for First Startup
Number of
participants
represented
4
5

Verbatim data category contributing to insight

Legal (Trademarks)
Marketing (Brand)
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Global economy operations advisory and streamlining. Taxes, required withholdings,
regulations, and tariffs are all very behind the times and difficult to navigate if you have a global
software platform or are running a digital global business of any kind. If Canada could innovate
in this area and streamline these operational processes for these businesses, it could create a
strategic advantage for Canadian entrepreneurs.
Table 21
Founder Perceived Need: Global Economy Operations Advisory and Streamlining
Number of
participants
represented
8

Verbatim data category contributing to insight

Government (Taxes)

Talent pool. Help entrepreneurs find and retain the right talent with modern skills that
will fit in an entrepreneurial innovation culture—particularly in product management, project
management, digital marketing, data management or science, and software programming.
Table 22
Founder Perceived Need: Talent Pool
Number of
participants
represented
3
7

Verbatim data category contributing to insight

Advice to Government
People (Talent)

Make it easier to grow. It’s harder to grow a business when there is too much paperwork
for a small grant; too rigid and frequent reporting on the use of government funding; too many
strings attached to intellectual property in a possible collaboration with a university; too much
City Hall red tape to set up an office; high-bandwidth internet does not reach the building; no
bank will provide seed funding, growth funding, or a credit card to the business; there is no
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public transit option near an affordable office space; or there are no incentives for local
enterprises to work with startups. You need a collective effort between business, government,
education, and entrepreneurs to remove as many barriers as possible, so these entrepreneurs can
focus more of their efforts on building great businesses.
Table 23
Founder Perceived Need: Make It Easier to Grow
Number of
participants
represented
5
8
5
3

Verbatim data category contributing to insight

Advice to Government
Banks
Government (Red Tape)
Shipping (Manufacturing)

Help promote the business and its people. The entrepreneurs find it difficult to get
connected with local customers when they were starting out and refining their innovations; as
mentioned, some of the businesses just decided to target a global audience from the start. For the
Calgary-area entrepreneurs, there was a sense that few Calgarians knew about their globally
successful businesses—instead more traditional industries and business leaders were discussed
by Calgary media and celebrated with community awards and so forth. In Victoria, participants
expressed that the community and media were more supportive of their local innovative
businesses, and the career path of entrepreneurship was becoming more normalized as an option.
Table 24
Founder Perceived Need: Help Promote the Business and its People
Number of
participants
represented
5

Verbatim data category contributing to insight

Advice to Government
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Peer mentorship for founders. Whether it’s a first business or a new venture after a
successful exit, entrepreneurship can be a lonely and stressful—if ultimately satisfying—
endeavour. Even the most seasoned entrepreneur needs a safe place to share fears and concerns
with a supportive and insightful peer who is not involved in the business. Mentors can’t drop in
and out of an entrepreneur’s life in an accelerator program—this will be a sustained peer
relationship that may last for years.
Table 25
Founder Perceived Need: Peer Mentorship for Founders
Number of
participants
represented
2
2

Verbatim data categories contributing to insight

Advice to Youth
Advice to Government

Organizational Formation (Research Subquestion 1 Operation and Development)
This next subsection answers the first of two research subquestions: “Why did these
founders form their organizations in the manner they did?” To refine and develop the categories
for this topic, I reviewed the intercase comparison results and looked for data related to why the
founders started their businesses and how they were shaped over time. Seven categories
emerged, for which I have included a summary description and, in some cases, an illustrative
interview extract that has not yet been shared in this paper (see Tables 26–32).
The founder wants to create an interesting job for themselves where they can
collaborate with others. They want to integrate their interests with their work, so they can
ultimately spend their life doing something meaningful that they love. Here is an excerpt from a
participant interview that illustrates this point:
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So basically, I wanted to create an interesting job for myself, truth be told. Nothing
fancier than that. I wanted to and what I was really driven to was working with teams,
with being autonomous with getting deeper, so sort of seeking insight and trying to figure
things out. So that was—and I knew I wanted to create a business. I wasn’t sure what it
was going to be. This is really my first major business.
Table 26
Organizational Characteristic: The Founder Wants to Create an Interesting Job for Themselves
Where They Can Collaborate With Others
Number of
participants
represented
3
2
7

Verbatim data category contributing to insight

Success (Satisfaction)
Success (Happiness)
Advice to Youth

The founder wants to work towards realizing a creative business vision they care
about. They would not be able to have the freedom to explore and develop their compelling
business idea if they worked inside another company. Their strong sense of personal agency
helps them take the leap into entrepreneurship. Here is an excerpt from a participant interview
that illustrates this point:
I came to the conclusion I didn’t have the energy to [take the job offer to be a junior
business executive in a large multinational I’d been working with as a consultant]. I was
just tired of all of the . . . it’s not business that’s difficult, it’s business. I was just tired of
all of the impediments to getting something done and, and so really, I had that offer,
which is a great one. I mean it was innovative, it was new technology, it was an extension
of what I knew. It was, you know, with some high-power [people]. It was easy to see a
pathway of success and then future growth and building a career there. And it was also a
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really good offer at the time in terms of pay. . . . I’m quite literally being offered a junior
executive role and it takes you where it takes you. And it adds a whole other row of zeros
to your expectations. And I, my other option was to pursue, basically, [the path I’ve taken
with this company I started]. And I was at a . . . there was sort of a family reunion and I
was there with my brother and I was kind of distracted and he asked what was going on
and I explained. I said, look, I’m turning down a job that’s probably, you know, worth,
you know [at the age of] 30 or whatever, 31, probably more salary than any of our
relatives have ever been offered. I’m going to—I don’t really know what to do. And I’m
going to turn it down. . . . And he says, “I know what you’re going to do.” And he said,
“You’re going to do what you want to do, not what you think you have to do.”
Table 27
Organizational Characteristic: The Founder Want to Work Towards Realizing a Creative
Business Vision They Care About
Number of
participants
represented

Verbatim data category contributing to insight
(Value ranking #)

5

Personal Rewards: Completing the Journey of
Bringing an Idea to Life
Effectuation
Build the Future (#2—tie)

5
8
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The first location is not a strategic decision. They begin the business where they live
and often have family ties to the location. Affordability and availability were the main criteria for
the first building where the new business operated.
Table 28
Organizational Characteristic: The First Location Is Not a Strategic Decision
Number of
participants
represented
3
9

Verbatim data categories contributing to insight

Place (Building)
Place (City)

The business is typically bootstrapped. Banks will not lend them money for their small
business. The entrepreneurs want to keep control of their new business instead of looking for
venture capital too early. (They recognize that venture capital has a valuable role to play at
certain points in the lifecycle of specific entrepreneurial firms and business models that have
large capital investment needs—but also realize that most companies do not need, or get, venture
capital.) Often the process to apply for government funding is too much trouble for what it is
worth. Friends and family are often willing to provide seed funding. Today, a digitally enabled
business can be started with very little money. If they have sold a previous business and have
available funds, they self-fund the next business. Here is an excerpt from a participant interview
that illustrates this point:
Yes, self-funded. So that was going on with this third business, and so we had the whole
team pony up and then we made it through totally self-funded and we had different offers
of venture at different times but chose not to because we never wanted to cede control of
the business the way that venture capital wanted. Not that they changed control of the
investment, but if stuff ever—if we ever missed, you know, a couple of quarterly targets
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then they had the ability to reach in and support, and we never wanted to give them that
kind of control.
Table 29
Organizational Characteristic: The Business Is Typically Bootstrapped
Number of
participants
represented
5
3

Verbatim data category contributing to insight

Bootstrap (Small)
Bootstrap (Startup)

Lack of local customer density. During the very early days of this type of business,
concepts and experiments are often iterated within the local market, but once a business model is
found, the lack of local customer density means they have to reach outside the local market.
Some of the businesses were global from the first day, due to the nature of their industry (where
the customers were for their offering), the difficulty in securing Canadian clients with a new
concept, and the ease of reaching a global market today with the internet and global travel. Here
is an excerpt from a participant interview that illustrates this point:
That’s interesting because I didn’t even realize that we were global. I mean we just did
what we needed to do. But I didn’t—I never looked back and said, “Gee, why did we just
go global out of the box like that? Like what triggered us to think we could do that?” And
then the same thing is now with this company I didn’t even think that of course we have
to go global, it’s just a natural thing. Some other folks I’ve been mentoring . . . and they
just want to stay local and I was like, ‘Well if you really want to do this, you’ve got to go
global.” That to me is just a natural.
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Table 30
Organizational Characteristic: Lack of Local Customer Density
Number of
participants
represented

Verbatim data category contributing to insight
[Observational data]

2
2
10

Shipping (Exporting)
Place (Running a Business from Canada)
[Expanded outside their local market early on]

Early cashflow is reinvested in the business as much as possible. Even if it requires
significant personal, family, and lifestyle sacrifice in the early days of the business, money is
seen as fuel to keep the company viable and evolving.
Table 31
Organizational Characteristic: Early Cashflow Is Reinvested in the Business as Much as
Possible
Number of
participants
represented
4
2

Verbatim data category contributing to insight

Sales (Profit)
Capital (Venture Capital)

The number of employees is kept as small as makes sense. Although creating jobs and
interesting work for their team and collaborators is something these entrepreneurs care about
deeply, keeping the business nimble and adaptable to changing market and company conditions
is important. Here is an excerpt from a participant interview that illustrates this point:
I think in general we run the business as agile as we can. That’s probably why we the
staff as small as we can so that any time we do have those types of ideas, we can do that.
Like, it very much, like a constant kind of incremental change person. Like it’s never
good enough and we always have to, like, to be building on top of whatever it is we’re
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doing. I think when you get those bigger companies, there’s so much bureaucracy in
order to even look to the side you know. So, you go through so many channels. . . . No,
we have to untrain people basically when they come in to work here.
Table 32
Organizational Characteristic: The Number of Employees Is Kept as Small as Makes Sense
Number of
participants
represented
5
1

Verbatim data category contributing to insight

Bootstrap (Small)
Capital (Venture Capital)

Organizational Qualities (Research Subquestion 2 Operation and Development)
This next subsection answers the second of two research subquestions: “What are the
critical qualities of their organizations?” To refine and develop the categories for this topic, I
reviewed the intercase comparison results and looked for data related to aspects of the
organizations’ size, location, operating style, customer relations, use of technology, culture,
business model, R&D, and intellectual property approach. To start, here is a participant interview
extract that illustrates the type of business model that is not the goal of this type of entrepreneur:
[Before I started this business, I had the opportunity to work with a partner.] And where
we really differed is I looked at it as a 5-, 10-, 15-year journey, right, to get somewhere.
And [they] saw it as 2. [They] had a 2-year business plan. I looked at that, I said you
can’t. That’s not a business. That’s an albatross. That’s you flipping a house. That’s
basically not committing to that . . . and that ultimately was why we couldn’t work
together.
The following 14 categories emerged. A summary description of the category is provided for
each (see Tables 33–46).
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Flexible size and model. While nine of the 10 participants’ organizations were micro,
small, or medium businesses (the 10th had recently grown into the large business category), the
size of the firm, number of offices, and number of employees ranged significantly among them.
What was consistent was the ability to be adaptable to changing market and company
circumstances by growing or shrinking the business and adjusting the business model as needed.
Table 33
Organizational Quality: Flexible Size and Model
Number of
participants
represented
9
2
9

Verbatim data category contributing to insight
(Value ranking #)
Effectuation
People (Talent)
Embrace Change (#1)

Leaner startup than ever. The investment required to start a digital storefront for a
global startup is minimal today compared with 15 years ago. These businesses need significantly
less capital to begin than even 5 years ago.
Table 34
Organizational Quality: Leaner Startup Than Ever
Number of
participants
represented
5
4
1

Verbatim data category contributing to insight

Bootstrap (Small)
Innovation (Tech)
Enabling Technology Evolution
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Global first. Exporting can be an old-fashioned word for this type entrepreneur who
often conceives of their business as global from the very first day.
Table 35
Organizational Quality: Global First
Number of
participants
represented
2
3
1

Verbatim data category contributing to insight

Shipping (Exporting)
Place (Running a Business from Canada)
Place (City)

Entrepreneurial effectuation in action. The business model is to draw from available
resources, limit risk, introduce an offering to a customer set, adjust accordingly based on
feedback, and so forth. Market readiness and serendipity are seen as essential elements of
business success that cannot be rushed artificially.
Table 36
Organizational Quality: Entrepreneurial Effectuation in Action
Number of
participants
represented

Verbatim data category contributing to insight
(Value ranking #)

9

Entrepreneurial Effectuation

9

Embrace Change (#1)

Customers are potential sources of innovation cocreation and investment. There was
a sense that product R&D was important to the participants’ businesses, but there was never
enough time to do all they wanted. R&D was often driven by client-backed projects.
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Table 37
Organizational Quality: Customers Are Potential Sources of Innovation, Cocreation, and
Investment
Number of
participants
represented
3
2

Verbatim data category contributing to insight

Growth (Big)
Competitive Strategies as an Entrepreneur

Technology is a means, not an end. These entrepreneurs had a shared understanding
that building technology was not the goal of their business and was just a tool used to help clients
solve problems and adapt to change.
Table 38
Organizational Quality: Technology Is a Means, Not an End
Number of
participants
represented
2
4

Verbatim data category contributing to insight

Enabling Technology Evolution
Innovation (Tech)

Not built solely for exit. Whether these firms get outside investment capital or not, and
whether the founders want to sell the business eventually or not, the common attribute was that a
real business with solid financial and operational fundamentals was considered the best strategy
in any case.
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Table 39
Organizational Quality: Not Build Solely for Exit
Number of
participants
represented
7
9

Verbatim data category contributing to insight

Capital (Venture Capital)
Success (Exit)

More modulated growth. Sustainable growth that fuels business reinvestment and
continued innovation, while providing interesting and rewarding jobs for the team, is the
founder’s goal.
Table 40
Organizational Quality: More Modulated Growth
Number of
participants
represented
5
7
1
6

Verbatim data category contributing to insight

Growth (Long-Term)
Valley Style (Incubators and Accelerators)
Capital (Venture Capital)
Hype (Hype)

Benefit from lower operating costs due to location. As the businesses involved in the
study were not located in mega-centres, they had lower business costs than if they were in cities
such as San Francisco or Vancouver.
Table 41
Organizational Quality: Benefit From Lower Operating Costs Due to Location
Number of
participants
represented
4

Verbatim data category contributing to insight

Place (Running a Business from Canada)
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“Off the beaten path” location can be a strategic advantage. They can fly under the
competitors’ radar, be seen as niche innovator by clients, away from the groupthink of typical
tech centre cities. As one of the participants said, “You have space to think here.”
Table 42
Organizational Quality: “Off the Beaten Path” Can Be a Strategic Advantage
Number of
participants
represented
2
3

Verbatim data Category contributing to insight

Place (Region)
Place (Running a Business from Canada)

Frequent travel to meet customers. The importance of getting on a plane to meet face
to face with customers and get a sense of the market was important for these innovative
businesses. Customers are a source of inspiration and collaboration.
Table 43
Organizational Quality: Frequent Travel to Meet Customers
Number of
participants
represented
3
3

Verbatim data category contributing to insight

Important Challenges
Friends and Family Impact

Evergreen product model means less focus on intellectual property. Continuous
innovation cycle with frequent updates to product and service design reduced the focus on
patents and trademarks.
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Table 44
Organizational Quality: Evergreen Product Model Means Less Focus on Intellectual Property
Number of
participants
represented
4
5

Verbatim data category contributing to insight

Legal (Trademarks)
Marketing (Brand)

Humble, low-key sales approach. The companies avoid hyperbolic claims about their
goods and services and prefer to impress customers by demonstrating their business integrity and
product excellence.
Table 45
Organizational Quality: Humble, Low-Key Sales Approach
Number of
participants
represented

Verbatim data category contributing to insight
(Value ranking #)

5
2
2
10

Place (What’s Canadian About the Business?)
Competitive Strategies as an Entrepreneur
Capital (Venture Capital)
Do What's Right (#2—tie)

Not “flying the Canadian flag.” The companies did not broadcast the fact that they were
Canadian, particularly as some entrepreneurs felt this was not an advantage with American
customers.
Table 46
Organizational Quality: Not “Flying the Canadian Flag”
Number of
participants
represented

Verbatim data category contributing to insight

6

Place (What’s Canadian About the Business?)
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Summary of the Results
This section provides two tables summarizing the resulting characteristics of these
entrepreneurs and their organization. Also, a diagram illustrating the entrepreneurial innovation
model emerging from these founder and organizational research results is presented. This model
has been named the GEMINI model for “global entrepreneurial micro-niche innovation.” Table
47 provides a summary of the results related to the primary research question. The GEMINI
model founder qualities, goals, and perceived needs were explained in greater detail in the
previous section. The table reads vertically, each column summarizing a topic.
Table 47
GEMINI Model Founder Characteristics
Founder qualities

Founder goals

Founder perceived needs

Thriving amid change and
ambiguity

Create a business I love to work in

Business setup one-stop shop
for first startup

A deep sense of personal
accountability

Meaningful work and leaving a
legacy

Global economy operations
advisory and streamlining

Called to do work they love

Rewards beyond monetary wealth

Talent pool

Architecting a business

Money as fuel for new projects

Make it easier to grow

Personal development through
entrepreneurship

Grow the pie for everyone

Help promoting the business
and its people

A strong sense of personal
agency

Make a positive impact

Peer mentorship for founders

Working on incremental
progress towards a longer term
vision

Build something great for your
clients

Builds community by creating
something together

Keep it lean to mitigate risk and
be nimble

Bringing life and work history
to the role

Reach human potential

Note. The characteristics in this table answer the research question: What are the qualities, goals, and perceived
needs of successful business founders who appear to be part of a new phenomenon in entrepreneurial innovation?
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Table 48 provides a summary of the results related to the two research subquestions about
the GEMINI model organizational formation and qualities. The table reads vertically, each
column summarizing a topic.
Table 48
GEMINI Model Organizational Characteristics
Organizational formation
The founder wants to create an
interesting job for themselves where
they can collaborate with others
The founder creates the organization to
work towards realizing a creative
business vision they care about
The first location is not a strategic
decision

Organizational qualities
Flexible size and model
Leaner startup than ever
Global first
Entrepreneurial effectuation in action
Customers are potential sources of innovation, cocreation
and investment
Technology is a means, not an end

The business is typically bootstrapped

Not built solely for exit

Lack of local customer density

More modulated growth

Early cashflow is reinvested in the
business as much as possible

Benefit from lower operating costs due to location

The number of employees is kept as
small as makes sense

Frequent travel to meet customers and get market sense

“Off the beaten path” location can be a strategic advantage
Evergreen product model means less focus on intellectual
property
Humble, low key approach
Not “flying the Canadian flag”

Note. The characteristics in this table answer the two research subquestions: “Why did these founders form their
organizations in the manner they did?” (Organizational formation column) and “What are the critical qualities of
their organizations?” (Organizational qualities column).

Figure 12 depicts the GEMINI model entrepreneurial innovation model emerging from
these founder and organizational research results.

Figure 12. The resulting model of GEMINI entrepreneurial innovation.
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Intercase Content Analysis Results and Discussion
The structure of this section follows the path the participants took as they engaged in the
interviews. Therefore, the first phase of intercase content analysis results is presented in
alignment with each interview section in sequential order. The categories and subcategories
emerging from the modified inductive data analysis are presented in table format, along with the
corresponding verbatim interview extracts. Each extract has a condensed summary phrase beside
it, and the title of each table is the assigned category. Throughout this chapter, tables containing
verbatim, rich participant narratives are presented in the body of the document, instead of being
more typically relegated to the Appendices section, with only a choice quote appearing in the
main document to illustrate a point. Providing these noteworthy participant quotations in context
directly adjacent to the data analysis results serves two purposes: (a) to retain the
“phenomenological detail” (Flyvberg, 2001, p. 85) of the study and ensure the nuances expressed
by the participants are retained and (b) to deepen understandings of the participants’ expression
of their experience in this new entrepreneurial innovation model by presenting “the strength of
their views or the depth of feelings” (Corden & Sainsbury, 2006, p. 13) far beyond what a
distilled wordcount grid or graphic word cloud could communicate.
In the table notes, I share the number of participants whose selected quotations feature in
each table—as the interviews were semistructured and participants delved deeper into different
topics of significance to them, data from all 10 participants does not appear in each table.
Quotations were selected to illustrate the results of the data analysis and are presented in a
randomized order, so, for example, the first quotation in each interview section or table is not
from the same person. Before each table, I discuss the results and share anything I observed to be
new about the phenomenon (in relation to my prestudy observations), note anything that was
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surprising or unexpected to me, and point out any areas where there were significant differences
in intercase results. (Note that in the interest of the readability of this document, the extensive
verbatim quotations related to the word reaction clusters are located in the Appendices section,
beginning with Appendix K.)
The way I have structured the presentation of these research results is somewhat different
from a traditional dissertation results chapter, so I have created a graphic to illustrate the results
presentation format and components (see Figure 13).
This is an introductory paragraph, discussing the results and any new
observations regarding the phenomenon, anything surprising, and any significant
intercase differences related to the table below.
Table ##
The Title Is the Category Emerging From the Data Coding and Modified Inductive
Analysis—Further Detail as Required
Summaries
Verbatim extracts from interviews

Condensed
summary phrase 3

“Verbatim interview extract is presented in its entirety to retain the
phenomenological detail, nuances, and depth of feelings.”
“Verbatim interview extract is presented in its entirety to retain the
phenomenological detail, nuances, and depth of feelings. This one
may be longer than the previous extract.”
“Verbatim interview extract is presented in its entirety to retain the
phenomenological detail, nuances, and depth of feelings.”

Etc.

Etc.

Condensed
summary phrase 1
Condensed
summary phrase 2

Note. Any descriptive notes required for this table.

Figure 13. Graphic illustrating the presentation format of the results in this chapter.
The Journey. Following a brief warm-up discussion about the entrepreneur’s business
status (team size, product line, market footprint, investors, new clients, etc.), the interview turned
towards the entrepreneurial journey. The questions and prompts in this part of the interview
encouraged the entrepreneurs to share personal stories of their experiences related to the process
of developing their business idea and commercializing it for growth in the marketplace. All of
the participants had already successfully founded (or cofounded) innovative businesses and
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expanded their product distribution to an international marketplace—so they had all experienced
the highs and lows of the entrepreneurial journey. The results of the interview transcript data
analysis are organized here in the following subsections: personal rewards, important challenges,
competitive strategies, evolution of enabling technology, and impact of friends and family.
Personal rewards. The participants were asked to talk about what had been most
personally rewarding for them with their business. When I think back to Chapter 1of this
document and the fairy tale journey of the mythical entrepreneur described by Read et al. (2017),
—which included fast ideas, fast money, fast hires, fast product development, fast growth, and a
fast sale allowing for retirement—the personal rewards experienced by entrepreneurs in these
businesses were markedly different.
The personal reward spoken of most frequently was finding lasting meaning in their work
and building a legacy. Examples included providing a helpful work environment for the next
generation of entrepreneurs to develop personally and professionally, spinning off other
innovative people and businesses, making lasting relationships with people they cared about,
sharing financial returns with those who had invested in them, and building an innovative and
sustainable business that could last beyond their lifetime. As noted in the extracts in Table 49,
five entrepreneurs specifically pointed out (unprompted) that making money, just building stuff,
and selling their company were not the most rewarding parts of their journey. These results
reflected the conversations that I had already had with other similar entrepreneurs in the years
leading up to this study, so I expected the participants to share this perspective. What was
surprising was the unprompted repudiation of the “fast money, products, and sale” of the
mythical entrepreneur story by so many of the entrepreneurs and so early in the interview
process. There were no significant intercase differences on this topic.
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Table 49
Personal Rewards: Finding Lasting Meaning in Work and Building a Legacy (Creating a
Sustainable Working Environment and Engine of Entrepreneurship That Helps People Realize
Their Full Personal and Professional Potential)
Summaries

Verbatim extracts from interviews

Creating a work
environment where the
next generation can
develop into great
people and professionals
(not for money)

“So, I would say if I had to pick one thing, it would be creating an
environment and jobs for a few hundred people that they find compelling
enough to speak about and in the way that they speak about the
organization. And seeing, you know, I was out for a lunch with one of our
young people who came from [another company]. He’s a young guy. . . .
He’s now leading a team of 12 or 15 people. He’s like—the conversation I
had with him was so thoughtful and so—I was just—I nearly lost it, you
know? . . . Because, you know, we have been a source of ascension for him
as a person, as a professional. And that’s kind of—that’s kind of why we
create companies, right? It’s not—you know, it depends on who you are, I
guess. But I didn’t create this company for wealth.”

The integrity with which
we achieve our goals is
more important than
what we build or the
outcome

“So, it’s this whole thing about the concept of . . . where excellence is
there—if excellence’s objective is to say this: “We’re going to make the
best product on the planet!” Right? You’re going to do it, because you
could, you may, right? But that’s not the right objective. It’s how you do
things, and again it ties in with the integrity and stuff. So how you do things
is very, very important. To me the outcome is the less important. How you
get there is extremely important.”

Building great
relationships (not
money)

“We need to find a way to make enough money to pay the bills, but
parenting, making ourselves available to our children, is a far higher
priority in my life than making money. And it’s the way that’s really my
economic counter, my currency, is far more on relationships and
connection. . . . I think it attracts the type of people we have in our business,
right? They are looking for an experience in the workplace that satisfies
something deeper than “I got my pay cheque again on every second
Friday.”

Helping the next
generation learn to
create great businesses
(not just building stuff)

“And so, we’ve got this culture of kids that come in that want to start their
own business and they’re on 24 years old and think that they know the
world, but they haven’t. And so, if we can somehow embrace that energy
and inspiration and tap it so they actually can be, have some insights so that
they leave here empowered and ready to start their own company. . . . I
think it—we’re kind of helping to nurture and culture that deeper
knowledge that they need to have before they go and yet they can still have
the excitement of an entrepreneurial startup and still be part of the upside of
it. And hopefully be set up so that they can actually launch their own
dream, right? To me that’s what gets me to work in the morning and helps
me to accept where I’m still coming up short in leading because I still have
the right, I think for me, is the right vision of why I’m here to keep this
whole thing moving to the next level. It’s not about building stuff. [laughs]”
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Building a profitable,
sustainable business
with enough profits to
satisfy shareholders, and
that I can work in every
day (not selling the
company)

“But my objective—as an investor my objective, and I’m pretty sure not all
entrepreneurs are like this, but my objective was for the dividends, was to
create a business that was sustainable, predictable, and that would have
enough profits to feed the shareholders, and that was [how] I sort of
measured success. Right. Because that’s really what I believe you’re
supposed to build a business for. And just sit there and say, you know . . . if
I was in a position where I could work a normal job, normal hours, and
have—you know, have an ability to work on the endeavour, to me that is—
that’s it. That’s the endeavour paying for itself. . . . My preferred [scenario]
is the sustainable one. My preferred one is to sit and run the business and
not necessarily have to be there every day. I probably would be. Unless
there was kayaking to do.”

Creating a business such
that my son could take
over this family business
one day

“My long-term plan is that someday my son will like to take over the
business, but that’s up to him. But no pressure on him but that—because it
is a company that I don’t plan on selling it. It’s a family business so I’m
thinking, ‘How can the family business continue?’ So, hopefully my son
will like the same things, that he’ll want to do something with it, but in the
meantime just where I’m sort of thinking is how can I keep this growing
without losing my fire.”

Building a company that
over time spins off more
products and innovation
in this province (not
selling the company)

“I really, really don’t want this company just to get sold and be, and not be
here. I really want this to be a phenomenon for [this province]. To keep
building [our products] and innovative technology. . . . I think wherever we
go with this it’s going to keep spawning more products and more
innovation here.”

Ensure your suppliers
and collaborators
continue to benefit fully
as the company grows

“Yeah and it’s like ‘Well do you have to scale? Like can’t you just say
enough is enough?’ And it’s like, ‘Yes maybe one day but today is not that
day.’ There’s a lot of weird like, ‘Oh you must be doing it for ego, money.’
No, we just want to make sure we continue to benefit more and more
people and get more money into people’s pockets, which means if we don’t
scale, well the momentum will just kind of lose that inertia. Especially as a
tech company.”

A business is a little life
that gets born into a
community. A business
can inspire change that
is for everyone.

“Lots, lots of things about community, being a community player, being a
community—like I really like being part of [this] community. . . . I’m really
proud of that because we have inspired some change in this community
that’s for everybody. . . . And I just see a business as a little life that starts
and gets born into a community. And it—if it grows up it’s being a good
corporate citizen. And so, I really see business as living beings in a
community.”

Note. Quotations from eight of the participants are featured in this table. Participant statements
contributed to the “Reward beyond monetary wealth” theme.

The next personal reward category was the satisfaction of completing the journey to bring
their idea to life. Participants expressed a mix of pride and relief that their new business idea was
accepted by the marketplace and made an impact in their industry. The new learning for me was
that the “payout” (as one participant expressed it) was less about the product and more about
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deriving personal satisfaction from the daily process of innovation and building a successful
business. What was surprising was the sense of incredulous relief, rather than celebration, that
what they felt “called” to change or create had been accepted by the world. Their sense of
vocation, their calling to do something, was expressed as “can’t not do it” and “committing to the
endeavour.” The one difference in the intercase comparison results was the impact of the
maturity of the business, in that entrepreneurs who had reached more significant milestones
along their entrepreneurial journeys (i.e., had been entrepreneurs longer) were even more
focused on deriving satisfaction from the daily opportunity to design their business and refine the
process of entrepreneurship (versus the commercialization of their products). See Table 50.
Table 50
Personal Rewards: Completing the Journey of Bringing an Idea to Life (The Sense of
Satisfaction From Successfully Taking Their Idea From Inception Through the Challenging and
Exhilarating Journey of Actually Realizing It in the Real World)
Summaries

Verbatim extracts from interviews

That this idea I had
worked out, and that the
entire team was
recognized for our work

“I think simply, you know, [that’s what’s been most personally rewarding
is that] I was driven to autonomy, but most entrepreneurs are mostly driven
by autonomy in my experience, so . . . the fact that it worked, the single
biggest thing is that. And to be admired for that. I guess that’s it, you know,
in the simple terms. . . . Yeah, we mostly try to get [team awards], we don’t
try to get [me] awards, we try to get team awards.”

A sense of relief and
pride that my outlier idea
made its way into the
world via a long and
difficult journey, it was
accepted by some
customers, and it helped
them do something
better

“So, the real rewarding thing for me is to all of a sudden see this [client’s]
organization have at least a map—at least sort of a chart by which they can
decide where they’re going to go. [And as a result, I] get this epiphany.
That’s very—I mean, that is the payout. . . . There’s a sense of relief that
somebody’s seen it, in some respects. Here’s something that’s so obvious
and there’s just this, we’ve been trying so hard to get it. And you see it, and
you just kind of like, ahh. Right? And it’s just that sense of relief and then
there’s an element of pride that [the client] got it. And the reciprocal pride
that we were able to help them. And that little thing about saying it’s just
that little ability to think differently about a problem that’s there, and so—
so that—and that is really, really satisfying. And for me personally, why do
I find that satisfying? I guess there has to be a contrarian in there. There has
to be a contrarian element about saying there’s this need to do this
differently. I guess that correlates to why I use the metaphor of the sailing
ship and not a power boat, right? That’s the hard way and that’s the way
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most people wouldn’t do it. That’s the way it had to be done and that’s the
right way to look at it. That’s the right way to focus on it. Because you
stick a big nuclear engine on a sailing ship and you blow it apart.”
The satisfaction of
bringing a creative
product into the world
after a long period of
work and the excitement
building for the next one

“Well, the most rewarding thing from a creative—being a creative person is
to have some ideas that I would personally like to pursue and to imagine
the end product . . . and be really excited about that thing at the end of the
long, long period of working hard towards that thing. That’s kind of
excitement of imagining the possibilities of this new project that I want to
do and then being able to do it and then to do it again with a new project
and to have that enthusiasm for the next project and building on the
experience of having completed other ones. That’s really satisfying to me.”

Taking the plunge to
“I literally couldn’t stop thinking about this to the point where it was
personally bring this idea bursting out of me. And I had ideas in the past and I even had conversations
I had burning inside me
with a couple who I was talking to about doing this other startup with. And
there was so much negotiation just to get to the point of like, you know,
out into the real world
who owned what and what we would do, before you even built anything.
And I was just like, I’m going to go at this alone. I don’t want a partner.
And I just knew that I had to do this. I don’t know how to describe it any
other way is that even the wanting the safety of the [corporate job], wanting
to—you know, I just knew I had to do this, because I just knew this was an
idea that I felt people would want. I wanted it. . . . Yeah. That was pretty
much what it came down to it. I can’t not do it. So that’s what I did.”
Committing to the
endeavour and
experience of building a
business with others and
seeing it realized

“Well, there’s lots of [personal rewards]. Lots. A big list. The kind of high
moment for me from my original objectives when I said I’m going to not
just be a one-[person] show, I’m going to bring people into the business,
and my objectives changed, and largely over the course of the first year
with [this company]. And what I meant to a current extent is just what I
came to realize it was actually the endeavour that was the important thing.
So, it wasn’t the success. It wasn’t the—it was just the endeavour, it was
taking on the challenge. And that’s ultimately the decision I made when I
went to do it is that, okay, I could carry on consulting on my own for ad
nauseam until I was sick of it, right? But I said the time for me to do
something that’s different, create an organization and create a pathway to
be able to be growing a business, you know, selling an idea, growing it,
delivering and building on that. Those—it was really just that recognition
that it was that journey, it was that endeavour that was the main thing.
Committing to that endeavour and seeing the rewards about the growth,
about the pursuit of that. That was the main driver.”

Note. Quotations from five of the participants are featured in this table. Participant statements contributed to the
following themes: “The founder wants to work towards realizing a creative business vision they care about” and
“Create a business I love to work in.”

The next personal reward category was the opportunity to live a good life on their own
terms. These entrepreneurs are invigorated by the daily process of work, so it was not about
having the freedom to take time off with friends and family or retire early to the Bahamas.
Participants used words and phrases such as freedom, finding purpose in work, life purpose,
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compelling, my own interests, joy, being juiced about what I’m doing, and choice over how I
spend my time to describe this personal reward. It reminded me of the expression, “Entrepreneurs
are the only people who will work 80 hours a week to avoid working 40 hours a week” (Kane,
2016, para. 5) in a regular job. This section reflected their need to have the personal agency to be
able to design their life in the way that was most meaningful and rewarding to them day to day—
not trying to make up for an unfulfilled work life by living for weekends and vacations or giving
back through charity or volunteering after retirement. This expressed sense of independence was
not new to me as these entrepreneurs had already chosen a unique business path and model.
However, what was emerging was a deeper expression and understanding for me of how much
these entrepreneurs found satisfaction in the act of working every day—and doing it on their own
terms. A difference emerging in the intercase data analysis was adaptation around the amount of
time spent at work or travelling for business influenced by the life cycle stage of their family in
terms of marriage, children, and aging parents. See Table 51.
Table 51
Personal Rewards: Living a Good, Meaningful Life on My Own Terms (The Freedom to Design
and Live a Life That Brings Me Happiness and Satisfaction)
Summaries

Verbatim extracts from interviews

Choosing how I
spend my time

“Success has, you know, a few different meanings. Success is not just the business
success. To me, success is like having choice over how I spend my time. That’s the
big word. That’s what that means to me.”

Not waiting until
retirement to
“give back,”
living life now
with integrity

“It’s like, if you put down just the hours you have awake in your life, and then you
look at the amount of hours we typically work, what’s your purpose on the planet?
Because if it’s a big, lofty goal that you can’t connect with your work, then all you
can do is try to get it back by giving money or volunteering to accomplish what you
think the set purpose is. . . . And if you actually believe this foolish North American
rich notion that your life purpose is experiences and enjoyment, while half the
world’s working on surviving or escaping danger, then really? If they’re supposed
to just keep themselves out of danger and escape things that are threatening them,
and feed their families—so survival is what their lot is, and mine is just ‘live for the
weekend and enjoy’? So, it’s weekends, vacations, and retirement? My purpose has
to be squeezed into there, but I’ve decided it’s parasailing and hang-gliding and
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adventure. Really? It can’t be included in my work? It’s like, I’ve got to find a new
reason for why I’m living; I’ve got to redefine what my purpose is—my big first
concern is that people presume work needs to be 40 hours a week, that you’re
punching a clock to put in x hours, and I don’t believe work is first for money.
Money should be a necessary by-product from the work, at least in parts, that you
can fund living, so that survival is established. . . . So, all that for me is like if you
just make work into 40 hours five, six days a week, and it’s ‘you’re in and you’re
out,’ and then good stuff and experiences and enjoyment are all funded by what you
got from your work, and then you profit-share and kick back and do charity. . . .
Then all this potential life purpose is lost in these 40 hours a week.”
Being excited
about my work
in midlife (not
money)

“And, you know, it’s just—and I’m sure these people are making tons of dough, but
I can’t imagine finding it remotely as compelling as what we’re doing. And not just
the software side of it, but, you know, the impact part of it. And it’s not really sour
grapes, I mean I know that it is very lucrative space, but it’s just, for me, at this age,
getting up and being juiced about what I’m doing is pretty important. And I just—
I’ve just never been interested in it.”

It’s not to
become
“famous,” I’m
satisfying my
own interests

“And this is because of—I don’t know, the story of [the company] of late anyway is
that they’re interested in me more personally because I am [the brand]. You know,
I’m the face of this thing that I create and . . . Yeah, it kind of makes me
uncomfortable if you want to call me a leader of something because I’m not really
leading anything other than my own interests.”

I get to
experience some
joy every day

“So, when I think about like what I do and like every day, like the word for it, I
want to have joy in my life. Like, I’m at an age where I’ve realized, like, I don’t
want to just work like a dog for something that doesn’t bring me joy. I want to,
like—joy needs to be the heart of everything I do, personally and professionally. It
doesn’t mean every moment is filled with joy. Like, that’s unreasonable and
unrealistic. But there needs—I just, I want joy in the DNA of my company and the
DNA of my daily routine, even if it’s a little joy. I love it. . . . The gratitude thing,
to me, it’s just, like, it’s so addictive. And like, you know, just like little things,
like, to me, that’s the joy. Creating joy and just designing joy.”

Note. Quotations from four of the participants are featured in this table. Participant statements contributed to the
“Working on incremental progress towards a longer term goal” theme.

The next emerging category of personal rewards was the meaning found through the
personal development opportunity that entrepreneurship and their business gave them. Three
explicit examples are given in Table 52 of how the entrepreneurs felt they had developed or
improved personally through the business. This notion of getting through the highs and lows of
the entrepreneurial journey and learning and improving themselves along the way was woven
within many of the conversations that were part of this study. It is worth noting that a body of
research regarding student engagement arising from opportunities for personal development
through entrepreneurial education exists. For example, Mueller and Anderson (2014) stated,
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What engages [the students] in the [entrepreneurial] learning process is less related to the
creation of a profitable business, but to processes of personal development and the
connection to their individual needs in order to achieve personal satisfaction with what
they do. (p. 15)
However, research on this phenomenon from a mature entrepreneur’s perspective is less evident.
The interview excerpts in Table 52 discuss the development of leadership skills, growth of social
awareness and impact, improvement of confidence, and increasing ability to manage change.
Table 52
Personal Rewards: Becoming a Better Person (Personal Development While Growing the
Business)
Summaries

Verbatim extracts from interviews

Personal
development as
a leader

“Most rewarding aspect of the business? I’m going to call—the way I would
summarize it as, the definition of me as a leader personally and professionally. So,
the way I would describe that is, you know, here [are] lots of opportunities for me
to spread my wings and learn, right? Two is that I created some amazing
foundations with folks and I love the nurture aspect of it. . . . And I’m getting
emotional about this, Sharon. This feels a little weird. . . . Well, there’s so much
that you go through, right? But for me, I think the thing that’s the most rewarding is
people saying to me, ‘When can I come work with you again? You know, you tell
me when and I am there. What’s next? I will drop everything and come and work
for you again.’ So, you know, in the early days I’m sure there’s not a lot of people
who would have said that to me. So, me developing as a leader.”

Personal
development to
set an example
for your children

“I wanted to do something that had a little more social impact for the latter part of
my career. It was spawned in part by, you know, my daughter asking me what I did
for something she was doing for a project at school. And she was very young,
probably eight or nine. And she said, “What do you do for living, daddy?” And I
started thinking about what my answer is.”

Personal
development
around the
ability to
manage change
productively

“I have really learned to embrace change. I think it’s really empowering and
exhilarating when you get that bat between your eyes or the train hits you and you
have to find a way around it. And when you get the team in the room and something
has happened, and you go, ‘We have to do something about this’ or ‘We have to
respond quickly.’ And the synergy that comes out of that problem-solving and the
teamwork that comes from that and the energy that comes to put that fire out or to
revector or change is, I don’t know, I guess I think for me it’s about growing and
not panicking about what you’re up against right now. Because you know you can
pivot and you’ve got the people and the manpower and the capability to keep
changing.”
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Note. Quotations from three of the participants are featured in this table. Participant statements contributed to the
“Personal development through entrepreneurship” theme.

The last personal reward category of customer satisfaction is linked to the earlier personal
reward of satisfaction related to completing the journey to bring their idea to life. The difference
here is that the entrepreneurs derived satisfaction in learning the customers were happy with their
product. As mentioned earlier, this is likely related to the maturity of the entrepreneur and their
business—the longer they have been active as an entrepreneur, the more they derive satisfaction
from the process of building a business versus creating or improving the product for the
marketplace. See Table 53.
Table 53
Personal Rewards: Customer Satisfaction (Hearing From Satisfied Customers About Their Use
of the Product)
Summaries

Verbatim extracts from interviews

Creating value for
customers and
changing the way
they work

“You know, what’s interesting is that when you asked that question it ended up
being about me, but I think the other thing though that’s interesting is. . . . And
this is just always implicit because I don’t do anything unless I know it creates
value—is the value we were able to create for our clients, right? Like that we were
actually truly able to change the way that they worked.”

Customer
happiness

“Oh, you know what? For me, it’s just—it’s hands down, like, the customer
stories.”

Making a positive
impact on
people’s lives

“I’m surprised that [my company] has an impact with people in the way that it has
and that’s very gratifying. And also part of the satisfaction of doing what I do is to
know that people take it to heart and that it actually has a positive impact in their
life. . . . By email, people have told me they’ve cried.”

Note. Quotations from three of the participants are featured in this table. Participant statements contributed to the
“Build something great for your customers” theme.

Important challenges. I anticipated that stories of losing customers, facing financial
constraints, travelling frequently to see customers, and letting employees go would be among the
classic entrepreneurial journey challenges faced by these entrepreneurs. What was new was the
impact of hiring the wrong people (employees and service providers), who did not fit culturally
in a startup, as well as the challenge of effectively communicating the value of a new offering to
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customers. What was surprising was hearing of the emotional challenge of shifting from being a
maker of things to becoming the leader and designer of a business. See
Table 54.
Table 54
Important Challenges (Finances, Losing Customers, People, Travel, and the Personal Evolution
From a Product Maker to a Business Builder)
Summaries

Verbatim extracts from interviews

Having to let
people go due to
financial
constraints

“So, I’ve let people go, and it’s not like there were a lot of people to let go, but it
was significant salaries for a small company. But once I did that and kind of
recovered emotionally, then I felt more joy in the possibilities of my company
once again because it’d been—I’ve been run down by all of the duties of a boss
and as the leader of this ship to make sure that it was not going to sink.”

As an engineer,
accepting that
you had to learn
how to sell

“It’s a really interesting challenge as an entrepreneur in this, or maybe a technical
entrepreneur, I would go out and sell what I could do and then hope other people
could do what I just sold, right? And accept that you don’t have any money, so this
company was started from the ground, right? So, there was no ability to even pay
people until that client has paid us, right? And so, it’s a really delicate balance. But
learning, I guess being and naturally somewhat introverted . . . so then here you’re
kind of engineering, having to [basically accept that] the key driver of our success
was going to be how well I could sell.”

Frequent travel
for business

“We’re going to have to fly a lot. That became very apparent. I wasn’t—our
business was all over the world and so we were going to have to be a small
company—that wasn’t really . . . you know, you wouldn’t put that in your game
plan unless—that—out of the gate.”

The emotional
transition moving
from technical
doer to business
builder

“Okay, there were a lot of challenges as you can imagine. Sort of, the first one was
we got one project, built a team around it, and then there was no tradition of going
to find more work or whatever. There was like, there was no structures around that
or anything. Just having to kind of reinvent myself in some respects, because my
ideals when I was going to school were all about being a really great engineer,
right. And having a deep understanding of, you know, [sciences, math,
engineering, etc.] so I could actually make real things work. And at some point, if
I was going to stay on this track, I would need to not do that, I would need to
basically be able [to] do that and I would need to go find business and manage the
company and that. So, that, that’s a very, that was quite a difficult transition
emotionally in some respects, just to sort of gave up on that idea or realized that I
would have to do it indirectly I guess.”

Losing a big
customer

“Potentially losing a big customer and realizing that you haven’t had enough of a
backup of other customers to keep you whole. So, panicking quickly on how are
we going to shore this up? And we often don’t look at the bad thing happening like
that until it actually hits you or is very, very close to reality and then it’s like, okay
we’ve got to have it quick and then we’ll shore up what we need to strengthen our

Being too
dependent on one
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employee for
technology
knowledge

negotiation position or to—so that we’re not desperate or in need of that, whatever
that is. . . . Another thing was having dependence on one employee for technology,
shoring up and making sure we surrounded that person with enough other people
so that we weren’t held ransom by one person for technology.”

Hiring so-called
experts from big
companies into a
startup and
finding out the fit
wasn’t right

“So, one of the key elements was, some of the key elements, so I was starting to
sell, starting to find people who can do the work and to probably, it’s always the
sort of natural gene to try to take it up a level all the time, right and reinvent,
rethink. When I first would go around, when we started to have a little bit
momentum was that, I’m not that expert at anything, but I’m just going to go find
the best deal I could possibly find and do all the jobs and that’s going to work
great. And so, I hired somebody to do sales, I hired someone to do product
development who’d, you know, come from [an Ivy league university] and had a
whole career doing this. That first management team was basically a disaster, none
of the people were the right people. . . . And it is so frustrating to have to do it
yourself, basically. And realize one by one, that they may be good, but I guess you
could say you start, you take a first step and then you see from that vantage point
you see a different context and you realize what you thought was a thing isn’t
actually what you think. And so product development is not just product
development, product development is innovation and execution and people
managing and figuring out metrics, so there’s all sorts of things involved in it. So,
I hired a product development manager who was used to managing in giant
companies and didn’t have any real feel for tiny efficient little teams. . . . And so,
that was a very painful time when we didn’t really have enough money to be as
flexible as I’d like to have been. But we’d been audacious to expand as much as
we had and then it was not working out and we were losing money, we had bad
morale, we’re not executing our projects well. And basically, I had to take it on to
rebuild all that stuff and in effect take on, I took on this the engineering
department management and the sales management at the same time. And trying to
find a way to drag us back into a better spot.”

Trying to
effectively
communicate the
value of a new
offering to
customers

“Yeah. So [the way we responded to that challenge was] I went back to my
engineering background and looked at it and picked up on a few things. Basically,
what we’re doing is bringing industrial engineering concepts around data. And
treating it as the electronic versions of sort of these industrial processes. And once
we started to look at it like that, that’s when the a-ha moment started to come and
that’s when we’re able to start to articulate and pinpoint the problem in a way
that’s meaningful and can generate a value proposition to our clients.”

Realizing you
need to engineer
the business, not
just the products

“Yeah, it’s, I mean, I like innovation and I like creativity and there’s—and if, what
if you could have a business, so that’s all you did, right? I mean, it would stress
the hell out of some people, because they like some stability and there’s nothing
stable about this, it’s . . . every project is brand new and every customer that we’ve
done a good job for is just in a passing place and now we’re working on the new
stuff right. So, you can never ever get comfortable and you’re always having—and
now we’re doing 30 projects at a time, right, so there’s—you better have systems.
A very important idea for me was to realize that we had to engineer the company
like we engineer a product.”

Note. Quotations from four of the participants are featured in this table. Participant statements contributed to the
following themes: “Architecting a business,” Personal development through entrepreneurship,” and “Frequent
travel to meet customers.”
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Competitive strategies. Although they were aware of their competitors, the entrepreneurs
tended to focus on building the best, most innovative offering possible for their customers, rather
than focusing on their competition’s offering—with one exception where the direct competitor to
that business was in the same city and was therefore top of mind. The idea of “growing the pie”
to create a bigger market for everyone is evident here and in other sections referring to “the
rising tide lifting all boats.” The humble Canadian default to offer a better product at a lower
price was mentioned here and in other sections, with a realization that the price was likely too
low for the value it brought the customers. See Table 55.
Table 55
Competitive Strategies as an Entrepreneur (Focus on Your Own Innovation; Be Careful Your
Pricing Isn’t Too Low; Grow the Market for Everyone to Find Their Place)
Summaries

Verbatim extracts from interviews

Focus on own
thing

“And I don’t worry about what other [competitors] are doing . . . because I can’t
control what other people are doing. So I just concentrate on my own thing and do the
best thing that I can with what I’ve created. So I don’t worry about it.”

Continue to
innovate

“So, we’ve proven that we can give depth to our customers to keep innovating and
adding change and improvements. We won’t just—we’re not just a one-trick pony.”

(Too) low
pricing again

“Yeah. So, we build something that we thought was a fraction of the price. Again, we
came out too low for price again. We’re charging [hundreds] for it, it was too low,
everything else was thousands.”

Friendly
competition to
“grow the pie”

“And it’s really funny because with [our first company], the group of customers who
catapulted [the company] to its success were the [product x] companies and now we
are putting out a [product x]. So, we’re competitors to some of our closest most
influential [early] customers. . . . And the fact that I take on this isn’t about competing
with them as much as it is about growing the pie. Because I think that every one of us
has a place there.”

Compete
directly to
distract them

“We fought them down in the trenches in the space where it wasn’t our strength. And
it was deliberate. It was basically fighting them in an area where we knew that we
weren’t going to be strong, but to keep them in it, to keep them from expanding out
quickly, and we did. We did well with that.”

Note. Quotations from three of the participants are featured in this table. Participant statements contributed to the
following themes: “A strong sense of personal agency,” “Customers are potential sources of innovation,
cocreation and investment,” and “Humble, low-key sales approach.”
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Evolution of enabling technology. The two interview extracts in Table 56 communicate
commonly held perspectives: First, that the investment required to start a digital storefront for a
global business is minimal today compared with 15 years ago, and second, that the pace and
complexity of changes in global internet technology are always something entrepreneurial
businesses need to manage. (Also see participant reactions to the word technology in the Word
reaction clusters section, beginning on p. 140.)
Table 56
Enabling Technology Evolution (Low Cost of Technology Today, Constant Internet Change)
Summaries

Verbatim extracts from interviews

Now the cost is almost
nothing for the
technology needed to
launch an online
company

“Yeah, so in a [past company] timeframe we’re still a previous generation,
right. It cost us probably about $800,000 of capital to start, to make our first
dollar of sale at [that company]. So, you didn’t have Amazon Web Services,
you actually had to buy service, you had to buy search engine licences, you
had to buy that stuff, and own it and operate it. So, before we could make our
first transaction—way back in 2000 and 2001—we had invested $800,000.
Today, you know, those businesses starting, your first investment is $8. It
might cost you, your first bill for Amazon Web Services to make your first
$200 in revenue might be $8. And so barriers to entry have come down like
that to essentially nonexistent, and so more and more people can do this. And
so that was the tail end of a generation, that there were some barriers to entry
to start this kind of stuff. Reputationally we had some advantages. So that
certainly changed. The capital needed is just nothing, right. You don’t need
capital to pull that kind of stuff off.”

Lots of technology
changes happening at
the same time

“These blocks of things that happen in society to make these moments of
change. Of course, the internet is what . . . like we are right in the middle of
that. And so, there’s all these little ecosystems of stuff on the side.”

Note. Quotations from two of the participants are featured in this table. Participant statements contributed to the
following themes: “Technology as a means, not an end” and “Leaner startup than ever.”

Impact of friends and family. Discussion included friends, neighbours, and family
helping fund the business with (relatively) smaller amounts of financial investment (angel
money). There were also parents and friends giving free business advice and support. Friends
and family members joined some of the participants in starting the business. Participants
expressed thankfulness towards spouses and children for their patience while the new business
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was not generating money and was taking much of their time. They were also thankful to longtime, patient friends who understand why they travel so much and yet stand by them. And there
was appreciation for the support of spouses, siblings, parents, grandparents, neighbours, and
friends for helping care for children while the participants were starting and growing their
businesses. See Table 57.
Table 57
Friends and Family Impact (Childcare, Advice, Financing, Loyalty, Emotional Support, Second
Family)
Summaries

Verbatim extracts from interviews

Sister helping to
raise children

“And then, you know, we had awesome support systems in place to help us, right?
So, you know, as I think about our little guys when we had [our first son] and, you
know, my sister basically raised him because I went back to work right away,
right?”

Friends providing
advice

“So, I created an advisory board about 10 years ago. It’s been—it’s quite formal
now, but at the time it was not that formal, and it was a friend of mine that I knew
in town here that had, was successfully running a company, would just come
around and we’d have long chats. And then I found another one and then we, and
then another [person] from [the US] and we kind of just turned it into a real thing.
This is that, always taking things to the next level right, how great can this be?
And so now we meet every 6 months for a full day and there’s a whole big prep
and a binder full of information and strategic questions and follow-ups and so on.”

Grandparents
taking care of
grandchildren

“On the personal side, having grandparents and a virtual village around me has
enabled me to really do this. I wouldn’t—like, if I was just living in [a big US city]
on my own, there’s no way this could work, because I have to fly out or go here or
go there. It would be extraordinarily expensive to have, you know, sitters
constantly watching the kids when I had to go do things. So that’s one thing.
Having the village was great for me to have it here.”

Friends and
family lending
seed money

“But I feel much better borrowing money from uncles and aunts and friends and
neighbours—I have all along—than borrowing from banks.”

Loyal, long-term
friends who
tolerate the
schedule of an
entrepreneur

“I mean—but for me personally, business has been very personally invasive and—
and yet I’ve had to—if I had that perspective on it I’ve had to let it morph around
where that, you know, is allowed to be malleable enough to say, well actually I’m
content where I am and don’t need to be worrying about that. But for most people
it goes to my travel schedule is ridiculous. It’s to the point where that I don’t even
know where I am, and most of my friends are long-term friends [who] just wait for
me to contact them. It’s not—they don’t expect me to be where I needed to be to
be part of their lives, which is hard.”
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Spouse providing
emotional support
and accepting the
lack of cashflow
at the beginning

“Yeah so, I think one thing that [a global entrepreneurial organization] has realized
is that people, entrepreneurs need emotional support as much as anything right.
You need to get up in the morning, go fight your battles and get beat up, and
maybe you don’t win that day and then the next morning go at it again, right. And
so I think that you have to understand the emotional trajectory or emotional energy
balance of how to be an entrepreneur as well. That’s an important piece, so in that
sense, the fact that my [spouse] was willing to put up with the ridiculous risks I
was putting our family through is bigger than everything else, right? Like at the
time when we started the company, I started the company, I wasn’t bringing home
any money, we had a baby, we had a new mortgage, we had . . . and it was a
highly, highly stressful time, right? And . . . so it was the fact that [my spouse] was
willing to just carry along and deal with that instead of demanding that I be
responsible and whatever, that’s very powerful.”

The early team
becomes your
family in some
ways

“I have [had to be on my own a lot] but I’m not really alone on that. I mean I’m
doing—the endeavour kicks in again. There’s reasons I’m going to these places
and there’s people who I’ve been close with and work with. I mean, it runs like a
family business and that’s really what it’s become, and lots of it has that
collegiate—we describe it as collegiate, but it’s really evolved more to this family
business where you know, you have this, it’s okay to like the people that work and
it’s okay to socialize with them and—in a way that’s just because you want to, not
because that’s a part of the culture of the company. [When we first started hiring
people] we lived together; we lived in the same house for 8 years. I mean if that’s
not family, what is? So there’s still—there’s lots of elements of that and that
pervades all the way through. The way the decisions are made. And we’ve had
people really mess up on misunderstanding that, come in from other companies
where they can play that game because there’s a gap between the business and the
person. And we’ve had people come in and try to exploit that. It just doesn’t
work.”

Note. Quotations from five of the participants are featured in this table. Participant statements contributed to the
following themes: “Building community by creating something together” and “Frequent travel to meet
customers.”

Entrepreneuring. Participants were asked to select at least one photograph they most
identified with in their role as an entrepreneur. The photos portrayed different people at work.
Figure 14 provides an example; see Appendix C for the complete set of cards.

ARTICULATING THE GEMINI MODEL

161

Figure 14. Example of a photo card.
In exploring their entrepreneuring (Sarasvathy, 2001b) process, the objective was to help
the participants describe the daily process of their work through analogy and metaphor,
facilitated by the photos. The actual photos chosen by the participants were not particularly
important; it was what they said about the photo as it relates to their everyday activities as
entrepreneurs that was significant. The interview extracts (and the roles of the selected photo
cards) have been organized according to the emerging categories in a series of tables.
Table 58 features interview excerpts where participants described their experience of
being an entrepreneur as if they were taking on the role of a designer of a business who also gets
others to join them in pursuit of a common goal.
Table 58
Designing the Business (Creating the Strategy and Framework for the Builders to Do Their
Work; Getting Others to Join In and Help Reach Our Goal; Make Sure Everything Works
Together)
Summaries

Verbatim interview extracts
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Designing the
business from the
ground up

Architect—“Because that’s the kind of the big picture, you know, how are you
arranging all the stakeholders, customers, competitors, suppliers, your
community, employees. How do you—you know, what’s that formulation to
create that thing, that organization that didn’t exist in the world before but is
going to exist in the world because you’re going to do it with this team of
people, and all the impacts that it has? So, of all of these, I would say that—in
the . . . business and now in other stuff that I do as well—that’s what I—I’ve
never used that word before, ever, but that’s what I would identify most with.”

Designing the
business for the
builders

Architect—“I do feel like I am somewhat creating the framework or broad
roadmap for what we’re doing and helping people, you know. The builders are
taking my vision and actually putting structure and foundation and making
meaning of it. So maybe designer might be better than architect.”

Designing a business
as you go along,
without a set plan

Architect—“For sure, because I feel like I don’t have a blueprint for where I’m
going, and I need to be envisioning the house we’re building, right? And I feel
like we’ve gotten the like main floor, but we haven’t done—you know, we
haven’t filled in all the details yet.”

Helping the builders
to realize the vision

Architect—“In the sense that I’m architecting the company and that I have
designed vision, but I’m not the one making the drawings or building the
models or . . . in the particular projects. I’m just keeping it—yeah, I guess it
probably is like being head of an architecture studio would be another way,
although that’s almost a direct metaphor for what we do right, a direct
comparable. Like Arthur Erickson has this studio, brings in all these projects,
people working on them, he keeps an eye on things just to make sure that
things are compatible with his vision and once in a while creates a vision for a
particular building and then puts it on the team or whatever, so that.”

Being the strategist in
the room

Business executive—“It’s my persona. It’s the badge I wear, right? And it’s
how I operate in a business whether I’m operating in product or technology or
sales or marketing. I always come at it from that sort of strategic sort of
executive level, right? It’s actually one of the things I’m struggling with right
now in some of the organizations in is where I fit as an executive, right, and
whether or not there’s a willingness to have that role, right?”

Getting everyone to
work together to
innovate

Chef—“I feel like it has always been that person, kind of like—or maybe like
a maestro. The being very blunt and like getting to the point and very
concerned about the product and everybody working together—now that we
all see what it works like in these fine kitchens. That was actually hidden from
us for many years and now we actually see it’s a precise operation, right?
Yeah. So, yeah, that intensity and like brain meld and working towards
creating the perfect product I think. ‘What if we did this and this and this?’
And out comes a new recipe that’s nobody’s ever thought of.

Creating a vision,
inspiration, and
systems so the others
can realize their goals

Musician/conductor—“I mean, my role is now I’m the CEO and the sales
manager. I have a chief operating officer. Almost everybody in the building
reports through that structure, so it’s not at all like I’m in the trenches per se.
I’m more creating the vision and creating the leadership, creating inspiration,
making sure the systems are working properly, and none of these things are
really about that person in that role of being a leader and helping everybody be
better to achieve their own thing. . . . I would say I’m more like a conductor.
But I’m not actually playing an instrument.”
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Orchestrating how
everything works
together

Musician—“Everything we do is about people orchestrating the market, our
employees, our customers, it’s about building products, it’s about resonating.”

Tending to everyone
to make sure they’re
ok and have what
they need to do the
work

Shepherd—“Yeah, probably more these days. The roles have changed right?
Now it’s, now I’ve got people who can do all of these [other] things. They just
need help every now and then. . . . I was thinking more employee side, it’s
more of that. But yeah, it is definitely customer side from time to time. But
they’re more here. It’s more problem-solving for them. But this is just really . .
. like, it’s not like they’re wayward. It’s not herding cats. And it’s not like
they’re sheep, because it’s not—it’s just the process of tending and making
sure everybody’s okay is really what it comes down to. Taking care of things.
You know, he’s got shepherd dogs. He’s got [people] who can do stuff.”

Setting the vision and
making sure all the
pieces come together

Sports team general manager—“I’d be like, probably not even the coach, I’m
like the general manager, like making sure all the pieces come together and
that the vision is right.”

Note. Quotations from eight of the participants are featured in this table. Participant statements contributed to the
following themes: “Architecting a business” and “Working on incremental progress towards a longer term goal.”

Table 59 features interview excerpts where participants described their experience of
being an entrepreneur as it related to embarking on a journey with unknowns along the way.
Table 59
Figuring Out a Path (Scary and Exciting at the Same Time, Experiencing the Thrill of the
Unknown, Embarking on an Adventure)
Summaries

Verbatim interview extracts

Figuring out a path in the
unknown—scary and
exciting

Astronaut—“Where it’s all black out there and I can’t see ahead of me. So
I would say, like, you know, it’s scary. It’s dark. It’s like you’re—you
know you’re going to someplace, but you know, it’s—it’s slightly
dangerous, slightly unknown. It’s really exciting at the same time.”

The excitement of
embarking on an
adventure

Astronaut—“This is our dream. We are shooting for the stars, not with the
budget that the government might have, but I think we feel in our pit the
same thing of breathlessness as you take off into space and you’re on this
adventure.”

Having the ability to see
what others can’t to find
the way

Astronaut—“Looking and finding things that other people can’t see. So
that is—that’s why I picked that. And I feel like that’s part of our role.
And, you know, as—especially in this large company corporate context
where, you know, a lot of our clients don’t know what they don’t know.”

The thrill of the unknown
on a journey

Hikers—“Always an explorer. It’s always you don’t know what’s around
the corner.”

Note. Quotations from three of the participants are featured in this table. Participant statements contributed to the
following themes: “Thriving amid change and ambiguity” and “Meaningful work and leaving a legacy.”
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Table 60 includes participant discussion about their more hands-on role in continually
improving the business with their team.
Table 60
Hands-On Continual Improvement (Committing to the Ups and Downs, the Micro and Macro, of
the Entrepreneurial Journey; Always Striving to Craft Ever-Better Solutions with Your Team)
Summaries

Verbatim extracts from interviews

Ready for the long journey

Athlete—“And there was the athlete comparison because people assume
that success comes from becoming really refined at like one thing, but
really it’s like the more success you get, you have to juggle being
moderately good at a lot of things all at the same time. I feel like I’m
training for a marathon. . . . Cool. If you’re not keeping yourself like
super mentally fit and attuned, like then you’re not going to reach your
goals. So I do see it as like it’s a giant lifestyle commitment if you want
to be successful, I think, as an entrepreneur.”

Moving forward despite
setbacks and risk

Athlete—“And what I like about this athlete picture is the high speed
forward, but you’re always going back and it’s one step forward and one
step back, and he’s looking back but he’s still moving forward and there’s
that high energy, don’t lose it. And there’s a fine thread here of risk and
how does he move to keep the ball?”

Culture of continuous
improvement to get better
over time

Athlete—“I picked because I believe in—and I think we have a culture
that is embracing the notion that there is always better, you know, no
matter what we’re doing. And it’s different from being perfectionistic,
but it’s just if we’ve done it here and we’ve received accolades—it’s like
winning an RFP [request for proposal]. You win it, you don’t learn
anything from winning it. You don’t learn anything from losing it, right?
It would be nice to actually get better at the RFPs. You know, it’s like
why did we win it? They don’t tell you that stuff. But that’s why I picked
athlete.”

Always building creative
things together

Chef—“We’re always cooking stuff up and it’s creative and it’s
building.”

Building things as a team

Construction worker–“Because we are building, teaming, and working
together.”

Always fixing problems

Doctor, construction worker–“And a doctor because we’re always fixing
stuff with the construction workers and, you know, there’s always
problems to be fixed.”

A duty to improve and
grow everything around
them to be their best

Farmer—“I feel like it is both our role, obligation, and opportunity to
grow a lot of things here, our people, our clients, the level of education of
donors and users of the platform. And just advancing the level of kind of
consciousness around issues that many people either think they know or
don’t know or just doesn’t penetrate their day to day, which ties back to
that highest and best version of people.”
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Building a business with
integrity for everyone
involved

Farmer—“We are cultivating and building, and this is the fundamental of
our business is the integrity of who we are and that earthiness of being
authentic to our customers and our employees and our business.”

Work on making the
business work well

Mechanic—“In a sense that the company is the car and my job is to tinker
with it in some respects and to make sure it’s all going well.”

Sometimes only I know
how the inner workings of
the business actually work

Mechanic—“There is . . . in that business and in the stuff I do today there
were parts of it on the models or on the spreadsheet that I alone would
work on and understand and get a feeling for it and communicate.”

Managing the daily
business of work from
micro to macro

Shepherd—“I’m herding the sheep all the time and the sheep are my todo list. So that’s my job is to manage all the things that I have to do and
hopefully, I get to do it in a nice environment that’s enjoyable and that I
get some adventure along the way, but that’s what I am. I’m a shepherd
of ideas and of to-dos and. . . . Well, I have to deal with things that are
from the small to the big on a daily basis. So, you know, the little, tiny
sheep that might go astray, I have to go look after that because it’s just as
important as making sure that the herd is still going in the right direction.
So that’s a good analogy there. Sometimes I might feel like I’m just a dog
running around barking and stuff and not really getting anywhere but. . . .
.”

Building the systems to
continuously improve the
business process and
results for clients

Factory worker, athlete, musician, and cubical worker—“This is there
because it’s important. Because this is actually what we’re—I said an
industrial process. So our outcome is to actually turn—these have both.
Have ability to be this all at the same time. . . . You need the process.
You need structure and a process to move the data. You’re taking data
and you’re moving it along the thing and you’re adding value to it. But
you’re taking it off and you’re actually taking it out and doing something
of skill. So there’s some craft to it. So, it’s that F1 car versus the Ford
Mondeo, you still have to have structure and some ability to put it
together. You still need some discipline to get stuff done. But you’re
creating and creative and you can’t do that in a super-rigid environment.
And then you’ve got to have skill and knowledge. All of those fit
together. And that’s one of the really hard things about the problem we’re
trying to solve is you need to have all of those elements. . . . And what
companies want to do, they want to be like that. They want people to do it
like that, and they don’t realize that this is what people want to be. I
identify with that because I’m building a business.”

Sometimes only I know
how all of the components
of the business work
together

Weaver—“I just think that there is a lot of complexity to trying to grow a
company in the context of, you know, it’s surprising when you look at the
survey results and some of the comments of people. It’s like, ‘I don’t
think we’re charging enough for our product’ or ‘I think we need more
policies.’ You know, it’s like because they’re bringing their playbook
from elsewhere. And, you know, the reality is I know what I’m doing.
I’m not perfect.”

Note. Quotations from seven of the participants are featured in this table. Participant statements contributed to the
following themes: “Personal development through entrepreneurship” and “Working on incremental progress
toward a longer term vision.”
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Table 61 presents participant perspectives on their role as a teacher and mentor to their
team, helping each person reach their potential.
Table 61
Teacher (The Daily Process of Helping Your Team Learn and Improve Themselves Over Time to
Reach Their Potential)
Summaries

Verbatim extracts from interviews

Always mentoring and
coaching the team to learn and
get better over time

Teacher—“There’s always—feels like there is a teaching component,
right? We would always say to our people that no matter what role
you are in, you have to be on a curriculum here in the company of
becoming a better businessperson. You have to understand how the
work that you do plugs into this thing, and this goal, and that strategy,
and that competitiveness, and that stock price, right? So always there
is that teaching and learning thing, bringing the team along, right? I
mean there is this role through casual conversations, and weeklies,
and monthly meetings, of always bringing that group along, shared
value, shared values, all that kind of stuff. There is a natural element
to this is you can’t rush this stuff, it’s a natural process. It takes time.
You have to plant these ideas in people and give them time, and
allow that crop three quarters to grow, and some fail and some work.
And so, there is definitely a natural process inside of all that that’s
going.”

Mentoring and nudging people
to realize their own potential

Teacher—“In the sense that my job is mentorship in some respect,
and helping people understand their potential and steering things
subtly to get to the right spot while people feel still responsible for
their own achievements.”

Always wanting to be open to
rethinking how something is
done

Teacher—“Because I’m usually trying to get people to rethink how
they do what they do. . . . Because I want to be challenged to rethink
how I do what I do.”

The sense that passing on your
wisdom is something you
grow into

Teacher—“So it should be teacher but it’s not yet.”

Note. Quotations from four of the participants are featured in this table. Participant statements contributed to the
“Reach human potential” theme.
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One participant expressed the sense of satisfaction they get from their responsibility to
create delight for their clients. See Table 15.
Table 62
Creating Delight for Your Clients
Summaries
Creating delight
for customers
every day

Verbatim extracts from interviews
Retail worker—“This person’s job every day is to create delight, right? Interact,
smile, cheerlead, you know, be the reason why I want to keep coming back, right?
I think about my very first job as a bank teller. Not my very first job, my first
professional career as a bank teller, and I loved it. I could go and be a barista at
Starbucks right now and probably be as happy as I am doing anything else, right?”

Note. A quotation from one of the participants is featured in this table. This participant statement contributed to
the “Build something great for your clients” theme.

A great day at work. This next interview question asked participants to describe a great
day at work. I expected the founders to discuss feeling synergy 'and celebrating achievements
when collaborating with their teams, and they did. What was new and surprising to me was the
entrepreneurs including difficult work and problem-solving as part of a great day; it was
important to them that difficult goals were achieved and their team did excellent work. It was not
about chasing happiness or having an easy and fun day. These entrepreneurs love to work. One
entrepreneur described the satisfaction of expressing themselves through their work in the
business and creating beauty in the world. See Table 63.
Table 63
A Great Day at Work (Solving Complex, Emergent Problems Together; Team Synergy Resulting
in Excellence; the Team Working Through Uncertainty and Ambiguity Themselves)
Summaries
It’s about everyone
doing great work, not
just feeling happy

Verbatim extracts from interviews
“When I think of happiness being a goal, like people are kind of like and ‘Oh,
we’re all helping, working as a team,’ like ‘Oh happiness must be really
important to us.’ No. It’s not. We focus on fun, challenges, and fun problems,
and when we solve them, we get to feel good about ourselves. But that’s our
motivation with the whatever everybody was doing. It’s how do we empower
people to do great work, not be happy at work.”
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Everyone contributing
to make the business
better

“I think that’s how you get very unhappy employees. People need to feel like
they’re contributing even if it’s just in a like Friday stand-up where it’s like
‘Oh that idea’s nice, but how about this?’ But yeah, having people be able to
have those opinions across all departments to me is pretty important.”

People OK with the
ambiguity of working
in a startup

“[We’re at] ease with uncertainty.”

It’s about the
satisfaction of
accomplishing a
difficult goal
together—not just
dreaming up new stuff

“A great day of work for me is when I can come home and . . . This is kind of
a bummer answer, but I can come home, and I know that I’ve accomplished
something, right? Whether that’s, you know, we have killed it on a product
release and I had a, you know, a hand in working with the team, whether we
sold a big deal, whether we had a board meeting, we raised some money. But
at the end of the day for me that the . . . I know I’ve had a good day. It’s not
all . . . It’s not all rainbows and lollipops, right? But we’ve got something
done. We’ve accomplished something. We’ve solved a problem. We’ve
collaborated on something, right? And that it . . . And sometimes there’s a
problem that’s outstanding and I haven’t been able to figure it out and you
sleep on it, right? I don’t have . . . That’s not a fair statement. I’ve had a lot of
bad days. So that would be my . . . My good days are filled with some sort of
accomplishment or task or got some shit done or . . . You know what I mean?
It isn’t pie in the sky and I’ve dreamed up a new widget.”

Working on hard stuff
that hasn’t been done
before

“And then there was something very good you had around complexity and
curiosity because you can’t do something easy because it’s not juicy. . . . Like
we would say to people when they were building [the product], it’s like,
‘Wow, does it feel really hard?’ ‘It does.’ Well good, because then you’re
working on the right stuff; it hasn’t been done before.”

I’ve created something
beautiful and
expressed myself

“Well, optimism is kind of ultimately the main message of [my company] is
that you know, you can create beauty in the world and you can express
yourself and you can follow your passion whether that becomes your whole
life or not, but you can still do it. It’s still important to do that and to be
positive in what you’re creating. That’s kind of the essence of [my company].
So I always have to maintain that as well in what I’m doing.”

Reached a goal
together and people
feel good that it
worked.

“Oh my gosh, there’s so many great days. Oh my goodness, oh my goodness.
The greatest day, let me think about that. A great day is when something—
when a goal has been reached and people have felt successful and like their
idea worked and it actually worked really well. I think those are great days,
when we tried this out or so and so signed. . . . A great day is also things like
the Christmas party, where you just see the families that come out and you
share, or you have a barbeque. One of the great days was in the back parking
lot, we had brought potluck and [one of our team] was bringing in his [special
food] that he got up at five in the morning to make . . . for the potluck
barbeque for a couple that got married out of our company here. Like it’s the
people stuff that make great days I think. . . . [ Interviewer: Would that have
been different 5 years ago, 10 years ago?] No, it always was, the Christmas
party was my eureka moment even at [an earlier company], seeing all these
little faces and families that were relying on your business for their
livelihood. It’s a really sobering and humbling experience to see those faces
and know how much you’re a part of their life.”

The extended business
family celebrating and
sharing time together.
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Meeting with others,
solving a problem,
working together,
gaining insights,
making sense of things

“If I could design a great workday for myself, I would have an idea about
what it’s going to be about to start with, so I would be mentally prepared, and
I’ve had a few insights that could spark those things. . . . There’s a couple
kinds of great days. One of them is, I’m getting into a—I have an important
meeting with somebody to talk about something, a project or their company
or how are we going to solve a problem inside our company. And there will a
team and we’re working together, and it suddenly becomes clear that we have
some amazing insights and how it all comes together and I’m in the middle it.
Often I am the one who has that initial spark to shape it and so those are great
days. . . . And other great days I’m just in the crew, I’m digging through
something that’s starting to make more and more sense.”

Being able to design
and work on the
business without
having to
micromanage the team

“Yeah, when I get to be [an architect or construction worker], which is some
ways when I put them opposite, that’s what I do most of my time, part of this
was—part of this was, part of the self-interest to me was to be able to do
things I liked to do. Day to day. Yeah, that was not to be told how to get my
job done. Not to have to, not to have to . . . you know, be measured on the
results. A lot of that is those are the like-minded attributes to the business that
we want people to share, because that’s what we believe in. . . . And it
actually really bothers me when I have to come in and manage someone. It
really hurts me. I hate it. Not because I can’t. Not because I don’t understand.
But because I feel so disappointed that somebody doesn’t get it. That they’re
literally somebody—and it’s usually when somebody is actively trying to [be
a factory worker]. Actively because that’s safe. You know, they know their
hours, they know what their job is. You don’t need to be too creative in that
job. You’re going to get your pay, and you’re going to do your thing and then
go home.”

The feeling of synergy
from working with a
group of people who
are engaged, driven
and feel recognized—
we will create great
things together

“So, for me, that was an amazing day, because I just sat—I sat back for a
moment, and I thought, you know, we have this culture where people love
what they do. They love, you know, the company. They believe in the
company. And, like, I almost cried. I know that sounds really, you know,
cheesy. But I almost cried, because I thought to myself, like, how lucky am I
that I get to work with this group. And I really believe when you have people
that are passionate and feel appreciated, that’s the only way you can have
extraordinary customer experience. Because if you don’t have that foundation
with the team that’s really passionate and believes in what you’re building,
then you’re not going to create, you know, extraordinary customer
experience, and then you’re not going to be a beloved brand.”

For me, this work is
always fun—it’s what
I do.

“It’s just when the time is stopped. I mean I don’t turn off really. I mean I
don’t have to, right? Because it’s what I do. I don’t have to have this active
sort of decision, I’m not going to think about work right now. If I want I
could think about work all day long because I do that sometimes. Especially
early days, to the point that it wears people out. So, I share it around. . . . I’ve
said, ‘Work for me is fun.’ ‘I’m leaving if that’s your rule. This is not fun for
me.’ And I’ve said, ‘And I also consider you unimaginative, probably lazy
and not somebody I really want to hang out with.’”

Note. Quotations from eight of the participants are featured in this table. Participant statements contributed to the
“Called to do the work they love” theme.
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Word reaction clusters. In this section of the interview, participants were asked to give
their quick reaction to a series of words on business-card-sized pieces of paper. (See Appendix D
for an alphabetic list of entrepreneurship-related words and phrases as well as the thematic
clusters.) These words were shown in a scrambled order, one a at time, like flash cards,
displaying (a) terms typically associated with entrepreneurial innovation by the business media
(e.g., incubator, Silicon Valley, exit, wealth, growth, venture capital, unicorn); (b) a series of
words associated with metrics used by the Conference Board of Canada to measure innovation
(e.g., academic papers, exporting, patents, job creation); and (c) a few other business terms
mixed in for variety (e.g., red tape, marketing, lawyers, banks). Depending on how much time
had been taken with the earlier activities, this activity could be shortened to ensure sufficient
time was left to complete the remaining sections of the interviews; therefore, some participants
responded to more words than others. For analysis, these word reaction cards were grouped into
thematic clusters, and the interview verbatim extracts are presented in corresponding tables
below. (See Appendix D for an alphabetic list of entrepreneurship-related words and phrases as
well as the thematic clusters.)
Capital (money, banks, venture capital). Below are the categories and explanations
emerging from the Capital cluster (money, banks, venture capital) word reactions:
•

Banks: Banks are mostly seen as suspect, irrelevant, risk-averse, and not good for
startups; it is possible to develop a good relationship with a banker, but it takes time;
there may be hope in a new model of entrepreneur-friendly bank

•

Money: Money is a safety net, so I can pay bills and spend time on creative activities;
money is fuel to keep the business going and fund the next project
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Venture capital: There is too much hype and loss of business control related to most
venture capital; it can hurt your business but can be very useful in the right business
context

The interview verbatim extracts for the Capital cluster are presented in corresponding tables in
Appendix K. Participant statements related to the Capital cluster contributed to the following
themes: “Reward beyond monetary wealth,” “Keep it lean to mitigate risk and be nimble,”
“Early cashflow is reinvested in the business as much as possible,” “The number of employees is
kept as small as makes sense,” “Not built solely for exit,” “More modulated growth,” and
“Humble low-key sales approach.”
Sales (sales, profit). This next section relates to sales. What I noticed from the
conversations was that sales and profits were indicators of idea and business viability. There was
no discussion of landing or losing big sales or reaching certain profit indicators. Below are the
categories and explanations emerging from the Sales cluster (sales, profit capital) word
reactions:
•

Sales: Sales are the measure that the market has accepted your idea

•

Profit: Profit is an indicator of the company maturing, an opportunity to keep evolving
the business and making an impact
The interview verbatim extracts for the Sales cluster are presented in corresponding

tables in Appendix L. Participant statements related to the Sales cluster contributed to the
following themes: “Money as fuel for new projects,” “Build something great your clients love,”
and “Early cashflow is reinvested in the business as much as possible.”
Growth (big, growth). This next section relates to growth. These entrepreneurs encourage
others to aspire to achieving big things in the world, despite the small size of their business. The
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idea of growth wasn’t “hockey stick growth to exit” as is typical in the mythology of
entrepreneurship, but rather steady and thoughtful growth in the service of achieving business,
personal, and industry goals. Growing impact without growing the team unnecessarily was also
discussed. Below are the categories and explanations emerging from the Growth cluster (big,
growth):
•

Big: Entrepreneurs should ponder big, even seemingly impossible ideas; small companies
can work with extremely big clients—how can we help them to do that?

•

Growth: Growing the market for everyone; slow and steady growth; entrepreneurs grow
and build things; grow sales without growing the team much; grow both human and
financial capital

The interview verbatim extracts for the Growth cluster are presented in corresponding tables in
Appendix M. Participant statements related to the Growth cluster contributed to the following
themes: “Customers are potential sources of innovation, cocreation and investment” and “More
modulated growth.”
Bootstrap (small, startup, do it yourself). This next section includes reactions to words
related to bootstrapping a small startup. Keeping the business as lean and nimble as possible is
advised, especially in the early stages of the business—there is a sense that too much money, too
early, creates problems in decision-making and priority setting. That said, having bigger
aspirations for the possible impact that a Canadian entrepreneurial business can have was
encouraged. Below are the categories and explanations emerging from the Bootstrap cluster
(small, startup, do it yourself) of word reactions:
•

Small: Keeping your business and team small can contribute to your success, but in
Canada, sometimes we lack the courage to think big

ARTICULATING THE GEMINI MODEL
•

173

Startup: The early stages of a startup are full of promise; we’re not clear in this
community of who and what is appropriate for very early stage companies; returning to
the startup stage with a business can be risky

•

Do it yourself: It is difficult, but you make better decisions with less money; too much
money too soon ruins businesses; having to return a business back to bootstrapping can
be painful

The interview verbatim extracts for the Bootstrap cluster are presented in corresponding tables in
Appendix N. Participant statements related to the Bootstrap cluster contributed to the following
themes: “A deep sense of personal accountability,” “Keep it lean to mitigate risk and be nimble,”
“The business is typically bootstrapped,” “The number of employees is kept as small as makes
sense,” and “Leaner startup than ever.”
Government (taxes, government, red tape). The next section examines reactions to words
associated with government. The shared perspective was related to the idea that paying taxes in
one’s community and country contributes to the common good. What was unexpected was the
frustration shared about the overly complex tax, tariff, and regulatory challenges related to
running a global software platform or service. Entrepreneurs tend not to fight red tape; they try to
work around it. Below are the categories and explanations emerging from the Government
cluster (taxes, government, red tape) of word reactions:
•

Taxes: Paying Canadian taxes is doing our part as a member of the community;
international taxes, tariffs, trade regulations are cumbersome and hinder the business for
global software platforms and companies

•

Government: We’ve used vouchers, grants, and tax credit programs; too many strings and
too much effort required to get their help; government is starting to be more supportive of
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startups; university innovation centres need to be more approachable and serve our
community needs more
•

Red tape: Entrepreneurs try to find the path of least resistance; opening a business and
office is easier in the United Kingdom than in Canada; we need to make it easier

The interview verbatim extracts for the Government cluster are presented in corresponding tables
in Appendix O. Participant statements related to the Government cluster contributed to the
following themes: “A strong sense of personal agency,” “Grow the pie for everyone,” “Global
economy operations advisory and streamlining,” and “Make it easier to grow.”
Legal (lawyers, filing patents, trademarks). This next section relates to participant
reactions related to legal words. The variety of participant reactions in this cluster demonstrated
a range of business experience, entrepreneurial maturity, and industry type; for example, a serial
entrepreneur who has founded more than one software company realized through lived
experience that the effort and cost of filing patents was not worthwhile in their fast-changing
industry. What was shared among the cases was a lack of focus on intellectual property value
creation whether due to a cost-benefit analysis or lack of knowledge. Recall that the filing of
patents is one way that innovation is measured in Canada (Conference Board of Canada, 2015).
(Perhaps as Canadian entrepreneur Jim Balsillie has recommended, a national intellectual
property strategy is needed in Canada to capture the full value of federal investments in
innovation; Tunney, 2017). What is a point of concern is the lack of attention from the
entrepreneurs to trademarking valuable company and other brand names—this process is
relatively easy (compared with patent filing) and can avoid growth roadblocks in the future as a
business expands internationally. Below are the categories and explanations emerging from the
Legal cluster (lawyers, filing patents, trademarks) of word reactions:
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•

Lawyers: A good lawyer can be helpful to your business; I don’t know any lawyers.

•

Filing patents: I don’t know anything about it; I’ve never done it; we could have, and we
looked into it, but the software space moves so quickly that they quickly become useless

•

Trademarks: Trademarks aren’t meaningful to my business; I haven’t trademarked my
company name, but I should; trademarks are less about legal protection and more about a
marketing position of quality; you can waste time and money on trademarks without
creating value for a small company

The interview verbatim extracts for the Legal cluster are presented in corresponding tables in
Appendix P. Participant statements related to the Legal cluster contributed to the following
themes: “Thriving amid change and ambiguity,” “Business setup one-stop shop for first startup,”
and “Evergreen product model means less focus on intellectual property.”
Shipping (exporting, manufacturing). This next section relates to reactions to words
having to do with more traditional aspects of running a business that require the shipping of
manufactured goods to international destinations—these have been variables used to measure
innovation in Canada. For an entrepreneur who conceives of their business as global from the
very first day, exporting can be an old-fashioned word. It was interesting that three of the 10
participants (all in very different industries) mentioned the use of or need for niche, innovative
Canadian packaging suppliers in their businesses. Below are the categories and explanations
emerging from the Shipping cluster (exporting, manufacturing) of word reactions:
•

Exporting: We need to export our product as we don’t have enough local density; we run
a global business—I don’t think of it as exporting

•

Manufacturing: We can find skilled niche manufacturing in Canada for innovative
packaging; interested in bringing back specialized manufacturing to Canada
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The interview verbatim extracts for the Shipping cluster are presented in corresponding tables in
Appendix Q. Participant statements related to the Shipping cluster contributed to the following
themes: “Make it easier to grow,” “Lack of local customer density,” and “Global first.”
Schools (academic papers, universities). This next section relates to schools and
entrepreneurial innovation. Scientific article publication is still one of the metrics used to
measure innovation productivity in Canada (Conference Board of Canada, 2015). Although some
of the entrepreneurs acknowledged the role that writing and presenting industry papers can play
in their business, most entrepreneurs only access research papers occasionally, if at all. Finding a
way to bridge the gap between these busy entrepreneurs and the wealth of knowledge in
academic papers is important as it is a no-cost applied research resource that can inform and fuel
their innovation. Also, entrepreneurs repeatedly recommended here, and in the Advice section of
the interviews, that school programs should not encourage students and recent graduates to create
startups—they instead recommended that students and recent graduates work in the industry they
are interested in to learn about it from the ground up. And finally, another significant gap exists
between the skills and aptitudes these organizations need from graduates and what they are
being, particularly with respect to digital marketing and software development. Below are the
categories and explanations emerging from the Schools cluster (academic papers, universities) of
word reactions:
•

Academic papers: They are not something I think about; I read them sometimes if
someone shares one with me; writing academic-style papers for our industry helps
motivate my expert employees in their work and present them as leaders; collaborating
with universities on academic studies gets too complicated with respect to funding and
intellectual property

ARTICULATING THE GEMINI MODEL
•

177

Universities: They should not be telling students to start businesses right away; they
provide a foundation education, but many graduates lack the foundational software and
math skills to add value to our business; they often create core technologies that startups
use and are a channel for new engineers

The interview verbatim extracts for the Schools cluster are presented in corresponding tables in
Appendix R. Participant statements related to the Schools cluster contributed to the following
themes: “Bringing life and work history to the role” and “Reach human potential.”
People (job creation, suppliers, talent). This is next section is related to participant
reactions to people-oriented words. Some of the entrepreneurs mentioned that creating jobs was
not one of their significant business goals when they started out, but once they had people join
them on their journey, the creation of meaningful employment and a family income for others
was one of the most rewarding and humbling aspects of their role as a business founder. Again,
finding and retaining good talent was identified as the biggest challenge for a founder CEO;
there was related concern that current and future local workforces do not have the right skills for
emerging industries. Finding and retaining good suppliers extended the reach of their businesses.
Below are the categories and explanations emerging from the People cluster (job creation,
suppliers, talent) of word reactions:
•

Job creation: One of the most satisfying, rewarding, sobering, and proud aspects of being
an entrepreneur is creating a meaningful job for someone who can then support their
family; entrepreneurs don’t have the goal of creating the biggest company they can with
lots of employees; my company is very small, but my contributors, customers, and
production team play a big part in its success

•

Suppliers: Good suppliers can be an extension of your team
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Talent: Biggest challenge for a founder CEO; fearful that we’re not preparing our youth
for industries of the future; concerned about need to reskill current workforce; painful to
find and retain good talent with the right mix of skills and aptitudes

The interview verbatim extracts for the People cluster are presented in corresponding tables in
Appendix S. Participant statements related to the People cluster contributed to the following
themes: “Building community by creating something together,” “Talent pool,” and “Flexible size
and model.”
Valley Style (Silicon Valley, incubator, accelerator). This next section captures
participant reactions to words associated with Silicon Valley–style entrepreneurship. Participants
recommended developing a culture of innovation that is unique to Canada and its community,
not an attempted replica of Silicon Valley mythology. When discussing incubators and
accelerators, their distinct roles and measurable outcomes were not well understood. There was
also a sense that they were too costly for their value and presented false hope of the likelihood of
their programs’ startup success. A desired impact of these meeting places for aspiring and
experienced entrepreneurs was the normalization of entrepreneurship as a viable career path in
the community. Below are the categories and explanations emerging from the Valley Style
cluster (Silicon Valley, incubator, accelerator) of word reactions:
•

Silicon Valley: We can learn from Silicon Valley’s model, but we can’t—and shouldn’t
try—to copy it; our local community is more loyal and supportive than Silicon Valley
job-hoppers; let’s make our own rules and be a really great version of our own city

•

Incubators and accelerators: We are not clear on the role, measurable outcomes, and
value of incubators and accelerators in our community; they can be useful as a point of
contact with other entrepreneurs and business resources but should not create false hope
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for program participants that they will launch a real business; perhaps the biggest
potential impact is to normalize entrepreneurship as a career path in our community; my
customers are my business accelerator
The interview verbatim extracts for the Valley Style cluster are presented in corresponding tables
in Appendix T. Participant statements related to the Valley Style cluster contributed to the
“Building community by building something great together” theme.
Hype (hype, unicorn, gazelle). This next section focuses on participant reaction to
hyperbolic words often used to describe startups. Participants frequently rejected these fastgrowth terms associated with entrepreneurship mythology, and some entrepreneurs had never
heard of the terms unicorn or gazelle. I can only imagine what puzzled replies I would have
received if I had asked them to respond to the word narwhal, the current Canadian nickname for
Canadian tech unicorns (Hemmadi, 2017).
I note here that some currently celebrated, Canadian high-tech (so-called) unicorn
businesses, with a valuation of over a billion dollars—Hootsuite, Shopify, and Slack—all began
as side projects of other businesses. Hootsuite (originally Memelabs, then rebranded as
BrightKit, before its current name) from Vancouver digital agency Invoke Media (Thomas,
2015a) emerged from an online video contest project for the agency’s client; Shopify (then called
Jaded Pixel) was a side project emerging from an Ottawa-based online snowboarding equipment
store, Snowdevil, when it did not like the available commercial e-commerce platforms (Thomas,
2015b); and Slack was originally an internal communications tool for a Vancouver-based game
development company, Tiny Speck, and was subsequently commercialized when the online
game the company was developing failed (Thomas, 2015c). The mythological narrative that
someone can teach or coach a new entrepreneur about how to conceive and launch a unicorn
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startup needs to be retired and replaced with the iterative (and interesting) real stories of these
small, experimental products that (against all odds) found their way to astonishing financial and
market adoption success. Below are the categories and explanations emerging from the Hype
cluster (hype, unicorn, gazelle) of word reactions:
•

Hype: Customers suffer and our company suffers when we believe hype; better to focus
on authentic, honest messaging and delivering what you promise

•

Unicorn: Better to focus on building real businesses with longer term value and
economic impact, rather than hoping for a unicorn

•

Gazelle: A meaningless term

The interview verbatim extracts for the Hype cluster are presented in corresponding tables in
Appendix U. Participant statements related to the Hype cluster contributed to the following
themes: “Build something great for your clients” and “More modulated growth.”
Innovation (R&D, innovation, technology). The following section relates to participant
reactions to words often linked to high-tech innovation. There was a sense that product research
and development (R&D) was important to the participants’ businesses, but there was never
enough time to do all they wanted. R&D could also be driven by client projects. Participants had
a variety of understandings about the process of innovation. From “hating” the overused word, to
embracing the “magic” that is part of a specific innovation process, it was clear that they did not
have shared understanding. (In my professional practice as a consultant, differentiating the terms
creativity, invention, and innovation is often a starting place for a conversation about innovation
aspiration and objectives in the organization.) These entrepreneurs had a shared understanding
that building technology was not the goal of their business and that technology was just a tool
used to help clients solve problems and adapt to change. Below are the categories and
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explanations emerging from the Innovation cluster (R&D, innovation, technology) of word
reactions:
•

R&D: An essential activity for our business; often done with clients; essential for
innovation, gives us confidence, wish we had more time for it, often done in
collaboration with our clients, can also be more simple things like sourcing new
technology to run the business

•

Innovation: An overused term, but it actually creates something new and useful from a
process that is both rigorous and magical; represents both value creation and a bit of
magic that emerges from constraints; we’re creating markets and solutions that did not
exist before and that our clients had not even articulated yet; innovation ranges from
transformational to incremental

•

Technology: No longer an industry, building new technology is not the goal; tech helps
you run and grow your business, solve real industry or customer problems, and adapt to
paradigm shifts in your industry

The interview verbatim extracts for the Innovation cluster are presented in corresponding tables
in Appendix V. Participant statements related to the Innovation cluster contributed to the
following themes: “Working on incremental progress towards a longer term vision,” “Build
something great for your clients,” “Leaner startup than ever,” and “Technology is a means not an
end.”
Success (exit, wealth). This next section presents participant reactions to words often
related to the monetary success of startup entrepreneurs. There were two main perspectives with
respect to the term exit that is typically used to describe the sale or initial public offering (IPO) of
a company so that investors (and possibly founders and employees) can get a return on the value
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(money, time) they invested in the business. One perspective was that even if an exit was
inevitable for a company that had investors, the goal should be to build the best business first
because it contributes to either scenario (exit or not), and then weigh the stakeholder risk and
reward every day. The other perspective was that the entrepreneur was building their business to
be sustainable and never sell it or never complete an IPO—because they only had bootstrapped
the company or had friend and family investment, there were a number of non-exit scenarios to
extract a return from the business and create a legacy business that carries on after they are gone.
What these two perspectives shared was that the primary focus needed to be on building a great
business while creating value for employees, investors, and clients. The idea of rolling up or
spinning off parts of the business was discussed by only one entrepreneur. It was also mentioned
that some entrepreneur founders enjoy starting and refining companies but not running the same
business for decades—this relates to Schumpeter’s (as cited in Hébert & Link, 2006) classic
definition of the entrepreneur: “Everyone is an entrepreneur only when he actually carries out
new combinations and loses that character as soon as he has built up his business, when he settles
down to running it as other people run their businesses” (p. 356).
With respect to the term wealth, the entrepreneurs made a distinction between monetary
and nonmonetary wealth, which included a sense of satisfaction, quality of life, free time, and
good health. Monetary wealth could alleviate worries about finances, create a “peace of mind”
safety net, and contribute to a quality of life up to a certain point—after that, the accumulation of
financial wealth saw diminishing returns.
Below are the categories and explanations emerging from the first Success cluster (exit,
wealth) of word reactions:
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Exit: Exit via a sale is inevitable when you’ve got public investors; in any case, building
the best company possible is the best strategy whether you sell or not

•

Wealth: Wealth is more than money; money can give you security, but time to do things
you care about and good health are equally important to your quality of life
Success (happiness, dream, lifestyle, satisfaction). The following section presents

participant reactions to words related to nonmonetary forms of success. I separated this second
thematic Success cluster from the previous one because the mythical entrepreneur described by
Sarasvathy and her colleagues (Read et al., 2017, p. 3) includes the dream of the big exit and a
luxury lifestyle retirement in a grand beach house in the Bahamas. This myth stands in contrast
to reality of how the participants reacted to words from this second Success cluster: Dreams were
not practical enough, the personal and family sacrifices that were part of being an entrepreneur
were significant, happiness was reframed as contentment arising from deep connection with
one’s work, and satisfaction is a result of doing the hard work and meeting the needs of others.
This sense of vocation and love of doing the work every day was palpable.
Below are the categories and explanations emerging from the second Success cluster
(happiness, dream, lifestyle, satisfaction) of word reactions:
•

Happiness: Essential to being an entrepreneur and it comes from a deep sense of
connection with your vocation and love of the work

•

Dream: Entrepreneurs are too practical to dream about lofty ideas; they have a vision
about the potential impact of their hard work

•

Lifestyle: Lifestyle businesses can be a viable option for small businesses, but if you
aspire to be an entrepreneur who disrupts an industry, the business can require personal
and family sacrifices
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Satisfaction: Emerges from the entrepreneurial practice in the business and from meeting
other people’s needs

The interview verbatim extracts for the Success cluster are presented in corresponding tables in
Appendix W. Participant statements related to the Success cluster contributed to the following
themes: “Called to do the work they love,” “Working on incremental progress towards a longer
term vision,” “Create a business I love to work in, “ “Rewards beyond monetary wealth,” “The
founder wants to create an interesting job for themselves where they can collaborate with
others,” and “Not built solely for exit.”
Community (community, culture, conferences). The next section of participant responses
to words relates to the theme of people coming together in community. These entrepreneurs
shared a strong sense of the importance and power of an authentic community in entrepreneurial
innovation. This may seem at odds with their prevailing lack of belonging to local business
groups and associations, but I believe it is not a contradiction—for these entrepreneurs, a sense
of community emerges from like-minded people “rolling up their sleeves” to build something
great and solve problems together. So their community is their team, their customers, their close
friends and family, and their collaborators. A Chamber of Commerce meeting or a local business
group where the entrepreneur does not find a peer group of cocreators is not worthwhile as it is
not an authentic community for these entrepreneurs. Similarly, culture is also built by doing and
solving problems with others. The entrepreneurs find conferences good for sales, education, and
networking, but although people come together there, these events lack the sense of shared
purpose and cocreation that builds authentic community. Below are the categories and
explanations emerging from the Community cluster (community, culture, conferences) of word
reactions:
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Community: In the networked world, building an engaged community is essential to the
success of your business; we’ve lost the sense of community wherein people collaborate
on achieving a shared and meaningful goal

•

Culture: A shared approach to doing things; a multidisciplinary approach to problemsolving

•

Conferences: Good for sales, education, and network and community building.

The interview verbatim extracts for the Community cluster are presented in corresponding tables
in Appendix X. Participant statements related to the Community cluster contributed to the
following themes: “Building community by building something together,” “Grow the pie for
everyone,” “Make a positive impact,” and “Build something great for your clients.”
Marketing (marketing, brand, communications). The following section presents the
participants’ reactions to marketing-related words. Marketing processes contribute to the
commercialization of goods and services. The interview results highlighted the positive and
negative experiences the entrepreneurs had with marketing practitioners in the past and,
accordingly, their reactions ranged from seeing marketing as the driver of leads and sales to
dismissing marketing as an overrated and exploitative thing to avoid. One participant mentioned
that “technology companies and innovation companies” often underinvest in marketing. Brand is
another aspect of intellectual property that, like trademarks, does not appear to have the attention
of entrepreneurs from a value creation perspective, other than the one entrepreneur who had a
pre-entrepreneurship role in software marketing and branding and who enthusiastically leveraged
branding to build the long-term value of their business. Communications, for participants, was
about aligning with their team. Below are the categories and explanations emerging from the
Marketing cluster (marketing, brand, communications) of word reactions:
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Marketing: When it doesn’t match the industry or company model it can be an
inauthentic and wasteful experience; when done right, it can drive every aspect of the
business; it can’t be disconnected from the creative innovation processes of the business

•

Brand: Creates long-term value—sometimes by accident, sometimes by design

•

Communications: Most important with my team to keep us aligned

The interview verbatim extracts for the Marketing cluster are presented in corresponding tables
in Appendix Y. Participant statements related to the Marketing cluster contributed to the
following themes: “Building community by creating something together,” “Keep it lean to
mitigate risk and be nimble,” “Business setup one-stop shop for first startup,” and “Evergreen
product model means less focus on intellectual property.”
Place. This section was designed to explore the role of geographic location in the
development of each entrepreneur’s business. Aided by photography prompts featuring different
location categories (see Appendix E), discussions ranged from the choice of business location, to
running an international business from Canada, to whether the business had any particularly
Canadian characteristics. The building where the business was started first depended on
affordability and availability; then, as the company’s financial resources grew, a desirable office
building was in a neighbourhood with easy access by transit or a short commute, access to
community amenities, and proximity to any local clients. As mentioned in the Methodology
section of this paper, it seemed during the interviews that for most participants the city where
their business was located was not something they pondered actively; it was where they were
born, where they had family ties that kept them, or where they appreciated the quality of life they
could enjoy—especially compared with the pressures and costs of larger urban centres. Other
than (again) talking about the difficulty of finding and retaining the right local talent for their

ARTICULATING THE GEMINI MODEL

187

businesses, as well as the need to travel frequently to keep in touch with clients and their global
industry, the city location of the business was no longer in question. Participants also felt that a
company can serve a global clientele from virtually any developed location thanks to
technological shifts. Being located in a region that is not a traditional location for their industry
was also seen as a possible advantage by some of the participants because they are able to be “off
the radar” from any competitors and can focus on building something unique in the world. That
difference can also make the entrepreneur feel like an outsider in their own community if people
who are their entrepreneurial peers are not present in the local media as part of the business
community. Below are the categories and explanations emerging from participant discussions
related to the Place cluster (building, city, region) of word reactions:
•

Building: Choice of an office building may first be driven by cost and availability; later
being centrally located in a city becomes important in attracting and retaining employees

•

City: It’s where we’re from; we have a great quality of life and a network of support here
for our family and business; city location is less important for running a global business
today; the big pain point is a lack of talent depth and availability

•

Region: Creative and competitive advantages to working in a region that is a bit off the
radar
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Choice of location. This section explores the entrepreneurs’ choice of business location.
Table 64 presents interview extracts related to their office building.
Table 64
Place (Building)—Building Choice First Driven by Cost and Availability; Later Being Centrally
Located in a City Becomes Important in Attracting and Retaining Employees
Summaries
No or low cost

Verbatim extracts from interviews
“We started in the spare bedroom of our old house.”

A location that’s
connected to
what’s going on
in the city centre

“It’s not the cheapest, but. . . . Most of what we do I think it’s important to
feel like you’re connected to an area than when you’re right downtown,
you’re connected to the core of everything that’s happening. Whereas
when you work out of kind of remote areas it makes it feel like that
removed experience.”

The space was
free and close;
no big commute

“Free space. So, our first office was on [Name] Avenue. So we were in the
old [Name] building on [Name] Avenue. It was an old building and one of
our very kind of what we had hoped would be an early adopter was an
architect and he really wanted—he is again a visionary, right? He had a—
had lease on a space. He had a little kind of corner and he gave it to us. . . .
So what’s interesting just about place, right? So, remember that company
over here that I’m talking about? It’s like a half hour drive every day and
it’s one of the things that actually holds me back from the business. Isn’t
that interesting? [The commute.] So we’ve created a lifestyle. We live in
the inner city. I could ride my bike anywhere. My kids are, you know,
within walking, you know, driving distance. I used to be able to get to my
office in like 7 to 10 minutes, even our other office where we moved into a
bigger space, which was only 10 or 15 minutes away. We’ve created a
lifestyle, right? . . . But I know different places, you know, you commute
in and have—for an hour each day. Like you live in Toronto and you
commute in, right? . . . So for me as an entrepreneur it is important.”

Close to clients,
elements of
community,
accessibility,
public transit,
and perception of
being in the
middle of things
in the city

“I mean the default decision when sort of the small company was a little
further out [from the city centre] save some money somewhere. Especially
the time that we built them, but to me it was, like, elements of community,
accessibility, [public transit], so that was really important. Being perceived
to be in the middle of things was really important. Being close to our
clients was really important. We’ve made that similar decision in most
every office that we’ve set up, I think, [except for] Aberdeen, where the
[people] who were there put it out in the middle of nowhere. Nobody
wants to go to Aberdeen to work. They like it. They like the place and
stuff, but the office isn’t part of the community and culture.”

Note. Quotations from three of the participants are featured in this table. Participant statements contributed to the
“The first location is not a strategic decision” theme.
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Table 65 presents discussion of the city (or cities) where the businesses are located.
Table 65
Place (City)—It’s Where We’re From; We Have a Great Quality of Life and a Network of
Support Here for Our Family and Business; City Location Is Less Important for Running a
Global Business Today; The Big Pain Point Is a Lack of Talent Depth and Availability
Summaries

Verbatim extracts from interviews

It’s where we grew up, it’s
where we live; today our
city has so much more
inspiration to offer

“You know, we started [our company] in [this city] because it’s where
we live, it’s what we knew, it’s what we grew up, right? And you know,
I think starting a business today is easier than it probably was back then,
right? Because I think the city itself has so much more to offer. I think
that—it’s funny. I said this at the innovation centre, right? I’m like, you
know, one of the things that—again, we want to comingle our crafts,
right? We want to go hang out with the [people] at the music centre. We
want to go do all the things, right?”

We’ve built our business on
the goodwill of the people
in this city

“And so I think we’ve built our business largely on the goodwill [of the
people this city]—on a pretty micro-definition of local. And so, I think
that definition of local has been in our favour, and if we had started in [a
very big city], I think it would have been different. I don’t know how it
would have been different, but it would have been different.”

No grand strategy; my
spouse and I were living in
this city because was going
to school here

“Not really, I can’t claim any grand strategy [for choosing this city]. It
was really, you know, I was living [here] at the time and I was not from
here originally. I’m from Vancouver. Yeah, and we were here, because
my [spouse] was doing [their] medical residency at the med school here
and/or the university and I wanted to start a company and I wasn’t quite
sure what it was going to be. And so it was a natural growth of me being
an engineer, doing engineering contracting for a few years, and then
taking on bigger projects and then growing a company and then
narrowing our focus to [to this industry].”

It’s great to build our
business in this city, but we
have to travel and see our
customers and competitors,
or it would be suffocating

“We would say to our people, like our customers aren’t here to the
extent we stay in [this city]. It’s like we’re running this engine really,
really fast to the extent we stay here—it’s just like we’ve got the garage
door down, it’s dangerous, right? We have to get people out where our
customers are and have to get out to the sales offices where stuff is, and
so it’s great to be located here and build the team here, but the playing
field is out there. When I go see our competitors, our competitors are out
there so as long as you are aware of that and know you have to get out
of [this city] to do the stuff that you have to do, then I think it can be an
advantage. And if you aren’t aware of that it can be a disadvantage.”

This city is just one of
many we’re in around the
world; the geographic
location of where you do

“We’ve got multiple cities that are really important to us. So the cities in
going there and what those cities are like and how people think of them
per se, cities are really important to us. London, wow. London,
Aberdeen, [our city], each has their own connotation to us, to the
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your work is less fixed
today

industry and to just people in general. We’re now starting to throw in
places like Buenos Aires, Beijing, and Kuala Lumpur for all these farflung places that become part of our—that’s our office. That’s our
physical work space and our guys are as likely to be sitting there
working in a Starbucks as they are in our office. Cities are very
important to us. So [we send employees] with [their] backpack to go see
a few cities.”

I’m in this city no matter
what, because of family
ties; there are lots of
economic advantages to
running a global business
from Canada, but we need
to get access to more
specialized talent than our
old economy education
trained for; our American
investors assumed we’d
want to move to the US

“I’m in [this city] no matter what. But building a software company in
[this city] is challenging, but it has some benefits, especially right now,
you know, because the [economy] is not great. Our real estate is
cheaper, our talent is cheaper. And obviously, the bulk of revenue is US
dollars and our expenses are mostly in Canadian dollars. So it’s actually
a, you know, to the extent that that is sustainable and, you know, over
time it has been. That’s an advantage. You know, the first question [our
investors] asked is, ‘Are you going to move the company to the US?’
It’s because they assume that you can’t have a great company in [in this
city]. And I don’t believe that. I do believe we need to find ways to get
more talent in some of these more technical areas that aren’t [older
industry] sector kind of areas.”

There are lots of creative
people with businesses not
in our legacy industry, but
we are disconnected; our
city is still presented with a
limited view of our
industries; I feel very
disconnected from all levels
of government; they’re not
relevant to my business

“Well, I think [our city’s] biggest problem is it’s stuck on one industry. .
. . Well, it used to be, or the presentation of the city is still stuck on a
very limited view of what the city is. . . . Yeah. And my entire career has
not been involved in [that industry]. You know, when I was doing
design projects very rarely was it directly involved with [that industry’s]
clients. So, I’ve always felt like I’m an outsider to what the industry of
the city is. . . . I think it needs a refresh to be more inclusive and
creative. . . . I think there’s a lot of people like me and like you and
people making, doing things in the city but we’re not connected to each
other. We don’t even know that we’re doing things that are similar and I
don’t know how that can be connected. . . . Yeah. Honestly, I don’t feel
connected in any sort of governmental way to my city, my province or
my federal. It’s not part of my day to day. It’s not part of the way I think
about my business. It’s not relevant in a lot of ways. I just don’t think
about it.”

I’m originally from here
and feel very supported by
other people here; if my
business had started in San
Francisco it would have
been more expensive,
competitive, and cutthroat

“[If it had started it San Francisco], it would’ve been more expensive. I
mean I’m originally from here. . . . And by being here, . . . it is
incredibly supportive . . . in a way that I don’t think you can get in those
big cities, because it is much more competitive and cutthroat to make it,
where here you’re like ‘Well, we’re all in this together so we need to
help everybody rise to the top.’”

When I realized a specific
location and creative
community in this city was
doomed to fail, it actually
spurred me to create a
business that does not rely
on my geographic location;
we started our family here,

“Yeah, so it started very specifically about a certain place and then it
grew beyond that and then even more so when I realized that that place
was not—was kind of doomed to fail, that that concept of this very
specific community of creativity wasn’t going to work out long term in
[this city] at that time. So, I had started developing a business that would
not be reliant on foot traffic. . . . And being in [this city] is just this
happens to be where I was when we started our family and we like the
city and we like our neighbourhood and sometimes the quality of life
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we like our neighbourhood,
and we have a good quality
of life, but being here there
is no direct competition and
nothing to copy so that’s
been good

that we enjoy. So, we’re just here, which is great. The business itself is
not relying on where we are. . . . I think that’s the advantage [of being in
this city] is that you don’t have . . . a lot to look at that’s being created
locally that’s relevant to what I’m producing. There is no competition
and then there’s likewise nothing to copy so that’s been good. If I tried
to do this in New York or San Francisco or Toronto or something—you
know, then maybe then you’d be more likely to just think more locally
because there is so much content potential created in the more local
sense that you wouldn’t necessarily think in a global way because
you’re in London for example. Wow, London. You could just do—
[produce stuff for] London, right? So, I suppose it’s an advantage to be,
you know, in a place where it’s not known.”

I am loyal to my home city,
and want to help my
province be successful, so
we don’t plan on moving;
that said, 95% of our
business is not in this
province so it’s a bit
ridiculous sometimes and
we have to make Americans
comfortable with buying
from a Canadian business

“Yeah, absolutely, place is very important to us. So, I mean [this city] is
a ridiculous place to have this company, because our market is in
Toronto and in Los Angeles and scattered around, but it’s, I mean [this
province] is now 5% of our business and it used to be 100% of our
business. And so, but I still, I’ve always had that vision of helping [this
province] be successful, helping out and so I have a certain, I guess,
geographic loyalty to my home and I don’t plan to go anywhere. The
other part as a Canadian company primarily selling to the US we have to
make Americans comfortable with buying from us, so it’s always a …
because Americans are little inward looking, right?”

My family is in this city and
help with childcare; in a
smaller city like this, people
are more supportive; that
said, here there isn’t the
same depth of talent and
there are fewer direct flights
than a much larger city
would have

“[My extended family is here to help me with childcare.] . . . I also think
when you’re in a smaller pond, people will promote you more than if
you’re like in a bigger city and there’s lots of people. So you don’t get
as much visibility. So we’ve, you know, I’ve definitely benefitted from
that locally. Talent-wise, way more opportunities down there [in the
US], because again, the depth of the talent. [And I do miss having an
airport with more direct flights everywhere.]”

Aside from the pain of
accessing the talent we
need, locating a business
here gives you a great
quality of life, and
geographic location is less
and less relevant to running
a global business

“I think the thing I like about [this city], too, is that there’s—you know,
day to day, your quality of life is really high. So you can live in a
beautiful home, you’re really close to downtown, have a very short
commute, and do the things that you’re passionate about on the
weekend. Whereas in some of the bigger cities, it’s—you’re further out,
you’re commuting more. And aside from the talent piece, it really
doesn’t matter where your company’s based these days, with
technology. Like, all of my relationships on the global level, like with
the [contributors] and the customers, it’s irrelevant where we’re based.
It’s more about like just really that pain point of talent. So if that could
be solved—it’s wonderful to be able to have an office in a place like
[this city] that you, like, I personally love. And my family’s here.”

Note. Quotations from nine of the participants are featured in this table. Participant statements contributed to the
following themes: “The first location is not a strategic decision” and “Global first.”
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Table 66 presents participant discussion of the region where their business is located.
Table 66
Place (Region)—Creative and Competitive Advantages to Working in a Region That Is a Bit Off
the Radar
Summaries

Verbatim extracts from interviews

I see a lot of excitement
in the hinterland cities
just outside the big
cities—in Canada and
the US

“Like I don’t really see the energy and the excitement happening in [the big
cities], I see it going in [smaller] centres outside the big cities. It’s where all
the lifestyle people live, it’s where the retired people live that want to
support the lifestyle folks who are thinking out of the box and thinking
creatively and everything and anything–they live extraordinary lifestyles
because they’re choosing not to be in the day-to-day life already, have their
families, spend a lot of energy making sure they get their kids to [sports
activities], plus they do extraordinary things with their work. . . . Like
Beaverton, where Nike is outside of Portland. . . . Redmond, yeah. And
then there’s Kanata. And even Waterloo . . . outside of Toronto.”

Being off the radar like
this helps us just focus
on doing our own thing

“I think maybe we’re just like off the radar a little bit with a lot of the tech
startups. So we haven’t seen as much competition from American
companies, because like I said, we’re not on the radar as much. So maybe
there’s a benefit there, that we’re just kind of over here doing our thing,
building it, building it, building it, building it. And there isn’t a lot of
awareness in the tech scene about what we’re doing.”

Note. Quotations from two of the participants are featured in this table. Participant statements contributed to the
“’Off the beaten path’ location can be a strategic advantage” theme.

Running a business from Canada. This next section presents the participants’ discussion
of the challenges and opportunities of running an international company from Canada. They felt
that running a business from Canada had a range of positive aspects and challenges. Below are
summary phrases emerging from participant discussions:
•

We had to be international from the start, thinking global but connecting with local; we
don’t have enough local customers for our business.

•

I fear we’re waiting for a return of traditional extractive industries instead of collectively
embracing new industries and business models—we’re going to be disintermediated as a
country if we don’t make the shift.
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We have a highly educated workforce, but we struggle to access and retain the right talent
for our business.

•

Canada has a good reputation for engineering and innovation.

•

Costs are lower here than in the US.

•

We’re fair on pricing; that’s a point of integrity.

•

We can fly under the radar from our competitors and be seen as our clients’ niche
competitive advantage.

•

We are driven to work harder, we have to be good enough to be chosen over their local
suppliers—and we’re from another country.

•

We tend not to broadcast the fact that the business is Canadian—when clients asked, they
found this unexpected quality interesting but not a significant advantage (many clients
thought these businesses were American). (One participant said they were “kind of
proud” to be a Canadian business.)

•

You have space to think here.
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Table 67 presents participant discussion about running a business from Canada.
Table 67
Place (Running a Business from Canada)—A Range of Positives and Challenges; We Had to Be
International From the Start, Thinking Global but Connecting With Local; Fair on Pricing; Fly
Under the Radar; Driven to Work Harder; Can Be Clients’ Niche Competitive Advantage; Costs
Are Lower Than in the United States, but We Struggle to Access and Retain Talent; Canada Has
a Good Reputation for Engineering and Innovation; You Have Space to Think Here
Summaries

Verbatim extracts from interviews

Density of
population is less
than megacentres, so we
don’t have access
to a big customer
base here

“So, advantages are I actually think we have exceptional talent here, right? Highly
educated workforce so I think that’s actually a huge advantage for us. I think a
disadvantage again is just access, right? So, it’s density, right? Like again, when
you come to Silicon Valley or even you talk about Israel or those kinds of things,
right, it’s about density of population.”

Executing on
home field in
competition with
companies makes
you hungry and
want to work
even harder;
maybe it’s
because of our
agricultural
background we
can outwork the
other companies

“Well, [San Francisco and New York are] not our home field, right, so we
wouldn’t have the credibility there to add people, you know. I think we would
have had to massively overpay compared to what we have to pay here. And we
wouldn’t have had—like we talked about earlier—that hunger, you know, that
even being from Canada and being from [this city], I mean I think you have a chip
on your shoulder against Seattle firms and against London firms and against New
York firms, right? I mean, you know how good you have to execute to compete
with people that have those other advantages and have all the people they can talk
to in the industry kind of around the corner at the bar, and so I think it makes you
hungry and harder working. It’s like, you know, we used to talk about this kind of
agricultural background that you absolutely can just outwork other companies,
you know, it’s not about strategy, it’s about execution.”

Our location
drives us to be
better than the
customer’s local
suppliers

“So, we have to be good enough that we beat out their competitors in their same
city from a different country. And then, so . . . in some ways that’s a wonderful
challenge that makes us be really good, right? And makes sure our employees
know, hey guess what, when I go to Los Angeles next week to get business we’re
going, when we execute that we’ve got to, they’ve got to be happy they chose us
instead of their company they can drive to in a half an hour.”

Re-education and
change

“And it’s like—an example last night. They don’t even know what a SaaS
[software as a service] company is. It is like that company that won in a software
category isn’t a software company. You know, it’s like—and so it just, what my
default is, is like I’m never going to participate in something like this again
because it’s just a waste of time. But that doesn’t help, you know. It’s like, how do
you help re-educate? And the person that won the Entrepreneur of the Year Award
was probably a very worthy person. It’s a big company, a billion dollars in
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revenue, and they sell lentils or something. It’s an agricultural company. But he
was saying all the things that the people in the room wanted to hear about the
[traditional] economy. . . . And that’s who Canada is. It’s like that’s, you know,
we’re going to be disintermediated as a country if we don’t start fighting against
that mindset. That’s like saying, ‘I’m just waiting for [the old economy] to come
back.’”
International from
the start

“I think from just, subscriber is around 23% Canada so it’s smaller than. I’m not
having as much growth in Canada than everywhere else. It was always [designed
as an international company at] all levels, yeah. And I had different levels of
subscription cost for those different levels.”

I don’t wave the
Canadian flag
when doing
business in the
US

“So, we say process [US pronunciation] when we’re visiting them and stuff like
that. We don’t put on an American accent, but just the emphasis. . . . It’s just I
don’t wave my Canadian flag when I’m off travelling around the US. I just do
business and try to help them be successful.”

Integrity over
short-term profit

“And Canadian dollars and Canadian spelling. I could just go over and switch it
over to US funds right now and make more money and not change the price from
you know. . . . But I can’t because I’m a Canadian company and so I’m—I keep it
that way. But I don’t think most people notice really unless I tell them, which I try
to do on occasion that it’s a Canadian [company and product].”

Want to be fair on
pricing

“Because we didn’t think it was ethical to gouge the market by putting an extra
thousand dollar per unit on it, and why would we want to force this technology out
in a space where it just didn’t seem like it was the right thing to do? So we
actually priced it a place where we thought the margins were fair and it was
accessible for everyone. So maybe it was a bad marketing move. I guess we’re
going to find out what happens. . . . So, yeah. No, you’re not the first one I’ve
talked to that said if I changed this I could make a lot more money, but I decided I
wanted to be able to tell them I didn’t.”

Fly under the
radar and work
hard

“I suppose . . . I don’t know if it’s Canadian . . . that I don’t—I’m not overblown. I
don’t like to go out of my way to promote it. That I fly under the radar. So, I don’t
know if that’s a Canadian trait . . . but I feel like that’s something. . . . Yeah. I’d
rather other people notice me for the hard work that I’m doing than me have to go
out and say, ‘Hey everybody, look all the stuff I’m doing.’”

Appearing bigger
than life

“So, in the States, people don’t realize I’m Canadian. I’m always shorter than they
imagine. . . . They think someone who does so much in a day is somehow taller. . .
. I don’t know. It’s just like ‘Oh, you’re so short. Oh, you’re so cute like that,’
which I think is hilarious. That’s a misconception. For some reason, people think
I’m taller than I am. So I don’t know. I guess that’s funny because they think I’m
bigger than life or something.”

Struggle for talent

“The same reason we struggle for product managers here in [this city]. We don’t
have good role models. . . . And we don’t have good role models, right? We don’t
have good mentors. . . . I just don’t think we have enough companies that have
gone through a cycle to have enough exposure in that realm.”

Getting local
customers is
tough

“That’s why we can’t move them to think because they’re not risk takers.”
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The benefits of
being off the
beaten path
include our
clients feeling
they’ve
discovered our
innovation to
their advantage

“I think it was key for our success at [this company] when we first started here
because at that time we talked about the silos and the secrecy that all these
companies wanted. Well, they would come out [here]—we would take them . . .
for a burger and they felt very sure that their ideas and their secrets and their
innovation was secure, confident and no one in the world was ever going to find
out about it because they’re up in . . . Canada . . . and it was very safe. Little did
they know that every one of their competitors was here and felt the same way.
And so because we were an international company we went out of our way to
make sure that we didn’t display or disclose or make them ever feel that their
ideas weren’t going to be protected and weren’t unique. But being here was really
nice because we were kind of like a big fish in a small pond. We could actually be
effective in our environment and we—I think there’s something about the
Canadian environment and the weather where we stay inside, and we work
[laughs] and we work together. And I consider, I look at the Finnish and the
Canadians and our cultures and our value systems are so similar. And I think it’s
weather, I think it’s about seasons and about adversity and living in adversity and
hard work, and I think there’s something about that that just spawns this culture.”

Costs and
competing for
engineering talent
is more costeffective here

“[If we had started the company in the US], I think it would have been really
expensive to hire people if we moved down to those areas. The lifestyles and
salaries are astronomical. We are the most cost-effective engineering high-talent
production house in Canada anywhere. By the time you have [innovation grants
and tax rebates here], you know, we can actually innovate. And the Canadian
dollar compared to the US dollar is so powerful that we actually are—they can’t
compete for engineering talent in the States compared to what we can do here. So
that’s huge.”

Here we think
global but are part
of the local
woodwork

“[If we had founded the offices in the US, we’d] have been American-centric.
We’d have never gotten out of our navel-gazing, probably sat on top of [an older
popular software product] or something else. The innovation wouldn’t have been
there. Because it just didn’t want to, no? I think we deliberately didn’t want to be
there. I made a very deliberate decision for that reason. I think we’d have lost the
global level to the business. And being global was really important. And we still
get that everywhere. Being global but local and being seen to be part of the
woodwork is very important. It certainly was in [in this city]. . . . We faced that
decision [of where to house most of our developers in the world] a few times. . . .
We went where we could get the people. Part of it is knowing the problem, being
able to articulate it, so wanting people close to the client base, close to the
problem. Also then finding good people where they are rather than forcing a team
to be in a place where it isn’t. We’ve ended up realizing that we, as I said, we let,
we find, we let the teams become where they’re naturally strong. We have a big
team here because a big part of the future of [this] industry is in the Americas. So,
and I defended it because I didn’t want the reverse to become too prevalent, [I
didn’t want to have] the international way of looking at things, which is
predominantly offshore, predominantly UK-style-type business, dominate the
thinking. And it has at times, just because that was a strong office.”

Fresh, innovative
ideas come from
Canada and you
have space to be
think

“I think internationally, globally, Canada is seen as—there are, per capita, the
people that come out of here, whether they’re actors, musicians. It’s just, it’s
phenomenal, and the innovation that comes out of Canada—I know that you see
countries like Germany as being leaders of quality products, but I don’t think you
get fresh, innovative ideas nearly as much as any other country than Canada. . . .
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And I think going to somewhere like San Francisco or Beaverton or whatever, I
think it’s stifling and I don’t think you—it almost feels like you’d get tunnel
vision and you’d have to conform towards whatever else was going on around you
instead of taking what the problem is and actually solving it.”
You’re going
where? Customs
officials don’t
believe we have
global industries
and technology
here

“We’ve also had many stories about how, about [our customers’] experience
coming through customs [at the airport] because no one expects to see these hightech companies coming through and going to [our location]. And so they put our
customers through the ringer to get through customs to come out to [here].
‘You’re going to see who? For what?’ And they don’t believe our customers and
they are coming to do high-tech business here.”

We’re building
distributed global
manufacturing
pods to be close
to our clients

“And we’re actually building manufacturing pods that are close to our
[international] customers. . . . But we’re just doing it naturally because that’s what
our customers need and what they want. . . . And we’ve been coming at that out of
necessity and also for servicing, and it just makes a lot of sense to do these little
micro pods if you will.”

Great engineering
reputation

“Nothing but positive stuff, because Canadian—in [our industry] Canadian
engineers, they have a reputation, a strong reputation. And they thought it was a
product that was exported out lots of places, and that ties into our universities.”

Clients assume
we are American;
when I tell them
where we are, it’s
kind of cool

“Yeah, yeah, all the time. I mean, when I’m on—you know, a lot of the people
that are kind of, yeah, our PR [public relations] context, they’re a little bit savvier,
you know, but all the time, people are like, ‘Well, why are you based there?’ or
like, ‘I thought you were American.’ Or, you know, we get that a lot. Like, they
just assume we’re an American company. And then, when I, then I’m like, ‘Well,
actually, we’re based [location],’ and some people have heard of it. A lot of
people haven’t. So I think people are like, ‘Oh, okay. Well, that’s interesting.’
And then, I sort of say, ‘You know, it really doesn’t matter where we’re based,
because we operate globally and everything’s in the Cloud and everything’s
online.’ Yeah. I think people are just like, ‘Oh, okay.’ It’s kind of cool. I feel like
I’m kind of proud of the fact that we’re here. We’re not in this like typical like
Boston, Seattle, New York.”

Note. Quotations from eight of the participants are featured in this table. Participant statements contributed to the
following themes: “Lack of local customer density,” Global first,” and “‘Off the beaten path’ location can be a
strategic advantage.”

What’s Canadian about the business? When asked, “What’s Canadian about your
business?” the immediate response from most participants was to pause and think. Running a
characteristically Canadian business was not something that was top of mind for them. One
entrepreneur even admitted they had never thought about it before. As discussed earlier in the
Methodology chapter, a number of probes and prompts were required in the interview to elicit
responses from the participants. Here are the summary phrases for the participants’ responses:
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•

More modulated growth, our values, and a culture of helping others

•

Humility, humble, let results speak for themselves

•

This city keeps you humble; we’re focused, happy, out of the spotlight—all while we’re
scaling a global business

•

Diversity of nationalities on the team

•

The need for bilingual packaging

•

Inclusiveness and diversity, humble, caring (hadn’t thought about it before)
What’s “local” depends on where you are in Canada—for some it’s hyperlocal and for

others it’s just “Made in Canada”
Table 68 presents verbatim excerpts from the participants’ interview discussions related
to what is particularly Canadian about their business.
Table 68
Place (What’s Canadian About the Business?)
Summaries

Verbatim extracts from interviews

More
modulated
growth, our
values and a
culture of
helping others

“Culturally, actually, there’s an advantage, right? So, the folks from the US. . . . Like
[big US company] used to love working with us as Canadians because we—you
know, particularly, they were Midwestern, you know, United States, and so we
shared a lot of the similar sort of we’ll call it family values. Our friends at [big
Scandinavian company] too, right? Again, values culturally not that different.
Interestingly enough you get a couple layers down there’s some good cultural
differences but. . . . We were fairly conservative in our approach, right? It was, you
know, what could we do with the cash that we have, right? Like modulated growth,
organic, 25 to 30% year over year, right? But it was 25% year over year to minimum
growth, right? Some years there was 50% in there. So, I think if we had started in the
US at that time we may have been pushed to have been bigger. . . . I think it was
tongue in cheek in some regards, right? Like I think it was interesting to them that
they would be working with a Canadian vendor, right? And I think it was a bit tongue
in cheek in the sense of ‘whoa, oh, we can’t find the talent here, we got to go to
Canada to find it’ kind of thing. . . . Yeah. . . . I think culturally, as Canadians, we
always want to help, right? We always want to help, right? So I think that that was
very—not fairly—very pervasive in our culture, was, you know, what can we do to
help every day, right?”
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Humility,
humble, let
results speak
for themselves

“No, I don’t think so, other than humility, right? And then pretentiousness. We would
say to our people, you know, take your work seriously and yourself lightly, right, and
then. . . . And so not being venture-backed, being bootstrapped and self-funded, you
know, and have . . . you never had to put on this bravado for any investor and that
kind of stuff and the Canadian thing of being humble about it. Maybe sometimes to a
fault, but that’s what we would be. It’s just, you know, we’ll let our results speak for
itself. We would love, you know, I love the Dolly Parton quote that an ounce of
pretension is worth a pound of manure, and so we would love to go in and—it’s a
Canadian thing—be humble and then they would think you’re an 11-person company
and then you would say, you know, this office and that office and that office and all
of a sudden in the conversation the table completely turns around. So that would be
our Canadian part, you know.”

This city keeps
you humble;
we’re focused,
happy, out of
the spotlight—
all while we’re
scaling a
global
business

“I actually really love how removed we are from everything that’s happening, and I
felt that same way at [my previous company], which is—moving to [a smaller
Canadian city] was a pretty major culture shock for me . . . across the board. But
yeah, when [the company that ultimately acquired us] started noticing us and just
everything, same with here, you forget that you’re part of this international online
community of everybody paying attention. And when you’re in places like Silicon
Valley and San Francisco, people are constantly reminding you of that, like ‘Oh, did
you know so and so did this?’ Stuff is always happening, and I think that’s really
distracting. It creates probably a lot of ego and confusion about why you’re doing the
thing. We forget how big of a scale it is that we’re doing, like we get to really
maintain our humbleness and our focus. And yeah, being part of a city that I think
probably has the [highest] happiness quotient of anywhere to live. The town itself
maintains your humbleness, like you’re not going out making the town entertain
you.”

Diversity of
nationalities
on the team

“Even in this office we have six nationalities. . . and we had more before the
downturn. Indian and Iranian and Australian. New Zealand. Quite a few. For a city
that’s not really seen to be that cosmo. In London we had 30 at one time, 30 different
nationalities, and we still have quite a wide—quite a lot of that. And people moving
between offices, it’s always been healthy so the—but this office became . . . really cut
its teeth on the biggest initial deliveries, so it’s always been involved in the big
deliveries.”

The need for
bilingual
packaging

“So concurrent with this kind of new product being a new business in these four
different areas, we’re trying to extend our reach across Canada by turning every
package fully bilingual. . . . So if we want to get listed into a warehouse that’s
situated in Ontario, across the line to Quebec, it’s got to be fully compliant, and
language is brutal to work with.”

Inclusiveness
and diversity,
humble, caring
(hadn’t
thought about
it before)

“You know, [inclusiveness and diversity] those are two big—of them, I would think.
You know, we’re big, you know, in terms of, we—I don’t know. That’s a great
question. I’ve actually never thought about that ‘Is there anything particularly
Canadian about your business?’ before, so I’m just trying to think clearly. You know,
we’re very—I mean, we’re very open. Like, we want to [work with] everybody
across races, cultures, you know, everything. You know, so we’re very open, and so
that’s fairly Canadian, I would say, especially with Trudeau now in power. . . . I don’t
know. We’re humble and grateful as a company. We’re very caring as a company.”
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“And so when people say, ‘I support local’—and I’ve found this so hilarious . . .
Calgary’s definition is, ‘Can you fly there in a day?’ . . . If you’re on Pender Island—
can you swim there? In Calgary, yes—oh yes, anything in Canada is local. It’s crazy.
. . . I’m in Lethbridge and it’s a wintery night and I’ve done my talk and I haven’t
gone to my hotel yet, and I go to a pub to have a beer. And I asked for something
local, and she gives me Molson’s. I’m like, oh, you’re ruining my brain, because I
don’t have a way—my paradigm doesn’t allow local to fit into these massive spaces
you’re allowing for it. . . . You go to the Montreal food scene, right, and even the
fries have to be potatoes grown in Quebec, and you’ve got to run [them] through the
chopper as they’re going in the oil for them to be fresh. And so, you see these pockets
where there’s micro-local, as they would see it, and then you’ve got a Calgarian
version of local that’s ridiculous. And the Victorian definition of local is really in
part—it’s got life breathed into it from the Gulf Islands. Or Galiano—local is
Galiano. And Pender Island local.”

Note. Quotations from six of the participants are featured in this table. Participant statements contributed to the
following themes: “Keep it lean to mitigate risk and be nimble,” “Humble, low-key sales approach,” and “Not
‘flying the Canadian flag’.”

Belonging to local groups. The next section explored the entrepreneurs’ membership in
local groups. I was not surprised that most entrepreneurs did not belong to many (if any) local
business groups or associations. In my personal interactions with these entrepreneurs, I found
they were so focused on building the business that, once they were out of the very early startup
stage, they rarely participated in local business groups and did not connect often with other local
entrepreneurs. One serial entrepreneur who is focused on building capacity and legacy in their
community was part of a public-private venture capital funding group. Another serial
entrepreneur participated in a local breakfast club and volunteers with a poverty reduction group
that helps people start small businesses. As mentioned earlier in the Word Reaction Clusters
section of this paper, for these entrepreneurs, a sense of community is established when people
they care about all get together to solve a problem and collaborate to build something great.
When these entrepreneurs find this in a group (through challenging sports, local problemsolving, customer collaborations, applied mentorship, legacy building, etc.), they join in and
commit to participate. Even if they are being pressured to join a local group, they will not if it is
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not useful in this way. Below are the summary phrases emerging from this portion of the
interview:
•

None. No innovation groups. Not even the Chamber of Commerce because we didn’t feel
like we fit.

•

None.

•

Not a group person, and I would only participate if I knew the businesses and could add
value. Now people are trying to sort of bully me into joining their groups.

•

No local groups or associations.

•

Local entrepreneurs breakfast group. And I volunteer on a local poverty reduction group.

•

Social group of like-minded kayakers.

•

Public-private venture capital funding organization.
Table 69 presents the interview extracts related to belonging to local entrepreneurship

groups.
Table 69
Belonging to Local Groups (I Don’t Belong to Any Local Business Groups or Associations; I
Feel We Don’t Fit In With the Chamber of Commerce; I Won’t Get a Lot of Value at This Point
in My Life; I Belong to a Small Breakfast Group or Volunteer With Groups That Are Creating
Legacy and Capacity in Our Community)
Summaries

Verbatim extracts from interviews

None; no innovation
groups, not even the
Chamber of
Commerce because we
didn’t feel like we fit

“None. . . . Other than knowing that we needed to go get [a new CEO]. Like
other than knowing we needed to go and get a CEO, right? And [he] sort of
introducing us to this idea of we need to have great people around us and we
need to have mentors and we need to do this and we need [to] go forward,
right, and build the farm team, right? Certainly, there was no connection with
other technology entrepreneurs for sure. . . . It may have existed in [another
industry], right? Because of course we’ve talked a lot about the fact that
there’s a lot of technology in [one of our local historical industries], but they
just don’t see themselves as technology companies, right? And but there was
no . . . It was very . . . Like it just—and I didn’t—either wasn’t aware of it or
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didn’t know how to access it. . . . None. Didn’t even know [the innovation
organization] existed, didn’t know how to access it, didn’t . . . Didn’t even
join the Chamber of Commerce because I didn’t think it fit because we were
in technology. We were doing something completely different and
innovative. I didn’t—the Chamber felt like to me like I would be, you know,
creating a food truck or selling pasta or, you know, serving the local market.
But we never served the local market.”
None

“No, I don’t. I don’t [belong to any local associations or groups].”

Not a group person
and I would only
participate if I knew
the businesses and
could add value; now
people are trying to
sort of bully me into
joining their groups

“So, they’ve been trying to get me to go into a group. And I’m just not a
group [person]. You know, I’m an introvert. I wouldn’t want to be in one of
those groups unless I knew at some depth about these other businesses so that
I can feel like I can add some value. And I don’t have the time to really invest
in other people’s businesses right now. So, you know, for a variety of reasons
I’m just not. And people are kind of assuming because I don’t want to do it
that I’m somehow flawed or I’m, you know. They’re trying to combination
bully and psycho-kind-of-analyze why I don’t want to do it. It’s like I’m older
than most of these people. I’m not, you know. And I actually met with one of
them. It’s like—they said, ‘You know, I think we’d get a ton of value from
you, but I’m not sure you’d get that much from us.’”

No local groups or
associations

[Interviewer: Do you interact on a regular basis or any type of interaction
with founders of other innovative businesses here in the city or globally?] “I
wouldn’t say. Not locally. Not really.” [Interviewer: And then do you belong
to any local associations or groups?] “No.”

Local entrepreneurs
breakfast group, and I
volunteer on a local
poverty reduction
group

“[We] have an innovators’ group or an entrepreneurial group. We’re kind of
meeting once a month and we kind of go to each other’s businesses and have
breakfast meetings. And looking at how do we set up incubators, how do we
support people working out of their home trying to get into the business?
There’s probably 30 or 40 [people total]. . . . I also volunteer for [a group that
helps people who are living in poverty to start small businesses.]”

Social group of likeminded kayakers

“Kayaking’s kind of different. That’s been the main sport that I’ve done, and
it’s very much—it’s not an individual sport, but it’s a group sport. It’s hard as
hell. It’s not easy. Super high skill, technique. And you have to manage risk
and you have to do it all the time. Especially if you’re trying to push yourself
and progress. . . . And it’s always something that I’ve had an interest in. So, it
is kind of interesting in that, and then that becomes—that’s my other social
outlet, because there’s a community around that. Like-minded community
and one that’s a meritocracy and one that has its own rules and its own sort of
acceptance criteria, which is really, really broad. You know, as long as you’re
seen to be a good person to paddle with, right? And the definition of a good
person to paddle with is broad. But quite—you know it when it’s not there.”

Public-private venture
capital funding
organization

“You know I volunteer in the [Provincial] Enterprise Corp Board, right?

Note. Quotations from seven of the participants are featured in this table. Participant statements contributed to the
“Building community by building something together” theme.
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Values. The purpose of this activity was to engage the entrepreneurs in an interactive
exercise that encouraged them to select and describe the values that acted as their guiding
principles as they went about their everyday work. Participants were given 101 business-cardsize pieces of paper, each with a different word or phrase. The words and phrases were universal
values (see the Research Design section for an explanation of how this values set was built). The
participants were then asked to choose 10 to 12 of the cards with words that would best describe
the guiding principles or values that they used in their everyday work as an entrepreneur to help
them make daily decisions and set priorities. It was important that I encouraged them to reflect
upon how they were in their everyday life as an entrepreneur, as I did not want them to select and
share aspirational values they hoped to embody one day. I used the words values and guiding
principles interchangeably with the participants as I explained the activity to them, to encourage
their reflective thinking of an ordinary day as an entrepreneur and not a “capital V” values test.
All but one of the eight entrepreneurs who completed the full task expressed surprise at the
volume of values to choose from, but they all completed the activity. (See Appendix F for a
photograph of the cards being used during the study.) Upon selecting 10 to 12 values or guiding
principles cards, each participant was then asked to point out three from this set of selected cards
that somehow stood out to them as they thought about their practice of daily work. Participants
then shared examples of how the three prioritized values they selected showed up as touchstones
or drivers in their daily work. None of them struggled with describing specific scenarios of how
each value guided them in their day-to-day work and priorities as an entrepreneur. As this
activity was underway, I also encouraged the participants to organize the cards in any system or
structure that they wished, as there was no right or wrong way to complete the exercise—this
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added another structural element to the task that would help these natural builders enter into the
flow of the exercise.
Two other participants ended up completing an abridged version of the values activity
due to time constraints imposed by their business on the day of their interview with me. In this
abridged activity, I improvised and encouraged the two participants to share their guiding
principles or values that helped them in their everyday work and setting priorities. One
entrepreneur effortlessly shared 10 guiding principles as part of our conversation, without
referring to any documentation; I surfaced these principles with text analysis of their audio
transcript. The second entrepreneur showed me a printed document with eight team core values
that they had created for the company and discussed them with me during this portion of the
interview; I also confirmed these principles during the audio transcript text analysis.
Guiding principles (values) assessment. Upon analyzing the broad expression of values
words that acted as guiding principles for the entrepreneurs in their daily work and setting
priorities, the words most frequently fell into the category “Do What’s Right,” which included
accountability, caution, commitment, control, efficiency, ethics, fate, financial stability, honesty,
integrity, job security, quality, reliability, responsibility, rules, security, and trust. The category
of “Embrace Change” was the second most frequent. The least frequent categories were “We’re
in It Together,” which included the values words belonging, community, compassion,
cooperation, equality, fairness, forgiveness, friendship, global harmony, health,
interdependence, listening, open communication, patience, strategic alliances, transparency, and
wholeness, and “Good, Better, Best,” which included the values words achievement, being the
best, clarity, competence, continuous learning, excellence, experience, image, mission focus,
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personal growth, power, prestige, pride, profit, respect, solitude, and wealth. See Table 70. (See
Appendix F for the full list of categories and values in table format.)
Table 70
Frequency of Values Categories for Words Selected by Participants
Values categories
Do What’s Right
Good, Better, Best
Embrace Change
Pleasure and Creativity
We’re in It Together
Build the Future

Selection frequency
21
14
23
21
14
21

Note. “Embrace Change” was the most frequent overall category for the 10 entrepreneurs’ values. “We’re in This
Together” and “Good, Better, Best” were the least frequent.

Figure 15 presents the same data as in Table 70, but separates out the eight participants
who completed the full values card activity from the two time-starved entrepreneurs who
completed an abridged version of the exercise. It is fitting that “Embrace Change” was the
category that was the most popular among the two entrepreneurs who limited the time allotted to
complete the activity with me due to business needs arising that day. They added an equal
amount of values words to the “Do What’s Right” and “Build the Future” category totals. It is
also appropriate that their least frequently expressed values were from the “Pleasure and
Creativity” category, as being on time for a work meeting was their priority on our interview
day. Because these two entrepreneurs were not able to participate in prioritizing their top three
values as the other participants did, their data will not be included in the next phase of analysis of
this Values interview section.
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V A L UES C A T EGO R IES - A L L P A R T IC IP A N T S
8 ALL COMPLETE

6

ABRIDGED

2

5

5

3

3
19
17

16

16

11

D O W H AT ' S
R I GH T

GO O D ,
B E T T E R , B E ST

11

E M BRACE
C H A N GE

P L E ASU R E &
C R E A T I VI T Y

W E ' RE I N IT
T O GE T HE R

B U I L D T HE
F U T UR E

Figure 15. Values categories for all participants from the values activity, with abridged interview
results separated.
For the eight entrepreneurs who completed the second phase of this activity and
prioritized their top three values, Figure 16 communicates three noteworthy patterns. First, the
most popular category during the broad values selection, “Pleasure and Creativity,” dropped to
the least frequent category when the entrepreneurs prioritized their selection. The “Pleasure and
Creativity” category includes the following values words: art, beauty, creativity, curiosity,
delight, design, enthusiasm, fantasy, freedom, fun, humour, ingenuity, intimacy, joy, play,
recreation, simplicity, and work-life balance. Secondly, “Embrace Change,” “Do What’s Right,”
and “Build the Future” had the same frequency for the prioritized values selection and the
broader selection. And thirdly, “We’re in It Together” remained tied for least frequent category
alongside “Good, Better, Best,” which includes the following values words: achievement, being
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the best, clarity, competence, continuous learning, excellence, experience, image, mission focus,
personal growth, power, prestige, pride, profit, respect, solitude, and wealth.
V A L UES P R IO R IT IZ A T IO N - 8 A LL C O MP LETE
TOP 3

16
3
2

3

5

5
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11

11

16
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19

8 all complete

D O W H AT ' S
R I GH T

GO O D ,
B E T T E R , B E ST

E M BRACE
C H A N GE

P L E ASU R E &
C R E A T I VI T Y

W E ' RE I N IT
T O GE T HE R

B U I L D T HE
F U T UR E

Figure 16. Values categories for the eight participants who completed the full values activity.
The entrepreneurs most significantly reduced their choice of “Pleasure and Creativity” values
during the prioritization phase.
When the eight participants prioritized their top three selections, there was a significant
drop in the “Pleasure and Creativity” category; it dropped from 19 selected words (when
participants had each selected their original 10 to 12 values cards) to merely two words.
Reflecting upon earlier sections of their interviews when participants shared their love of solving
hard problems, their integration of work and life, the vocation they are dedicated to pursuing, the
pursuit of personal development and improvement through their business, advising students to
find work that aligns with their interests, and the declaration that “work is fun,” it makes sense
that they find their version of fun, curiosity, and play in their daily dedication to building a great
business that improves their industry and people’s lives. It makes sense then that “Embrace
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Change,” “Do What’s Right,” and “Build the Future” were the top categories remaining after the
prioritization exercise.
Examples of participant explanations related to the top three values categories. In the
following section, I share the prioritized categories and values words selected by the
entrepreneurs during the prioritization activity. I also provide a verbatim example for each
category to bring their selection to life for the reader.
Embrace Change. The top category before and after the participants prioritized their
selections was “Embrace Change.” The six words that were part of their prioritized selection
were adaptability (x2), listening, openness, pragmatism, and spirit. Entrepreneurs are
changemakers; they are constantly iterating and experimenting with solutions; they are always
balancing risk and reward; and they are striving to create lasting change in their industry. This
top value category contributed to the following emergent themes during the data analysis:
“Flexible size and model” and “Entrepreneurial effectuation in action.” Their process of
entrepreneuring (Sarasvathy, 2001b) is captured in this interview excerpt from a participant who
chose adaptability and listening as two of their three prioritized “Embrace Change” category
values words:
Adaptability, pragmatism, listening: this is what happens every day. When you said,
“What does your life look like?” . . . this is what we do every day. It’s always a pragmatic
decision, making choices and hearing points of view so you can keep your big picture
understanding of what’s best for the company, the customer, and the employee. Because
it all has to be orchestrated, right? These other things are mechanics, but these [three
words] are how it gets done.
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Do What’s Right. The participants ultimately had five words from this category
remaining when they prioritized their top three choices: accountability (x2), integrity (x2), and
trust. This top value category contributed to the following emergent themes during the data
analysis: “A deep sense of personal accountability” and “Humble, low-key sales approach.”
What was surprising to me was the intense sense of responsibility and duty the founders felt
towards the people (employees, investors, families, key suppliers, and so forth) who had taken
the leap to join them on their entrepreneurial journey. This interview excerpt captures the
sentiment well. The participant chose the word accountability as one of their top three values
words:
And then the accountability piece is just kind of a servant leadership thing, right? Like
where does the buck stop, you know? Like are you there for your people, are you there to
protect them, to look out for them, to understand what they’re going through in their life?
Are you taking the responsibility for marching those people’s careers through the risky
terrain that you’re marching through? Do you understand that you’re taking them away
from other opportunities as you do that? Do you understand that, you know, it can be
pretty selfish if you don’t perform as a leader and as a company for those people, that
they’ve lost precious perishable time in their life, right? And we would say
accountability-wise there’s nothing that I ever held myself more accountable for or more
accountable today for, for the people here than burning people’s career time, right?
Because we can always get more money, right, but those precious years in someone’s
career life is never coming back and if you’re treating people unfairly, if you’re treating
people unequally, if you’re compensating unfairly, if you’re doing anything unfair, that’s
a scar, that’s a blemish that I’m going to wear the rest of my life. And so, we always
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wanted to say, you know, just make sure you’re getting people on the highest and best
use of their time. So, this is where they’re at in their career—let’s make sure they look
back and say, “You know, my time wasn’t wasted here, I wasn’t sitting around waiting
for direction.” So that’s the openness piece and the accountability piece, and if you make
yourself very, very accountability for people’s time, precious time in their life that
they’re spending, then I think other accountability gets a lot easier. . . . And then, you
know, like we talked about with the exit word, the accountability—if there’s a CEO
you’re not really owning that accountability for marching your shareholders, your
investors, your employees through that risky terrain and not for every single day
evaluating, “Okay, how much risk is there? How much return is there? What if we march
ahead for another year? How much more return is there? How much risk do I have to
walk through? Is the risk a little bit less, down for a bit, or is the risk a catastrophic risk,
right?” And so, assessing that, that’s the accountability. You’ve got to play the strategic
kind of shareholder value game above the operating company game, and so you have to
bear that accountability, and passion, enthusiasm for it.
Build the Future. The participants also selected five words or phrases from this category
after prioritizing their top three guiding principles or values. They chose making a difference
(x2), optimism, vision, and work. It is understandable that building the future is a daily focus for
these entrepreneurs who are building an industry-leading business every day. And, as mentioned
earlier, personal development (building themselves) through entrepreneurship was also a
common theme for these participants—the business is an extension of themselves. This top value
category contributed to the following emergent themes during the data analysis: “Meaningful
work and legacy” and “The entrepreneur wants to work towards realizing a creative business
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vision they care about.” The need to have a future-focused “can’t not do” objective to sustain
them and their teams as they navigate the challenging journey of entrepreneurship is key. The
following interview excerpt captures this concept well. The participant chose the phrase making
a difference as one of their top three values selections:
Being proud of what I’m doing—that’s important to me. You know, creating a business
that I’m proud of. It’s not shady. It’s not, you know, it’s not all about the money. Being
proud of what I’m doing, community and creating communities, making a difference in
the world, having the freedom to make choices and how I use my time and how I grow
my business—that’s really important to me. Growing as a person is very important to me,
both as just a human, but also as a CEO.
Misunderstand about you? This question in the interview explored what the
entrepreneurs thought others (not necessarily their colleagues) might misunderstand about them.
The responses related mostly to what their team members might misunderstand and reflected a
sense of personal vulnerability in that the entrepreneurs felt they were still learning, growing, and
evolving as people—and that they needed the support and engagement of their teams to be
successful. Below are the summary phrases emerging from this portion of the interview:
•

That I’m still learning to be a leader.

•

Just because I’m outgoing doesn’t mean I have to do sales.

•

I’m not an inventor, I’m a persuader of people to join in the journey.
I love to help solve problems—share them with me!
Table 71 captures participant verbatims related to this topic.

Table 71
Misunderstand About Me (That I’m Still Learning to Be a Leader; Just Because I’m Outgoing

ARTICULATING THE GEMINI MODEL

212

Doesn’t Mean I Have to Do Sales; I’m Not an Inventor, I’m a Persuader of People to Join in the
Journey; I Love to Help Solve Problems—Share Them with Me!)
Summaries

Verbatim extracts from interviews

They think I’m too
critical and expect more
of them than is fair. But
I’m really just trying to
learn how to set more
boundaries and goals up
front, in a constructive
way—getting that
balance between laid
back and
micromanaging.

“I think they think I’m every critical and I think they think that I expect
more of them than is fair. It’s because I’m probably too optimistic and I
trust them too much to know what they’re doing and I probably—maybe
I’m too patient that I don’t set enough boundaries and goals, objectives.
And so that’s where—this is my challenge is to bring all this to the table in
a constructive way. . . . And then I come back and say you [people] are
going over the cliff or this is wrong. . . . But it’s how do you be, how do
you guide without being prescriptive and micromanaging, the balance
between what, laidback, just let them try. And when I see people who can
do it and do it very well I’m quite . . . I admire them a lot. . . . I don’t feel
alone in this, I feel that other entrepreneurs have very similar values, that
we have a similar heart and we have similar drive and energy. . . . I think
that there’s a common—because there’s risk, everyone’s been through the
dark nights of what am I doing and is this ever going to—there’s a lot of
reality here.”

Because of my outgoing
personality I get
pigeonholed in sales
type of role.

“I think they believe, because I am outgoing, very passionate, strong
advocate, right, I think sometimes it’s really easy to park me over here in a
sales type of role, right? And I—so I think that’s—I think that it’s natural
for people to kind of gravitate towards me in that regards, because I can,
you know, and sales is oftentimes the hardest piece in the business, right?
Yeah. So, I think that that is—I think that’s oftentimes too bad, right,
because then you’ve got to work to—and not that being a salesperson’s a
bad thing. You need—nobody gives a shit about your product unless you
can sell it, right?”

I’m not a born
entrepreneur and don’t
identify with the special
inventor image we often
attribute to the role. I
see entrepreneurship as
a team sport; I’m a
progenitor of an idea for
an underserved market
and I need to persuade
others to join in and
support it.

“I don’t see myself as an entrepreneur. I think it’s a team sport. And I think
there’s very few entrepreneurs that aren’t in the same boat, you know? So, I
think it’s an overused word all the way. Understand why it’s important.
Well, it becomes a bit too—I think the useful idea of the word is that you’re
a progenitor of something, right? And you’re—you know, what I like about
being an entrepreneur, what I think is most impactful is the sense of
efficacy that you have, you know, you can have an idea for an underserved
market or a, you know, an innovation or whatever it is. I’m not an inventor
so I can’t imagine the patent-driven sort of piece. But you’re fettered only
by our ability to execute on that idea and vision and your accountability to
the people that you manage to persuade to support it. And that’s—in that
regard, I’m an entrepreneur. But as some sort of special individual that’s
been infused with attributes that nonentrepreneurs don’t have, I don’t buy
that. I wasn’t a born entrepreneur. I was a made entrepreneur.”

I had to be more overt in
telling people how much
I like it when they bring
me challenges we have
to solve. I was too
heads-down working on

“I guess maybe they don’t understand how much I actually like challenges.
And people do try and shield me from them, because they think it’s going to
bother me or something. But no, that’s the stuff I love. Please bring it to me.
It’s like, ‘Oh I’m just really busy with my head down. I wasn’t actually
ignoring you. . . .’ So, I had to relearn how to interact with everybody and
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realize that ‘oh, the things I’m hearing in my head I’m not saying them out
loud.’ I really made sure I didn’t do that.”

Note. Quotations from four of the participants are featured in this table. Participant statements contributed to the
“Personal development through entrepreneurship” theme.

Defining success. This section of the interview gave the participants another opportunity
to share how they defined success. Entrepreneurs discussed aspects of building a meaningful and
interesting life that makes an impact on the people around them, their industry, and their
community by building a business that makes lasting change. The results of this interview
section are in harmony with the participants’ earlier expressions about what had been most
rewarding from The Journey portion of the interview. Below are the summary phrases emerging
from this portion of the interview:
•

Friendships, family relationships.

•

Female leader in a male-dominated field.

•

Developing people on a great team.

•

Making a positive impact on my community and the world; at a certain point it can’t be
about money.

•

Building sustainability into the business model while still being able to scale the offering.

•

Work-life integration; doing what you love for the long term.

Table 72 presents interview extracts related to the participant definitions of success.
Table 72
Defining Success (Friendships, Family Relationships; Female Leader in a Male-Dominated
Field; Developing People on a Great Team; Making a Positive Impact on My Community and
the World; Work-Life Integration; More Than Money; Building Sustainability Into the Business
Model While Still Being Able to Scale the Offering)
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Verbatim extracts from interviews

Great family and
friends

“You know, personally, I have, you know, an amazing [spouse] and partner, I
have two wonderful kids. We do the things that we like to do, we live a lifestyle
that—it’s not, you know, excessive, you know, but we don’t worry about things,
right? Like we’ve been able to create—we’ve been able to do what we wanted to
do, right, and have a great family. We have Sunday dinners every weekend, like,
you what I mean? So, I have great friendships, and—god, do I have great
friendships, right?”

Being an early
female leader in
tech

“And then, on the business side, and I don’t want this—please don’t mistake this
as ego, right? I am a rare breed as a woman in technology, who’s done what I have
done. You know, so I’m in my 40s, right? We started a business 20, you know, 15
years ago. There weren’t many women in technology, period, right? There weren’t
many women in leadership roles in technology. There were, obviously, there’s still
women, you know, coding, and that kind of stuff, right? So, I think having, you
know, been a cofounding partner, going through all of that stuff, and then being
the one who actually took it through into acquisition, and working through that
process with a great team, it is rare.”

Developing a
great team

“Yeah. Bring along a team. You know? It’s just a ‘we’ game, right? It’s . . . and
then each business your team—you are able to move just a little bit more out of
the day-to-day and let people take more meetings by themselves, fire on the world
by themselves, do more stuff by themselves and then getting that kind of success,
but keeping it nonchaotic too. And then having some of these values and
principles about how to operate and compete inside of people’s heads and hearts,
and then having that work, you know, to build a business where a business didn’t
exist before. And then have that team feel that success of doing that in the world,
of putting something into the world that didn’t exist before, that kind of pure
creativity with a team of people is the most rewarding.”

Social,
community
impact

“So, if what you’re playing for again is money, and it’s gone okay, it’s gone really
well in the first three, then that means something different than it did 15 years ago.
But if it’s a social thing, if it’s a thing like this, or if it’s a social cause like some of
the stuff that we get involved with now, then that’s. . . . My [spouse] will ask me
‘how is this? And how is that?’ and just observing. Like I had four meetings
today, two on business and two on the charitable stuff; the business ones I’m just
like—I got this loop playing in my head, like ‘Why, why am I doing this?’ And
then the charitable ones, the community ones, it’s like ‘What? That was an hour?
Like that just flew by.’ So, there’s something there. . . . [Interviewer: To help
maybe finding itches that are social problems, then have commercial solutions to
them?] Respondent: Yeah.”

Global impact for
good

“And that [the team] knew the meaning of what we were doing, right? So, the
reason that we do this stuff is because communication is an incredibly important
thing around the world. It’s how cultures interact and not conflict, it’s how
countries interact and not conflict, it’s how growth happens.”

Sustainable
unique business

“I think, yeah, right now it’s how do we continue to scale in a way that maintains
the uniqueness of the [product] and maintain the sustainability.”

Work-life
integration and
pride in our work

“You can make a very dated concept or notion that ‘This is my work life, and this
is my home life, and those are two totally different pieces of myself and then one
day I’m going to retire and I’m just going to put this one away.’ And then people
don’t know what to do with themselves and . . . it becomes like their whole lives
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fall apart. So, I guess maybe coming back to maybe what that—how that guy was
approaching his business of like it should be a part of you and it should be a part
of the long term. I think we’re going to start retiring a lot later. Not because we
need money but because we realize we like doing that work that makes us feel
proud.”
Energy from
bringing new
people on the
journey

“I get energized by certain things, getting new clients, going upstairs, you know,
or doing the orientation thing that I do as part of the onboarding, you know,
meeting the new folks and just seeing their bright-eyed passion for sort of what
we’re doing and stuff.”

Note: Quotations from four of the participants are featured in this table. Participant statements contributed to the
following themes: “Called to do the work they love,” Meaningful work and legacy,” and “Rewards beyond
monetary wealth.”

Advice. This section of the interview was designed to elicit advice from the participants
that would inform and inspire potential reforms to entrepreneurial innovation public policy and
programs—a goal of this study.
Advice to youth. This activity in the interview used a scenario to help the participants
share their advice with youth aspiring to be the future entrepreneurs of Canada. It had them
imagine making rough notes or an outline for what they would say to a graduating class of
prospective entrepreneurs from a school they were associated with. Some of the entrepreneurs
did not have great experiences with formal education institutions so the conversation required a
few more prompts, whereas other entrepreneurs had enjoyed their university experience and had
already returned to speak with classes and at convocation ceremonies.
The emerging concepts related to entrepreneurial innovation public policy and program
reform are as follows:
•

Entrepreneurship can be lonely, and it is very hard work—need to connect meaningfully
with experienced peers for knowledge sharing and community

•

Entrepreneurship can still be the most rewarding thing you do—share the real impact and
outcomes of this model of entrepreneurship
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Serial entrepreneurs will experience more failures than successes, but they still would
choose the same path—need to share honest profiles and case studies of this model of
Canadian entrepreneurship

•

Overnight billions don’t exist—remove the gazelle/unicorn/growth-hacking/pitch/etc.
hype from entrepreneurial programs and curriculum

•

Learn at school and on the ground level of your industry of interest before starting a
business—possible pre-entrepreneurial internships and postgraduation work experience
programs; change the messaging and curriculum around starting real businesses in school
(small business or side project vs. high-tech startup)

•

Critical thinking skills are more important than test scores in the long run—assess
curriculum for core critical thinking skills, problem-solving, etc.

•

Think big, and live your life as you choose—the need to include more diversity and local
examples of this model of entrepreneurial innovation in profiles of entrepreneurs

Table 73 presents extracts of their advice to youth at a school convocation who are
considering an entrepreneurial career path.
Table 73
Advice to Youth at School Convocation
Summaries
Never compromise
values and ethics.
It can be lonely, so
surround yourself with a
good support system and
team.

Verbatim extracts from interviews
“So, I would talk about courage, right? Have the courage to take the risks,
have the conversations, do what needs to be done. I would talk a lot about
the fact that innovation, in particular, is not an individual sport, it’s a team
sport, right? I wouldn’t have used the word innovation and tell them my
opportunities of the last couple of years to really understand what that
means, but I would talk about the importance of, you know, putting in a
support system, whatever that would look like, to truly—if you were truly
willing to make the investment in entrepreneurship. I would talk about. . . .
I would talk about, as a leader, as the CEO, it’s actually a very lonely job,
so make sure that you’ve got good people around you, as, you know,
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You are in service
(servant leadership) to
that team, to remove
barriers.

mentors, and friends, and coaches, whatever that needs to look like, right?
And I would say, be, be relentless, and never compromise on your values
and ethics, as it can happen. . . . I deeply believe in servant leadership. I
deeply believe that our job as leaders, right, in particular, is to remove
barriers, and, you know, act in service of, right?”

To directly create a little
economic engine that
directly helps a group of
people do their highest
and best work is a real
honour.

“You know, the opportunity for peer creation is completely unique in the
world. I mean, that is your personal mark on the world. All of our money
spends equally and anonymously, right, but what you with your background
and your skills and your energy and your efforts can add to this world is
completely personal and unique, and to do that under the direction of a
different board of directors and a different executive staff and a different set
of VPs, and a different director level above you, and then your manager, to
contribute is one thing, right, and you do that in other ways through arts or
sports or volunteering and that’s great. . . . But to get to have a chance to
impact and to drive even a small number—20, 30 people—and be a little
economic engine that can see them do their highest and best work in the
world is a real honour, right. It’s not just about you, it’s about. . . . Those
people would have been kind of like working for the man if you didn’t
provide the platform to do their highest and best work in the world. Then
you have a chance to treat them poorly or treat them well, but that kind of
stuff. I mean what a privilege, like what a. . . . That is so unique. And to be
able to win some and lose some, you know. I’ve had much more failure in
terms of starts, much more failure in my career than I’ve had successes, and
I think that’s why you wear it differently.”

Learn at school and right
on the ground level of
the industry you’re
exploring before you
start your own thing.

“I’m remembering all the guys and gals that were there. . . . Learn
everything you can as quickly as you can, so just expose yourself to your
profession and the technology and learn it and get out there and learn how
to do it and don’t skip those steps. If, for example, you’re in the oil field,
get as close to the wellhead as possible. If you’re going into—if you’re
going to be working the building trade, you know, get a pair of steel-toed
boots and a hammer, get, get into the foundations. Figure out how the stuff
works. It may not be—it may not be the jobs that you, you know, that your
endgame is, but you’ll never do poorly by actually seeing how the theory
works and actually being involved with the people who do it much better
than you. And figure out the [people] who, the [people] who put up the
drywall, who crack the drill bits, find out who those [people] are and how
they think and what their motivations are and make sure you never lose
respect for them. And once you’ve done that, then figure out your
profession and get good at it and then at some point after that you’ll find an
opportunity where you may want to be an entrepreneur. But remember that
being an entrepreneur is nothing about the business, the topic, the idea. It’s
all about your ability to fit your personal world around it. And if you expect
that to be easy to balance, then maybe entrepreneurship isn’t for you. . . .
That would be the warnings. The positive side about all of that is once
you’re working for yourself, once you have a platform for your own ideas
to become reality, once you have an ability to bring like-minded people
together with you and you have some success it’s the most rewarding way
to work that you can possibly have. And it’s for all the reasons that it’s, it’s
the skydiving. And it’s—you can make something like that work. . . . Yeah.
It’s just deciding that that’s going to be it. Always remember, it’s—I mean

Being an entrepreneur
isn’t about the business,
the idea, it’s about your
ability to integrate your
life with it—the business
will run you for a long
time.
Once you have a
platform for your own
ideas to become reality,
once you have an ability
to bring like-minded
people together with you
and you have some
success, it’s the most
rewarding way to work
that you can possibly
have.
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the things—the big thing to remember is the business will run you long
before you’re able to run the business.”
Start right now, form
good work habits, learn
forever.

“Definitely understanding that you should be pursuing challenge and
continuing to find ways . . . opportunities of things to learn from. Like it’s a
lifelong thing. And really when I think about it, I always had this
cognizance of how short our lifespan is, so when I came out of high school
I was like, ‘Oh fuck, there’s no way there’s going to be enough years in my
life to learn everything that I want to learn.’ And then I talked to a lot of
teenagers and 20-year-olds and they think like, ‘Oh, I got all the time in the
world right now’ and I said, ‘No. No, you don’t.’ If you don’t have your
competitive edge by the time you’re 30 you’ll be screwed. It’s pedal to the
metal like now. So yeah, driving that one home, start now. And, you know,
party and travel and do all that stuff later. I’m not sure why this became a
thing that people should take like a year or whatever off and travel, because
you’re removing yourself from the stride that you had in high school to
keep finding things and digging deeper. . . . It’s an important year where
you’re starting to form habits, and if that’s the first habit you kick off your
adult life with, it’s pretty hard to break out of that I think. But yeah, I’ve
seen a lot of friends go into bartending and waitressing and not all of them
made it out.”

Develop critical thinking
skills; you need to be
good at that, not just
taking tests.

“So, if you don’t have all of the training and you come into it and your only
skill is critical thinking, like you’re probably going to come out with the
better solution than the person that just went to school and did really good
at testing.”

You can support
yourself and enjoy your
work. Be prepared to
work really hard and try
to find joy in everything
you do—even mundane
or distasteful tasks.

“Just they know that they can actually create something for themselves, that
they don’t have to find a real job necessarily, that it’s not a requirement and
that I have very few real jobs in my resume list. That that’s not necessary to
be successful just for yourself. . . . Successful in that you’re supporting
yourself and you’re doing something you enjoy. . . . They have to be
prepared to work really hard and to learn to enjoy work, even the stuff
that’s not fun. To find pleasure in those tasks because they’re necessary. So
even it’s like accounting and you hate accounting, so what, get it done and
then be joyful that you got it done and celebrate that you got it done.
Because if you just decide that you’re not going to put yourself through the
things that you don’t like doing, then you’re not going to succeed, because
as an entrepreneur you’re going to be doing stuff that you hate doing on a
daily basis.”

Don’t launch a startup
coming out of
university. Get some
work experience and
maturity before starting
your own business.

“I think that people come out of university and they think, ‘I’m going to
start a high-tech startup and I’m just going to do it overnight and it’s so
easy to do.’ But—and I feel like I have this very unpopular perspective
when I say, ‘No, I would really recommend you work for a while, learn
how companies have done it first. And then once you’ve got enough knowhow and maturity under your belt to leave, then you can take this on.
Because you’re not going at it blind and thinking the rest of it is just going
to come willy-nilly all together.’”

Overnight billions don’t “And that’s what bothers me a little bit where you see kids coming out of
exist so don’t set
university feeling like they’re failures if they can’t just launch an
yourself up for failure by entrepreneur company and be an overnight multibillion dollar success. And
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expecting that. And
respect the wisdom and
experience of those who
came before you started
your job.

because I think they’re so set up that the world expects them to just
naturally be that. And so, there’s even this level of disrespect in the
workplace where these young kids come in and they see the older [people]
there and they’re going, ‘Well, I don’t think like you [people] and I know
better.’ And so, there’s that cultural—society thinks people can just turnkey
make this happen.”

Explore opportunities as
they arrive at your door;
live your life as you
choose.

“To keep her eyes open to opportunities. Be smart but don’t live with
regrets. My [childhood friend], we always had this, when we were in Grade
6 we always would say the world is our oyster and we can pick—there’s
always a positive side to everything. And to, you know, if something is
pulling her or keeps coming back to her, then search it out. I think
opportunities knock at your door and you just need to be not afraid to open
it, take the challenge. . . . You’re just one person living in the world like
everyone else. It’s your life to live.”

Align what you like to
do with your work and
you’ll likely get great at
it.

“And this whole thing about people [saying], ‘Oh, I want this job that I
love.’ Really when they say that for the most time, and that is really what
they’re doing is saying, ‘I want a job that I can do well that other people
will think is cool and that they would love.’ Like, holy crap. Talk about the
wrong sort of thing. Saying, look, if you like coding, and that is what you
like to do, and you’re good at it, chances are you’ll be great at it because
you like it. And lining up that interest and aptitude and not apologizing for
it. . . . But basically, love what you do. And that’s basically, that’s it.”

To the women: be
confident that you can
do whatever you want,
including be the CEO of
your own business one
day. Don’t limit your
thinking or choices.

“To the women: Do whatever you want. Don’t limit yourself. I would say,
well, honestly, to the women, I mean, just don’t upper ceiling limit
yourself. Like, think really big, you know? I think that’s something that I
made a mistake of. I never thought I’d be the CEO, running my own
business. I never thought that was—it wasn’t even in my consideration set.
Like, if I get a great job with a [big software] company? Amazing. I feel
like a lot of women I know, in my age cohorts, would say the same thing.
Like, I never thought I’d start a company. I never thought. . . . You know?
It just—dream big. And you know, I don’t know, it sounds so trite, but—it
just real—I really feel like you can do whatever you want. Don’t limit
yourself. So yeah. That’s— I’m not saying it very articulately, but I’m so
passionate about it. That’s a big one, for me. And that—I see a lot of
women just like, ‘Oh, maybe I can do this, or, you know," but not like, "I’m
going to do this and I’m going to kill it," you know? Like that absolute
confidence I think more men come out of university with.”

Get some solid work
experience at a big
company that can afford
to train you. Try out
some different things.
See how companies
really work—all
businesses have some
chaos in them.

“I think that it’s important for young people to get some solid experience
first. That’s just my opinion. Go work for a big company that can afford to
train you. Try some different things out. I think that’s, you know, that’s
always a great idea. Get some solid training and some discipline around—
you know, and also, understand how to work with people, because, you
know, when you’re in university—and when I was in university, I didn’t—I
had no idea how broken companies were. Like, every company you go to is
broken for some—you know, to some degree. Even at [the large software
company where I worked], like, things are messed up behind the scene.
Startups, things are messed up. And I was like shell-shocked when I first
got into the business world and realized, like, what? They’re not organized?
Yeah. It’s just people.”
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Note. Quotations from seven of the participants are featured in this table. Participant statements contributed to the
following themes: “Working on incremental progress towards a longer term vision,” “Bringing life and work
history to the role,” “Create a business I love to work in,” “Meaningful work and leaving a legacy,” “Peer
mentorship for founders,” and “The founder wants to create an interesting job for themselves where they can
collaborate with others.”

Advice to government. This activity asked participants directly for what advice they
might give to their civic, provincial, and federal governments, given the personal
entrepreneurship experience they had already described to me in the interview process. Again,
these participant suggestions served as direct inspiration for the public policy, financing, and
program reform recommendations I make later on in this document in Chapter 5. The emerging
concepts related to government support for entrepreneurial innovation were as follows:
•

Government programs need more flexibility, especially when reporting back on the use
of government funds; entrepreneurship isn’t a step-by-step recipe—need to consider
longer term, outcome-based reporting and metrics related to government funding use.

•

Simplify and streamline processes and paperwork related to import-export tax, tax
regimes, tax withholding, revenue onshoring, etc. because every small business can be
global—need to determine which need to be simplified, eliminated, or replaced; there are
also new business models that require imaginative tax and revenue policy and program
development for this type of business operating in a global economy.

•

We need to normalize this type of entrepreneurship as a possible career path for those
who are rejecting the corporate cubicle path—rethink who we present and reward as the
leaders and changemakers in our communities.

•

Access to an experienced group of entrepreneur peers who share my challenges and may
offer or collaborate on solutions—this is different from startup community events and
coworking spaces; these busy entrepreneurs need support from peer founders of “growup” businesses that have evolved beyond startup phase.
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Reframe boom economy expectations for graduates and career-shifters towards new
reality of compensation, hard work, personal rewards—collaborate with secondary and
postsecondary institutions to reframe job fair attendees and messaging, as well as career
counselling and work experience programming.

•

Better infrastructure for my business and public transit for my employees—map
affordable zones for entrepreneurs to run their businesses with these amenities.

•

We need to grow more product managers, so they understand and apply product
development and product marketing processes—offer a contextual version (i.e., tweaked
for local industry mix and function maturity) of pragmatic marketing courses and
certification through a partnership with government, business, and the pragmatic
marketing company.

•

Encourage anchor clients to solve real problems by contracting startup or grow-up
“collectives”—perhaps tax or grant incentives to do this, with a sliding-scale portion
based on outcomes (e.g., operationalizing successful solutions, commercializing solutions
for marketplace, etc.).

•

Democratize access to innovations by local small businesses—create a casual, friendly
home for a small business group of beta testers and reference accounts for simple, local
innovations that are being commercialized.

•

Cool physical spaces where mixed groups of creatives and innovators can socialize and
collaborate on projects, independent of economic shifts—reconsider funding and design
of current innovation spaces in city; create a flexible innovation district that is easily
accessible for all and doesn’t feel governmental.
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Grow local deep talent that we can afford in modern marketing and software
development—fund two 1-year applied learning graduate diploma programs, one in
digital marketing and one in software development; acceptance into program is portfolio
and collaborative problem-solving based; programs can be cofunded by local big
business economic diversity pool.
Table 74 presents the participants’ advice to government to support and grow more

businesses like theirs.
Table 74
Advice to Government
Summaries

Verbatim extracts from interviews

There is no magic
formula or step-by-step
recipe to entrepreneurial
innovation success—
consider this and be a bit
flexible when asking
entrepreneurs to report
back on activities and
use of funding.

“I don’t think they understand the complexity of the environment. Because
hindsight is 20/20 and it’s always just easy to say, ‘Well, you just need to
do this, or you just need to do that.’ But it’s not about knowing to do that.
It’s about having the magic and the timing to make it all happen in a way
that’s effective. . . . I think they think it’s straightforward and it’s linear and
they don’t actually realize that it’s all of this. . . . I think the outside world
doesn’t really live in the chaos. I mean you look at this place, it’s chaos. . . .
There are places you have to be organized and others where you just really
need to be flexible. I don’t think—I think we’re in a society where
orderliness is respected and appreciated, and you get respect by being
orderly, which you need to have especially if you’re using government
money because you have to have to be able to report responsibly back. So,
it’s a balance, isn’t it? Between free flow and accountability and
responsibility.”

There’s something we
need to do to encourage
people who reject the
corporate cubicle life to
create an awesome
business or nonprofit
right here.

“But there is a whole class of humans in this country that don’t want to
work in an industry like that, in a cubicle like that, even with Fridays off
and blah, blah, blah, that want to have this scale idea, have this impact idea.
And whether it’s a nonprofit or a bakery or a food thing or a technology
company, or a sharing thing, there’s something that we need to put in our
city to make those people go, ‘Wow, why don’t we do that here?’”

Better infrastructure, and
public transit for my
employees.

“Better infrastructure. Transit system improved . . . because our employees
have to have a car, they have to commute. And it’s expensive to do that and
that raises my salaries for everybody, so they can afford a car.”

Pragmatic, affordable
education for emerging
product managers so
they rapidly understand

“You know, product managers are really a rare breed, people who
understand the process of developing a product and the features and how to
write a product roadmap. Like it’s almost impossible to find a product
manager that actually understands the scope of it. And process is something
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and can drive the
product development
and product marketing
processes.

else that is not understood at all by—it’s something that I think happens
outside of university that gets taught by the companies. And it’s just it takes
a long time to ingrain that process into people, so they understand how the
machine works. I don’t know. I don’t know how you get that global view. .
. . If I could get a weekend, a couple of weekend courses for my product
management to actually understand process, the gating system, like what’s
on the door. I just don’t have the time to create the system. And I’ve been
trying to find programs to get them into it. . . . That would be so helpful for
us right now if there was an accessible, not multi-thousand-dollar programs
that I can just get my team around and going quickly.”

Reframe attitudes
towards hard work and
its rewards—
entrepreneurship is hard
work that you can love.
The days of graduating
with 20 job offers are
over—and you just
might find something
more fulfilling if you
have patience and are
willing to learn.

“And I have my little campaign on it and I just tell people I love it. I go,
‘What do you do? Well I, I love work.’ ‘Well how can you say that?’
‘Because it’s what I’m best at. . . .’ And you know, realistic goals. Must
have those. . . . So, no, I tell people. I tell people. I say that story over and
over again. What is wrong with work? Right? And I said, I’ll tell you what.
Just spend a year or two without it and you will love it. It’s just basically
what it comes down to. . . . And I think there’s an element to that in being
from [this province] in particular, is that that memory is there. The
memories underlying it. The [boom and bust economy] for the last 10 or 15
years has done, to me, its level best to erase that. . . . At the end of the day
there’s underlying that there’s the willingness and the belief that working is
good and essential. And that certainly when early in my career, which is
another serious downturn I’ve never forgotten. And I’m pretty sure that
people coming into the industry right now, those that will, they’ll never
forget it either. . . . It was dire. And you know, that echoes the stories that
my relatives had. Those same ones around the campfire earlier on. . . . So
that’s this thing where that entrepreneurship, true entrepreneurship in some
places like [this city] is probably pretty rare. . . . Most of my peers, they’ve
been through [these economic downturns]. They’ve been secretly hoping
for it because there’s no other way to teach some guy who’s had 20 job
offers and he graduated and done nothing but go from salary increase to
salary increase with very little effort. And certainly not requiring any
patience.”

Simplify import-export
tax, tax regimes, tax
withholding, and
revenue onshoring
because every small
business will be global.

“So that global network, because somebody’s always importing,
somebody’s always exporting, and I think that’s, that’s kind of. . . . You see
on HSBC, every business will be global. Every small business will be
global. It’s absolutely true. And that’s a hard one for government. That’s a
hard one for where’s the, the withholding tax issues all over the place. And
we just eat them. And it’s—and that whole concept is . . . I don’t know. . . .
It’s so far off the map and it’s just driving people away from wanting to
have anything to do with—yeah, it’s getting this into a vice. It’s going to
explode, basically. The amount of incentive people that have to go through
and bring revenue onshore some certain places aren’t there. But I think any,
any government that was progressive about having simplification for that
would win.”

Promote our companies
abroad—we’re doing our
part by creating jobs and
benefits in Canada.

“We’ve worked with the Canadian government offices—this is the
Canadian embassy in China—so when they’re acting as trade and that sort
of thing and it’s part of their mandate to help promote and do that thing
where, where it’s their—the vested interest of that government and they’re
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investing in it, they’re not asking us to do it. And they’re not putting strings
upon it for us. I mean we’ve created jobs and lots of benefit in Canada. So,
we, we should expect that we get that back.”
Create an economicshift-proof ecosystem
with cool spaces for
serial entrepreneurs to
get to know each other
socially over the long
term.

“A cool space to meet with other serial entrepreneurs that doesn’t rise and
fall with a boom and bust economy—[an interesting ecosystem of
innovation, like you have in London of kind of low rent, cool space,
hanging out after work, that kind of thing] . . . I wouldn’t know where to
find that [in this city]. I wouldn’t know where to go out and do that again,
and, you know, I just don’t think—it always seems that it’s the same cycle.
It’s just that same vicious [boom and bust] cycle that you just don’t have
that continual place where, okay, this is a place where either serial
entrepreneurs are there or it’s just you know to go there. In the UK, there’s
these studios in a brownfield area . . . It’s not industry-specific [and it’s
public-private] because there’s just so much flow going and they’re not
relying on any one particular thing to create an innovation. So, it becomes,
becomes difficult [in this city] because when times are good, it’s a good
time to be an entrepreneur, but it’s a hard time, because hey, got a good
job, and carry on. I don’t know. And then I think what actually fosters the
innovation is when things go bad. People have no choice. Got to go do
something. And suddenly they come up with a bunch of other businesses.
It’s just not those resources for it.”

Encourage anchor clients
for startup “collectives”
to solve real business
problems.

“You’ve got to incubate. You’ve got to have that, and it’s got to be all
sides, and it’s got to be business as well. You know, business goes in and
says, we have this problem, think that our mini-RFP [request for proposals]
thing is perfect. Here’s a problem, right? . . . We’re going to put this out
there and we’re going to fund it. And we’re going to. . . . I have never
figured out why somebody like [a big energy company] didn’t just say, ‘All
right. We’ve got $10 million budget for this. You’re going to be involved,
you’re going to be involved. You’re going to be involved. This is what we
want. You all have to work together, or we’ll can the project. All work
together to look for a solution.’ You’d have had a solution in about a year
and a half. And that, that’s an incubation idea. . . . Anchor client.
Absolutely essential. . . . Yeah, but anchor client for innovation, but they’ve
committed to the vision and they had the need and everything and brought
all that together. It was absolutely essential. . . . Right? Beta client. Anchor
client. Innovator.”

Physical spaces with
heterogenous groups of
collaborators.

“You just have to create the Petri dish and it’s got to happen organically. . .
. The container, it has to be a physical space for it to happen.”

Create an eclectic
innovation district.

“So [postsecondary schools, music, arts, food, hangout spots, the public
library], to me, to pick on this and say like we need to have an innovation
district, we need to move the rest of [the city]. Innovation doesn’t just
happen in technology; the kind you’re thinking about is that everything is
technology, right?”

Collaboration between
various levels of
government and business
to support the

“From Canada’s perspective and [this city] in particular, I’m really
concerned about . . . really concerned about where that innovation comes
from. There’s quite a few places—the connection points are really only
ever between agriculture and that and it’s all getting bigger. So, I’m really
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development of midsized “grow-up”
innovation companies—
the space in between tiny
shops and big
businesses.

concerned about how to get that space between [mom and pop shops, and
big business]. Because there has to be that space between. You know, huge
[extractive industry companies], and you know, the little, the little, tiny
little shop business. There has to be a space between all of that. . . . And
that’s also what the [traditional] industry needs . . . is needing that to
happen. And that mentality, that [provincial] mentality about that, the
farming mentality translated . . . the exploration mentality, and then that
whole thing is there so that tying those together into a place where I think
it’s harder and harder to be a small business. . . . So, I think that there’s a
challenge here for how, how’s that space in between, because you can’t be
a meaningful business or company in [major extractive industries] unless
you have a multi-billion-dollar market cap. And that’s, that’s not a place
that’s accessible for entrepreneurs such as they are. If I were to have a
question of, ‘How does the ecosystem of universities, government,
municipalities, business combine together to get to that?’”

Democratize access to
innovation for small
businesses so they can
help accelerate adoption
of new products.

“So how do we get all innovation, what does it take to have a spot that a
person with an 18-employee cleaning company feels like walking up to a
concierge desk [in an innovation district], and say, ‘What is that kind of
RFID [radio-frequency identification] or some technology I can put on my
mop buckets to make this little thing work faster?’ That kind of stuff. And
then they say, ‘Oh, by the way, we’ve got a bunch of other businesses that
said they want to be reference accounts for new innovation and so we can
refer you to those.’ And just kind of increase the velocity that all of this
stuff can happen in the city.”

Access to a network of
entrepreneurs going
through my same
challenges.

“And so, being able to cultivate a network of people that were going
through the same challenges as I was—because it can be very lonely when
you’re doing it by yourself, because no one really can.”

ARTICULATING THE GEMINI MODEL

226

CEOs need peer mentors
who are not in the
business

“I don’t have a mentor, right? And/or a safe place to, you know. I’ve got a
small board. I have a great relationship with [Name] but I’m not going to
tell him my every fear or concern, right?

Grow local deep talent
that we can afford in
modern marketing and
software development.

“So, talent, to me, is pain point, and I feel like that’s where we could use
help is entrepreneurs from the, you know, government, city in some way.
And I don’t know exactly the solution to that, but being [a more isolated
city], there’s, like, supply, right? There’s not as much supply to choose
from.”

Change the type of
business leader we give
business awards to—it
needs to be based on
personal impact, not an
executive role in a pricetaker commodity
business.

“You know, we have people that go around and collect CEO of the Year
awards one year with a high commodity price and then savagely whack—in
a series of four mass layoffs—the people, because they weren’t structured
right. And so, we think we’re these titans of business and businesspeople
and all this kind of stuff, and we’re in some ways just price takers, you
know. And there’s not enough working in the regular part of the business.
Sometimes I envy Winnipeg, that you don’t get to be a price taker in
Winnipeg, you don’t get to be the smartest person in the world by having
the price go up for no good reason.”

Shared purpose
innovation district.

“Cool. So, we have a good neighbour’s model [in this coworking space]
and I’m meeting the city manager again on Tuesday to talk about doing this
district thing, which would be very much . . . What’s the next model? . . .
Shared purpose model in an innovation district around many of the things
that we talked about, with like a [number]-million-dollar ask.”

Universities need to
modernize their
marketing programs for
the era of digital
companies.

“But I feel like the universities, at least at the undergrad level, are not
teaching enough about modern marketing. I feel like they’re a little bit
behind the times. And so, I had some students do a project for me a couple
years ago, and there wasn’t one element of digital marketing in their
marketing communications plan. And I was so shocked. I just couldn’t
believe it. Like, they were talking about bus shelter ads and radio spots—
two things I would never ever consider, given that we are bootstrap startup.
We have a global audience. And, like, I just felt like the disconnect was
so—there’s like this chasm that was just like vast. And I just thought, you
know, they need to be learning about—I said, ‘Do you—have you guys
done anything around CRO?’ And they’re like, ‘What’s CRO?’ And I’m
like, ‘Well, it’s conversion rate optimization. Like, how do you get people
to move along and funnel when you’re on a website.’ Just like little thing.
Like, landing pages. They haven’t learned anything about that. And I
thought, ‘Wow. Like, we’re putting these grads out there.’ And I see a lot
of the résumés when they apply for jobs, and some of the fundamental
skills of modern marketing are not being taught. And that’s a huge missed
opportunity. . . . We need marketing—digital marketing talent, and we need
product marketing. They need startup marketing. They need like a stream
for startup marketing. I, yeah, anyways, that’s just, that’s something I see is
a huge opportunity for the grads. Because they come out and they have no
idea what they don’t know.”

Fund the development of
shared platforms that
create more work

“There is funding into growing [our type of company] right now. [This
province] is going through a weird phase . . . in funding start-ups. The thing
I’m seeing a lot right now is there’s so many . . . See, I don’t know what the
answer is, but having been hanging out with a lot of . . . people over the last
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little while, it’s like okay, there’s all these city needs that could be
democratized to the people in the town and the power and ownership could
be given back to the people to help run the cities if the governments just put
some of these standard platforms together to run them. So same with like
Uber, like they can be empowering the people to have that ownership back
versus purely waiting for entrepreneurs to build those platforms for them,
like making it more of a canned process.”

Note. Quotations from six of the participants are featured in this table. Participant statements contributed to the
following themes: “Talent pool,” “Make it easier to grow,” “Help promote the business and its people” and “Peer
mentorship for founders.”

Summary
This chapter presented and discussed the results of the study, including representative
interview extracts to demonstrate the shared perspectives and motivations of the participants.
The presentation order of the results mirrored the interview process experienced by the
entrepreneur business founders. The data generated by the interview questions and activities was
fully examined, and a mapping of the data frequencies was provided, answering the primary
research question and two subquestions, confirming preliminary observations, and yielding new
insights into the purpose and practice of a subset of entrepreneurs as they build their
organizations. And finally, a diagram illustrated the GEMINI model of entrepreneurial
innovation, which emerged from the research results.
The next chapter provides a summary of the findings, the connection to the literature, and
18 recommendations for public policy, programs, and funding related to this model of
entrepreneurial innovation. The chapter concludes with a discussion of the research implications
and dissemination considerations, as well as some suggestions about future research.
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Chapter 5: Recommendations and Conclusion
This chapter presents a summary of the findings and their connection to the literature.
Study limitations and delimitations are also discussed. A summary of 18 recommendations is
presented with additional explanation and context for each one. The implications of the study are
reflected upon and followed by a high-level strategy for dissemination. And, finally, future
research opportunities are considered.
Summary of Findings
The GEMINI model of entrepreneurial innovation articulated in this research differs
significantly from popular narratives of the so-called “Silicon Valley–style high-tech startup,” in
that real-life GEMINI model entrepreneurs have different personal and educational backgrounds;
they have different personal and organizational goals; they have different perceived needs; and
the characteristics of their organizations do not reflect the exit-seeking, fast-growth, unicornvaluation-hoping narratives found in today’s popular media and education systems.
Instead, GEMINI model entrepreneurial innovators are skeptical of the high-tech-startup
mythology. They typically bring education or training (or both), a decade or more of related
work experience, or both to the founding of their first business. They are driven by a passion for
solving problems and have a strong sense of vocation—they are called to do work that they love,
with a small group of people they care about, and find meaning in integrating their life and work;
as such, this is a labour model that provides both livelihoods and a sense of meaning for the
participants. Their contribution is bringing an ingenious, dynamic, scaleable business model to
the world. Whether or not they care about an eventual sale of their organization (most do not),
they all aim first to build the best business they can, measured with solid performance metrics
and designed to make a lasting impact on their global industry and community. Entrepreneurship
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provides opportunities for personal development and for others, for working with a community
of collaborators, and for leaving a useful legacy.
Connection to Literature
This next section examines the connection between the study findings and related
literature. The literature review explored four interconnected research categories and their impact
on the GEMINI model of entrepreneurial innovation:
•

entrepreneurship and innovation,

•

economic geography systems,

•

changing social values, and

•

evolving technology.
With respect to the entrepreneurship and innovation literature, the entrepreneurs

participating in this study had all moved beyond the role of small business owner (Hébert &
Link, 2006) by developing and introducing an innovation (e.g., a product, service, process,
business model, financial model, supply chain model, etc.) with international reach and impact in
their industry. The entrepreneurs’ personal and collective emotional drivers for starting and
growing their ventures clearly surpassed individual self-interest and financial gain (Swedberg,
1998). Study findings and recommendations discussed the role of investing in weak ties and
heterogenous systems to encourage the spread of innovation and entrepreneurial praxis through
and between community networks (Rogers et al., 2005). The participants’ challenging journeys
of entrepreneurial innovation stood in contrast to the mythology of the macho, high-risk, hightech, fast-money startup entrepreneur working in a Silicon Valley–style concentrated industry
cluster (Blank, 2009; Moore, 2002; Smith & Anderson, 2007); this myth idolizes the aberrant
outlier at the expense of public policy that builds sustainable economic development and
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entrepreneurial capacity (Crane, 2011). Entrepreneurial effectual reasoning (Sarasvathy, 2001b)
that iterates to find a business model based on resource recombination and experimentation was
clearly displayed by the study participants and their organizations (see Appendix J for interview
extracts demonstrating this effectual reasoning).
GEMINI model entrepreneurs’ choice of geographic location to start their business was
less strategic than it was personal; simply starting where they already lived or had family ties
was typical. (This is not uncommon; for example, it is said that Silicon Valley pioneer and Nobel
Prize laureate in physics William Shockley—who invented the transistor at Bell Labs in New
Jersey and in 1956 opened Shockley Semiconductor Labs in Mountainview, California—chose
the west coast location because he had professional challenges at Bell and had also been recently
divorced; he wanted to live closer to his mother and boyhood home in Palo Alto, near Stanford
University and just a 15-minute drive from Mountainview; Vance, 2007). That said, the research
participants were aware that if their business had been started in much larger cities such as New
York or Vancouver, the cost of operations would have been more expensive, and there would
have been more pressure to grow rapidly. Some felt being located in a smaller centre that was
connected to their international customer base via broadband internet, air travel, and so on
provided benefits including avoiding industry groupthink, the ability to focus on building their
own business away from competitive distractions, and a better lifestyle for their family and
colleagues. However, access to skilled talent and experienced peer networks was a common
problem. The economic geography literature supported this movement towards a “global first,
work anywhere” (Florida, 2002, 2008) approach that recognizes the important role played by
industry outsiders (Dalum et al., 2005), peripheral locations (Copus, 2001; Simmie, 2004), weak
ties among heterogenous community members (Granovetter, 1973; Kukalis, 2010), and a broader
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sense of what constitutes innovation (Schoales, 2004). Although the repudiation of Porter’s
(1990) cluster theory and related attempts at ground-up industry cluster building is unambiguous
in the literature (Krugman, 2009; Markusen, 1996; Palmquist; 2010; Wadhwa, 2010a, 2010b),
Martin and Sunley’s (2003) advice on four types of policies to help naturally emerging industry
concentrations flourish echoes my recommendations in this study: Encourage connections
between firms and other agencies, use place-based marketing of emerging industrial
specializations, find practical advice and services for local firms, and fill gaps in existing value
chains to strengthen supply and demand links. The one disconnect between the economic
geography literature and all but one of the study’s entrepreneurs is the potential value of a
strategic place-based innovation approach that is grounded in a thorough inventory and creative
reimagining of the unique qualities of a geographic location (Emery & Flora, 2006; Roger,
2015); this remains an opportunity to explore and mature with GEMINI model entrepreneurs in
Canada.
The participants embraced this study’s values instrument—provided in the interview
protocol—synthesized from the Hall-Tonna Inventory of Values (Hall, 1986) and the Barrett
Values Assessments (Barrett, 2006); none of the 10 entrepreneurs needed to write in any new
values words for the activity, and all were able to articulate the values that guided them in their
daily work decisions and priority-setting. In rejecting the underlying theme of MandelCampbell’s 2007 book, Why Mexicans Don’t Drink Molson—that Canadians are too risk-averse
and unambitious in business—I stated my belief at the proposal stage of this study that many
Canadians take measured risks and have a broader sense of what success means, often including
a sense of community or collective success in their calculations. The participants supported this
measured restraint and Adams’s (2001) view of Canadian happiness when it came to expressing
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what success looked like for them, what wealth meant in their lives, the sense of accountability
they felt towards their team and customers, and what the goals of their businesses were. As both
Pinker (2008) and Shirky (2010) alluded to in their research, business can be an outlet for
personal development and expression—the GEMINI model entrepreneurs begin by focusing on
building a specific product or service (Giacopelli, 2017), but ultimately, the business model and
their organization become their conduit for personal development, self-expression, and legacy
building. The socio-technical shifts enabling a startup to begin with only a small financial
investment and reach an international community of collaborators and customers (Anderson,
2010; Kottke, 2009; Toffler, 1980) were discussed directly by the participants, who contrasted
how much easier it is to start a global micro-business today than even 10 years ago.
The sense that high-tech as an industry had lost meaning (Baldwin & Gellatly, 1998;
Porter, 1998a) and that leveraging digital tools (Briscoe & Marinos, 2009), distributed
computing (“1100100 and counting,” 2011), and cloud computing (Vanacek, 2012) was part of
every industry today, was a shared perspective of GEMINI model entrepreneurs. In fact, some
participants expressed that they felt they had very little in common with the so-called high-tech
entrepreneurs they see in popular media and online—despite the fact that these GEMINI model
entrepreneurs leveraged and developed advanced communications, design, business,
manufacturing, and distribution technology to build and run innovative international businesses
from Western Canada. My recommendations include a rethink of industry segmentation to better
reflect the ubiquitous role of advanced technology across industries and in innovative business
models today.

ARTICULATING THE GEMINI MODEL

233

Study Limitations and Delimitations
The study was geographically delimited to two city regions (Victoria and Calgary) in two
provinces (British Columbia and Alberta) in Canada. A diverse range of founder and
organizational characteristics were included in the stratified purposive sample of 10 participants
who met the preliminary observed phenomenon criteria; however, a number of populations were
not represented, including immigrants to Canada, visible minorities, Indigenous peoples, and
senior citizens.
Voice-to-text technology was a limitation as it is still not ready for direct transcribing
with a level of accuracy in punctuation, proper names, pauses, and so on to make it practical. I
could have hand-edited all the errors in the transcripts, but it would have taken me much too long
(compared with a professional transcriber) and had a negative impact on my availability to run
my consulting practice. Companies such as Dragonspeak and Simon Says continue to make
improvements in automatic transcription capabilities. I will continue to use Dragonspeak for
voice-to-text in written composition but not transcription.
The QDA Miner Lite (Provalis, n.d.) software was very useful for this research.
However, as the interviews were semistructured and the number of cases was limited to 10, the
automatic text mining capability of the software was less useful for this first study of GEMINI
model entrepreneurs and their organizations. Instead, I found that developing categories
reflecting the research questions and goals (Mayring, 2000), as well as a preliminary codebook,
then coding the text by hand in the software in a modified inductive analytical process was more
practical given this project’s scope and goals. As mentioned earlier in this document, now that a
robust set of categories and an evolved codebook are in place, any future interviews of
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entrepreneurial innovators could take advantage of the text mining aspect of the Provalis
technology to scan for “fit” with the GEMINI model.
The time to complete each interview (from 2 to 4 hours) was very useful in helping
participants reflect meaningfully on their entrepreneurial journey, but it proved to be too long for
two of the 10 participants’ demanding schedules. In the future, I would also make available an
abridged version of the interview protocol—focusing on the activities that were most engaging
for the participants and also yielded the richest data and results.
Personal limitations affected the efficiency of completing the study. These included the
need for me to take a year off from my studies due to the serious neurological illness and
subsequent death of one of my parents. The demands of running my consulting business,
travelling internationally for work, renovating a new home and moving, experiencing personal
health challenges, and dealing with the recent hospitalization of my other parent with a lifethreatening blood disorder all contributed unforeseen delays in my ability to complete the
research promptly. As I was personally financing the tuition, travel, technology, and time
required for my doctoral studies, I needed to be able to continue to work and run my business in
parallel to this program.
As mentioned earlier in this document, I had hoped to take journalistic-style photographs
of the participants, their organizations, and their neighbourhoods as part of a website-building
project to accompany this dissertation. Due to a number of situational limitations, I was not able
to complete the desired photographs or the accompanying photo-story website in the context of
this research. This opportunity will be explored in the future.
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Recommendations
The purpose of this research was to closely examine an emergent phenomenon of
entrepreneurial innovation to determine if a distinctive entrepreneurial innovation model existed,
and, if so, whether there were any implications for Canadian public policy, funding, and
programs. Therefore, the recommendations for public policy, funding, and program reform in
this chapter are all related to supporting the emergent GEMINI entrepreneurial innovation model
articulated in this study.
Guiding principles. In recommending government policy, funding, and program reform
to support GEMINI model entrepreneurs and companies, I was guided by four principles.
First, I recognized that government decisions and actions can have a significant impact on
entrepreneurial innovation growth and success in a community. This is illustrated meticulously
in economist and professor Mariana Mazzucato’s (2013) provocative book, The Entrepreneurial
State: Debunking Public vs. Private Sector Myths, in which she traced the role of government
policies, funding, and programs in the success of private-sector entrepreneurial innovations. She
explained that governments can both incentivize and directly contribute to entrepreneurial
innovation:
In seeking to promote innovation-led growth, it is fundamental to understand the
important roles that both the public and private sector can play. This requires not only
understanding the importance of the innovation “ecosystem” but especially what it is that
each actor brings to the system. The assumption that the public sector can at best
incentivize private sector-led innovation (through subsidies, tax reductions, carbon
pricing, technical standards and so on), especially but not only in the face of the recent
[economic] crisis, fails to account for the many examples in which the leading

ARTICULATING THE GEMINI MODEL

236

entrepreneurial force came from the State rather than from the private sector. (Mazzucato,
2013, p. 193)
Second, although civic, provincial, federal, and international governing bodies can make
an important impact on entrepreneurial innovation, I also recognize that if their complex and
interconnected efforts are not coordinated, efficiently managed, and effectively assessed for
impact, they risk wasting significant resources and opportunity. For example, in a recent book,
The Nuts and Bolts of Innovation: New Perspectives on Irish Industrial Policy, edited by
economic geography researcher and professor David Jacobson (2013b), he examined the impact
of contemporary Irish government policy, funding, and programs on innovation in Ireland. The
author’s book precis explains,
A lack of strategic coherence results in wasted time, effort and money. . . . Yet the
solution is not to allocate more state funding to industrial policy. What is required is for
policy makers and economists to think differently about the problem, to better understand
the interactions among policies and to accept the systemic relationships between public
and private sectors, and between innovation and development. (Jacobson, 2013b, back
cover)
Further, it is important to consider that there have been significant changes in the
Canadian political and economic environment in the more than 7 years since I began this
doctoral research program. When I began my studies in January 2011, the price of oil in Alberta
was more than US$111 per barrel, the Alberta unemployment rate was 5.9% (Alberta
Government, n.d.), the Progressive Conservative Party was governing in Alberta, and the
Conservatives were in office federally. By March 2018, the price of a barrel of oil was US$57—
approximately half the 2011 value (after a low of US$30 in 2016)—unemployment in Alberta
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was at 7% (after a high of 9% in 2016), the New Democratic Party has been the provincial
government in Alberta since May 2015, and the Liberals had been the federal government since
2015. Victoria’s mayor and British Columbia’s premier have also changed during this study’s
timeframe. So, a lot has changed in the economic and political landscape where I live—but
public policy towards entrepreneurial innovation has not. There is still investment in innovation
clusters, school programs that promote high-tech startup entrepreneurship, and funding for
accelerators and incubators that look for unicorn companies without regard to building
entrepreneurial innovation capacity and economic resilience in our economy. So,
recommendations for policy changes must be pragmatic!
Next, with these first two principles in mind, the third principle—the importance of
“weak ties” in complex adaptive systems (Granovetter, 1973)—provided another point of
guidance. Rogers et al. (2005) discussed the optimal conditions under which change (or
innovation) spreads through a population. They brought together Granovetter’s strength of weak
ties theory with Rogers’s diffusion of innovation theory to emphasize that although more
homogenous opinion leaders with strong personal connections in a community are important to
help change occur in a population, it is the heterogenous outliers with weaker social ties in the
community that have a more significant role in creating lasting change in a system:
Before a complex system (a social network, a population, or cognition and motivation in
an individual) can move into criticality, or complex adaptation, it must have sufficient
variety or variability (degrees of freedom or heterogeneity), which can be translated as
sufficient resources and inclination toward new ideas and heterophilous interactivity for
internal organization (i.e., heterogeneous mutation or adaptation toward selforganization). Similarly, diffusion is more rapid and effective (displays a higher degree of
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contagion) with a higher frequency of contact (interactivity) among heterophilous units in
a system. . . .
Once brought into the system, innovations diffuse through networks of social ties.
These links include relatively strong ties with opinion leaders and weak ties among social
subgroups, which bridge sub-networks that would otherwise remain unconnected.
Granovetter discusses the importance of these interpersonal and inter-group
heterogeneous links in the diffusion process. (Rogers et al., 2005, pp. 7, 10)
Further, as author Malcolm Gladwell (2016) explained in his podcast Revisionist History,
when society has many interdependencies and limited resources to invest on improving
outcomes, focusing on those weak ties or links will make a bigger impact on the diffusion of
innovation. Gladwell drew an analogy between American society and soccer to explain:
I think American society really is soccer. We’re so interdependent and we need so many
perfect passes to score a goal that our challenges are weak link; not strong link. What
matters is how good our eleventh player is; not our first. We’re in a second industrial
revolution and the lesson of this one isn’t any different from the lesson of the last one.
Therefore, the third principle I brought to this study’s recommendations is that although opinion
leaders are important in a time of transition, it is essential to also focus efforts on heterogenous
outlier people and organizations in the community to efficiently use resources and effect lasting
change.
The final principle guiding me is that the recommendations link back to the needs of the
GEMINI model founders and their organizations. These needs were expressed directly by the
entrepreneur participants during their interviews, emerged from the data analysis and intercase
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comparison, and were identified though the literature review—providing a structure for the
recommendation topics.
In summary, my recommendations were guided by these principles: focusing on
government policies, funding, and programs in Canada; ensuring they are not too complex or
diffuse to be effectively managed and measured; aiming to reach beyond the opinion leader
“usual suspects” to make an important impact on heterogenous outlier people and organizations;
and choosing reforms that respond to the needs of GEMINI model entrepreneurs and their
organizations as identified in the literature review, the study interviews, and subsequent content
analysis and intercase comparison.
List of recommendations. A list of my 18 recommendation topics follows, with more
detail below:
1. Differentiate policies, funding, and programs for distinct types of innovation
2. Prioritize data-driven innovation policies, funding, and programs
3. Update industry segmentation
4. Update entrepreneurial innovation performance assessment
5. Stop trying to build innovation clusters
6. Refresh entrepreneurial education fundamentals
a. Effectuation mindset and process foundation
b. Soft skills
c. Digital economy skills through curated partnerships
d. Small business projects that solve real problems
e. Work experience
f. GEMINI model entrepreneur case studies
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g. Retraining and reskilling
7. Improve workforce readiness to participate in GEMINI model entrepreneurial innovation
8. Bridge the academic knowledge access gap
9. Normalize the entrepreneurial career path
10. Create places for established GEMINI model entrepreneurs and other peer creatives to
connect
11. Provide digital economy business advisory and streamlining services
a. Basics setup advisory for GEMINI model companies
b. New economy import-export regulations
12. Rethink funding to help GEMINI model organizations start and grow
a. Create a broader community micro-funding and seed funding pool
b. Crown corporations and banking cooperatives that provide microloans
c. Entrepreneurial growth funding through commissions and contracts
13. Ensure incubators and accelerators work on real problems with tangible outcomes
14. Address low-hanging intellectual property needs
15. Improve entrepreneurial innovation infrastructure in satellite towns
16. Adjust economic development messaging and strategy for Calgary
17. Nurture local specialized manufacturing services to support innovation
18. Articulate a Canadian culture of innovation
1. Differentiate policies, funding, and programs for distinct types of innovation.
GEMINI model entrepreneurial innovation is distinct from the innovation processes and
aspirations found, for example, in military and university research labs, corporate research
campuses, enterprise test labs, Silicon Valley–style incubators and accelerators, entrepreneurship
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classrooms, and startup community hackathons and pitching events. To foster the growth of
GEMINI model entrepreneurs and businesses, specific policies, funding models, and programs
will need to be developed to meet their needs. In my professional practice as a consultant,
differentiating the terms creativity, invention, and innovation is often a starting place for a
conversation about innovation aspiration and objectives in the organization. Incorporating the
taxonomy from the Innovation Ambition Matrix (Nagji & Tuff, 2012) would be helpful in
establishing a collective understanding of what innovation is, presenting a consistent spectrum of
the degrees of innovation aspiration that are possible and providing a shared framework for
policy development. This will also distinguish programs tailored for small business owners
versus entrepreneurs; although the two terms are often used interchangeably in everyday
conversation, as explained in the literature review, they have unique meanings.
2. Prioritize data-driven innovation policies, funding, and programs. As has been
brought to light in this study, there are many current policies, funding mechanisms, and
programs (in Canada and beyond) based on unsubstantiated (and often incorrect) beliefs about
entrepreneurial innovation. As a result, many millions of dollars are misspent on programs that
try to form and grow innovation clusters, propagate the myth of fast-growth startups with young
founders seeking venture capital and rapid exits, counsel students to try to form these startups in
school or upon graduation, fund Silicon Valley–style incubators and accelerators that
overpromise the business outcomes of their programs, organize pilgrimages of budding
entrepreneurs to tour Silicon Valley, and fund startup and entrepreneurial associations with no
tangible community impact metrics. To be effective, GEMINI model programs, funding
mechanisms, and programs must be driven by data, designed based on research-based
knowledge, and assessed on measurable outcomes (not merely flow-through activity). This need
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not be overly cumbersome or bureaucratic; in fact, GEMINI model entrepreneurs can share how
they scope out project objectives and assess success or failure with nimble yet thorough methods.
This is also a good time to reconsider the government funding and institutional design of
Canada’s publicly funded business incubators, accelerators, and technology transfer centres—
and complete longitudinal community impact research (not just historical activity flow-through
tracking) on their activities.
3. Update industry segmentation. As discussed by the participants and highlighted in the
literature review (Baldwin & Gellatly, 1998; Porter, 1998a), the terms technology, high-tech, and
ICT are no longer representative of a distinct industry. Further, building new technology is not
the de facto goal of GEMINI model founders; technology helps these entrepreneurs run and grow
their businesses, solve real industry and customer problems, design goods and services, adapt to
paradigm shifts in their industries, and so forth. Yet Canada still uses the North American
Industry Classification System (NAICS) to categorize industries and businesses, which includes
“ICT/TIC—Information and communication technology industries” (Statistics Canada, 2016) as
a primary industry classification, with manufacturing, wholesale trade, information and cultural
industries, professional, scientific and technical services, and “other services (electronic and
precision equipment repair and maintenance)” (Statistics Canada, 2016) as the only sectors of
ICT. However, NAICS also specifically notes that sectors such as arts and entertainment,
construction, agriculture, educational services, finance, transportation, accommodation, food
services, and more are not ICT sectors. With this outdated system, innovative companies such as
iStockphoto, Tetra Pak, Airbnb, Stripe, and a multitude of software-as-a-service-enabled
platforms that are not delivering scientific and technical services (such as LEGO Life for
children) would not be included in ICT programs and industry analysis. The GEMINI model
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business leverages or creates a range of technologies to facilitate product design, service
delivery, sales, community building, manufacturing, business operations, supplier management,
cocreation, internal and external communications, and so forth in a global marketplace. Though
some GEMINI model businesses deliver software and hardware products or scientific analytics
services to their customers, all do not. (The GEMINI model founders who participated in this
research delivered the following goods and services: enterprise software, consumer software,
software as a service, embedded software, device hardware, digital photography and video
products, consumer products, publishing goods, food products, and global travel and tourism
services.) The traditional NAICS ICT sector no longer captures the socio-technical and
entrepreneurial business model shifts that have taken place in the past two decades. This
recommended update would broaden the perspective of what GEMINI model entrepreneurial
innovators can create and be more inclusive for aspiring entrepreneurs who are not engineers,
programmers, machinists, or scientists.
4. Update entrepreneurial innovation performance assessment. Just as the industry
segmentation required modernization to catch up with changing business models and
technological shifts, the metrics to assess innovation performance must also be reconsidered. The
criteria and their weighting to assess the innovation performance of a university research centre
must be different from the assessment of a multinational engineering enterprise, a consumerfacing mid-size food product firm, or a small GEMINI model music software business.
Considering the criteria from the annual Conference Board of Canada (2013a, 2013b) assessment
of relative innovation performance of Canada—scientific articles, venture capital investment,
and patents—it is clear that the food product firm and music software business would not be
ranked highly, nor would highly innovative Canadian GEMINI model firms such as Victoria’s
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AbeBooks or Calgary’s iStockphoto (which both disrupted their global industries but are not
featured companies in this study), if in fact any of these firms would have even been included in
the national innovation assessment at all. Jacobson (2013a) advised expanding understandings of
what innovation is and what kind of organizations it comes from to capture a full picture of
innovation in a country:
There is other evidence of successful innovation in Irish companies that do not undertake
R&D, in industries that would be considered low or medium tech industries. … [T]here is
significant innovation, in products, processes and ways of organising, in relatively small,
Irish-owned firms. Much of this innovation is done in cooperation with other firms.
These other firms are sometimes at the same point in the value chain and sometimes
beyond, in the market for the innovating firm’s products. (p. 50)
5. Stop trying to build innovation clusters. Innovation policy in Canada needs to change
with respect to innovation clusters. Despite all evidence to the contrary, Canada and other
jurisdictions continue to invest in building industry-specific innovation clusters. When the
Canadian federal government unveiled its $950 million innovation plan on May 25, 2017, the
headline in the Toronto Star newspaper read, “Ottawa unveils ‘supercluster’ innovation plan:
Innovation Minister Navdeep Bains says creating Silicon Valley–style hubs of industry key to
future growth and jobs” (Ballingall, 2017). I discussed this issue in some depth in the literature
review and presented studies clearly demonstrating that innovation clusters do not work. For
example, as Palmquist (2010) explained, “Although analysts have long maintained the
geographic proximity can help companies within the same industry prosper, clustering has little
impact on a company’s bottom line” (para. 4). Many of the GEMINI model entrepreneurs felt
that, despite challenges accessing needed talent, a business location away from their industry’s
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geographic cluster helped them to create a more differentiated product and lowered their
operating costs, echoing the literature review. Governments can support industry concentrations
that are naturally forming in their locality though infrastructure development, education and
talent development, business incentives, customer introductions, and so forth—but they cannot
artificially build an industry cluster. And these naturally forming clusters will go through an
innovation life cycle so that, over time, these industry hubs will evolve or disappear in response
to changing market conditions, customer needs, and technology trends—which government
cannot control (think of Detroit and the automobile manufacturing industry).
6. Refresh entrepreneurial education fundamentals. Canadian entrepreneurial education
policy and programs need to catch up to the realities of the digital economy, include local case
studies and champions, and embrace effectuation mindsets and processes. In a recent World
Economic Forum (2018) interview, global entrepreneur and founder of the Chinese e-commerce
platform Alibaba, Jack Ma, was asked what people should teach their children, given the growth
of artificial intelligence, machine learning, and intelligent robotics. He said the knowledge- and
facts-based teaching people are familiar with was linked to the manufacturing age of 200 years
ago and that change was needed to teach soft skills such as values, independent and critical
thinking, arts and design, teamwork, sports, and empathy, which machines are not good at. The
GEMINI model entrepreneurs expressed that they are constantly challenged to find new
graduates and midcareer employees that are skilled for work in the digital economy. One
GEMINI model software development firm had developed its own form of collaborative
“graduate school” to teach new hires a mix of core skills from business, engineering, software
coding, math, and science because they felt too many graduates finished university without these
skills (and often with a fear of math and software). Other GEMINI model entrepreneurs said that
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prospective candidates had university educations but lacked basic skills in digital marketing,
critical thinking and problem-solving, product management, project management, and so forth.
Another GEMINI model founder discussed how midcareer engineers, software programmers,
and data scientists who had worked for 15 or 20 years in traditional extractive industry
enterprises or government had to be retrained because their skills were typically no longer
relevant; as well, they had trouble switching from working in a hierarchical command-andcontrol environment (managerial thinking) to a dynamic entrepreneurial innovation environment
(entrepreneurial thinking).
This is a problem for entrepreneurs trying to find people to join their team, and it is also a
problem in trying to grow the number of GEMINI model entrepreneurs in communities, because
the founders will also need to develop this type of polyvalent background and adaptive mindset.
The ideas that form the basis for an entrepreneurial venture often arise from the intersection of
elements from a variety of industrial sectors. For example, iStockphoto and AbeBooks formed in
this way. In the case of iStockphoto, it innovated by eventually rethinking elements from the
industry sectors of digital photography, graphic design, creative crowdsourcing, data
management, web platform development, and micropayment e-commerce software to disrupt the
global stock photography industry. AbeBooks ultimately reimagined elements from the sectors
of book publishing, higher education publishing, collectibles and antiques, e-commerce software,
web platform development, and data management through the lens of long-tail economics.
Future GEMINI model entrepreneurs need to garner the education, work-life experience, and
mindset to imagine such creative combinatorial ventures.
Entrepreneurial education that presupposes youth, ideas, speed, and pitching for external
sources of funding as the foundation of startups is flawed on every supposition. As has been
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illuminated in this study, successful entrepreneur founders tend to be in their 30s and 40s when
they start their business, bring work-life experience to their venture, have a creative drive to
solve or build something emerging from their experience, bootstrap their ventures, and focus on
incremental and iterative progress towards their longer term vision. My recommendation is that
Canadian entrepreneurial education be based on the following:
•

Effectuation mindset and process foundation: Sarasvathy’s (2001b) entrepreneurial
effectuation process documented the approach of innovation opportunity identification
and new venture creation used by successful entrepreneurs, which is based on an
iterative, experimental, learning-focused mindset and business process. It also
differentiates managerial and entrepreneurial thinking patterns. GEMINI model
entrepreneurs in the current study also illustrated effectuation in action in their
descriptions of their approach and mindset over and over in the interviews. (see Appendix
J for extracted quotes from the interviews.) This stands in contrast to the false narrative of
“turn and burn,” “house flipping,” “growth hacking,” “big idea,” “hockey-stick growth,”
“venture capital pitching competition,” and “unicorn hunting,” which is all too prevalent
in many entrepreneurship programs. My recommendation is that entrepreneurial
education embrace Sarasvathy’s effectuation approach as its foundation and turn to the
textbook by Read et al. (2017) that has been developed to introduce students to the
process and way of thinking.

•

Soft skills: Experiential learning should be designed to embed so-called soft skills that are
essential to entrepreneurship, including critical thinking, problem-solving, collaboration,
leading through influence, empathy, ethics, values, work ethic, interpersonal
communications, social psychology, behavioural economics, written communications,
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design and visualization, information management, logic, creativity processes, and so
forth.
•

Digital economy skills through curated partnerships: GEMINI model entrepreneurs
expressed that they struggled finding candidates with product management, project
management, digital marketing, data management or science, and software programming
skills. They also mentioned they needed people who had a combination of business and
technical skills who were not afraid of math and software. If university and college
curricula and professors are not prepared to teach these skills, they need to partner with
private education companies, employers, and professional associations to supplement the
teaching of soft skills and foundational business processes with digital economy skills.
Partnerships could include such companies and organizations as Pragmatic Marketing,
the Project Management Institute, Coursera, Google, Lynda (LinkedIn), and so forth.
Ultimately, this should not be a supplemental year of digital economy preparation in the
form of a postgraduate year following 4 or 5 years of postsecondary education—the
digital economy skills should be woven throughout the degree and intersectional project
work. Degrees would be a curated hybrid of in-house curriculum and externally
developed professional coursework and certification.

•

Small business projects that solve real problems: Coursework should allow students to
focus on creating local small businesses or side projects with the goal of learning the
basics of how to solve real local problems, ideate concepts, leverage creative constraints,
work with others, build websites and databases, test concepts, sell, work with customers,
build a brand, set up a small business, bootstrap, manage cashflow, and so forth. This
would replace curriculum that encourages undergraduate and graduate students to form
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high-tech startups during their school experience or upon graduation. As entrepreneurs in
the study pointed out, this creates false hope, excludes students who are not ready to
launch ventures (which is most students), and misses the fact that so many of the lauded
Canadian entrepreneurial success stories begin as small businesses, side projects, internal
business solutions, or consulting services that were productized (e.g., Shopify, Hootsuite,
iStockphoto, Slack, Abebooks, Wattpad, etc.).
•

Work experience: Co-op programs are a good start to get young students some work
experience and help them try different jobs to begin to see what kind of roles and
industries interest them. Entrepreneurial education could supplement this with
interdisciplinary projects that span the academic year, solve real problems for local
businesses, and get students work experience, course credit, or both. Study participants
recommended taking a job in an industry and learning it from the ground up in order to
understand industry underpinnings and discover problems that need to be solved.

•

GEMINI model entrepreneur case studies: Create and use case studies that tell the stories
of real GEMINI model entrepreneurs and their businesses from Canada and around the
world. Replace the unicorn, gazelle, high-tech startup mythologies with the stories of
successful, diverse, relatable founders and their innovative businesses.

•

Retraining or reskilling: Develop concentrated fast-track programs to retrain or reskill
midcareer technical experts in new digital economy skills and entrepreneurial innovation
effectuation mindsets and processes. Include internships and apprenticeships with local
businesses. (See the next section on workforce readiness for more details.)
7. Improve workforce readiness to participate in GEMINI model entrepreneurial

innovation. During the interviews, the most mentioned need or challenge for the GEMINI model
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entrepreneurs was finding and retaining skilled talent to contribute to the success of their
organization and entrepreneurial vision. Skills they were looking for included engineering
(process, mechanical, etc.), product management, project management, digital marketing, data
management or science, and software programming—often it is a combination of “technical,
entrepreneurial, and social skills” (Royal Bank of Canada, 2017, para. 8), which is very hard to
find in one person. Further, team members need to be able to thrive in a constantly changing
environment, often in ambiguous situations, where self-direction, critical thinking, and problemsolving are essential. And they need to share the entrepreneurial company’s values. There are
some public and private initiatives in Canada that have begun to help youth understand the
changing workplace landscape and prepare for new jobs (e.g., Launching Careers from the Royal
Bank of Canada was initiated in 2017), and others that have begun to address the need for
employees to upskill for the new digital economy through career navigation tools and weekly
classes (e.g., EvolveU.ca in Calgary has had a soft launch). Canada’s federal government
launched a Skills and Innovation Plan with its 2017 budget, but it is a very long-term macroeconomic approach including daycare, housing, a crackdown on tax cheats to collect more
revenue, and so forth. At the city tech association level, both Viatec (the Victoria Innovation,
Advanced Technology and Entrepreneurship Council) and CTI (Calgary Technologies Inc.) offer
workshops and classes in technology and go-to-market topics. However, to seriously prepare
Canadian citizens for the digital economy of today (and tomorrow), my recommendation is for a
more focused, cohesive, and urgent effort between government, postsecondary schools, GEMINI
model entrepreneurs, and enterprise leaders to design intersectional postsecondary education
programs to upskill unemployed or underemployed traditional-economy experts with new
digital-economy skills. Internships, apprenticeships, job placement, and local problem-solving
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coursework are essential. A source of inspiration is the cohesive design of the Engineering,
Science and Management War Training program that ran in the United States between 1940 and
1945. Here is a summary of the coordinated upskilling program and its impact in the United
States—a more localized entrepreneurial innovation version of this could be developed for
Calgary and Victoria:
Sometimes referred to as an “experiment in streamlined higher education,” [the ESMWT,
Engineering, Science and Management War Training] government-sponsored program
provided, without charge, college-grade courses for large numbers of Americans to fill
urgently needed technical and scientific civilian positions just prior to and during World
War II. . . .
Throughout the program, about 75 percent of the enrollments were in engineering
subjects. After a series of courses in a particular subject area, many of the students,
especially those having an earlier background in science and/or mathematics, were placed
in regular engineering positions with industry or government agencies. (“Engineering,
Science, and Management War Training,” n.d., paras. 2, 21)
Helping GEMINI model entrepreneurs retain employees with adequate salaries and benefits
could also be addressed through adapting programs like Mitacs and perhaps providing retention
bonuses to employers and employees.
8. Bridge the academic knowledge access gap. Some of the entrepreneurs mentioned that
their science- and engineering-centric expert employees like to write and present industry papers.
Others mentioned that they might read an academic paper if someone gave it to them. It is clear
that writing and publishing in academic journals is not an innovation pillar for most GEMINI
model founders and their organizations. However, in my experience as a practitioner working
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with these kinds of startups, I have found that the research in academic papers can often provide
a validated no-cost insight or solution to what a startup is trying to achieve. As an example,
grounding the software platform activity design for a cocreative community in the results of
academic gamification experiments and the principles of sense of community theory proved to
be very useful at one startup. Traditional knowledge transfer programs that have tried to link
university research with local entrepreneurs have not be effective (Palmquist, 2010; Simmie,
2004) and so-called knowledge spillover tends to occur (if at all) through informal socialization
between employees from different firms and friends. Access to academic journal databases is one
issue to be addressed, as well as help with curating “just in time” research insights that can
inform and fuel entrepreneurial innovation is another.
9. Normalize the entrepreneurial career path. One of the entrepreneurs in this study
described this solution as one of the best ways to grow more entrepreneurs like them.
Entrepreneurial innovation most often starts with the formation of a small business that aims to
solve a problem that someone has noticed while working for another employer or running their
own small business. So, telling small business owners, lifestyle business entrepreneurs, or
employees of other companies that “they aren’t ambitious enough” or they are “too risk-averse”
to be a startup entrepreneur like the mythological icons of Silicon Valley is not productive and it
is not true. Local business associations must be funded with a mandate to tell the truth of the
entrepreneurial process and celebrate the real GEMINI model entrepreneurs of their communities
as aspirational figures. There must be partnerships with local writers, photographers,
videographers, journalists, filmmakers, podcasters, designers, and students to tell the diverse,
compelling, and inspirational stories of these same entrepreneurs. What merits a “business
person of the year” award in communities must be reframed. Is it always the appointed CEO of
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an extractive commodity industry? Or the hired business executive who retired with millions and
is now giving back to the community through charity? Or do our citizens celebrate the
bootstrapped journey of GEMINI model entrepreneurs who have made an impact on their global
industry and contributed to the local economy and community through the creation of
meaningful work and innovative products? Shifting this messaging and the funding that supports
it can help an aspiring entrepreneur not feel like an outsider in their own community.
10. Create places for established GEMINI model entrepreneurs and other peer
creatives to connect. Startup social mixers and the coworking spaces that have sprung up in most
Canadian cities are great places for aspiring entrepreneurs and others to socialize and connect.
For example, Victoria’s Fort Tectoria building is a lively coworking and event space for the
city’s emerging entrepreneurs, and it is also home to the Viatec business accelerator program.
And Calgary has recently announced plans to construct a new $80 million Platform innovation
centre that combines a parking facility with a multiuse space for city innovators, creatives, and
makers in the city’s East Village, which is currently being revitalized (“Shape-shifting parkade,”
2018). This centre has the potential to break away from the high-tech startup monoculture of
many of the city’s startup incubators and accelerators to include multidisciplinary creatives with
diverse skill sets and ways of thinking. Much like the creative English and Dutch guilds of the
17th century, greater diversity of an organization’s membership and work involving
collaboration among the members can lead to greater innovation:
The other critical aspect was the composition of the [17th-century] guilds’ membership.
Where this consisted overwhelmingly of small masters, a guild was more likely to seek
refuge in restrictions on new technologies. Where the membership was more varied, and
include master-entrepreneurs, or even merchants, the guild was likely to be more
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receptive to innovation. Indeed, the combination of master-entrepreneurs and political
access could produce a powerful environment for innovative industrialization. (Epstein &
Prak, 2008, p. 19)
The challenge for more established GEMINI model entrepreneurs who are already well
into growing their business (or have perhaps started a second or third business) is that they rarely
have the time or interest to attend startup events and coworking locations. It is important to recall
from earlier in this study that for these founders, a sense of community is established when
people they care about get together to solve a problem and build something great together; any
local meeting places and activities need to ensure these busy entrepreneurs will get value through
participating in local problem-solving, customer collaborations, applied mentorship, growing
entrepreneurship in the community, and so forth. These are purposefully designed opportunities
for cocreation, mutual support, and peer learning—not the often-touted “collisions” that are
promised by local startup social events and coworking spaces.
As a concerted, ongoing communications program about who the local GEMINI model
entrepreneurs and their businesses are (as recommended in the previous section) could include
such lifestyle information as where they like to go for coffee and food, what kinds of leisure
activities they partake in, and so on starts to enter the collective consciousness of the community,
local hangouts and hotspots for these entrepreneurs and other established creatives will start to
become known organically and peers can connect casually. An example of a web-based article
that celebrates these local community meeting places and entrepreneurs is “12 Startup Founders
Share their Favorite Coffee Spots in 9 Cities” (Souza, 2014).
Entrepreneurs’ breakfast and dinner clubs where founder peers meet to share problems,
collaborate on solutions, and build friendships can form organically or be kickstarted by funded
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entrepreneur organizations. And founders clubs (with very specific entrepreneurial and
innovation achievement criteria about membership and activities) can also be formed as an
alternative to traditional organizations and associations (e.g., business, civic, golfing).
Growing a GEMINI model business can be lonely for founders. This came through in the
participants’ stories of time away from family and friends, a lack of regular connection with
other successful entrepreneurs, and weeks spent travelling for business. These founders need
help connecting meaningfully with experienced peers for ongoing knowledge sharing, personal
mentorship from someone not involved with their organization, and collaborative problemsolving.
11. Provide digital economy business advisory and streamlining services. Two types of
digital economy business advisory and streamlining are required for this type of entrepreneur: 1)
properly setting up a new small business that will leverage the internet as part of a global
business model, and 2) addressing needs arising from operating a small business with a digital
backbone and a global clientele.
•

Business setup one-stop shop for GEMINI model companies: To reduce the barriers to
forming more GEMINI model companies, I recommend the creation in each city of a
one-stop shop (concierge service) for local businesses to incorporate with a global,
internet-accessed market in mind; determine the best ownership structure for any partners
and friends and family investors; review self-financing options with an expert; review
vetted community resources; set up banking, including e-commerce processing
capabilities; get answers to any basic tax, accounting, and legal questions; get answers to
any basic technology questions (website hosting and building platform options, ecommerce software options, podcasting options, basic Amazon services, company email
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setup, customer list builders, bookkeeping software, etc.); get answers to any basic
marketing questions (trademarks, newsletters, mailing lists, registering domains, surveys,
a/b testing, etc.), and so forth. This recommendation is inspired by the Irish brothers who
founded the online payment processing software company Stripe and realized their global
customers often needed to set up a business in the United States; they launched Atlas, a
service that, for a US$500 fee, helps businesses “incorporate in Delaware, get a taxpayer
number and U.S. bank account, and receive legal and tax advice on forming a company.
Typically, this would require months of work, visits to the U.S., and lawyers. As it did
with payments, Stripe simplified the process to a few clicks” (Vance, 2017, para. 28).
•

New economy import-export regulations: GEMINI model companies that are already
established and operating internationally quickly find out that the processes and
paperwork required to manage taxation and revenue in a global economy are
cumbersome, out of date, or even nonexistent for some emerging digital business model
needs. Canada (and its provinces and territories) could provide a strategic advantage to
GEMINI model businesses by simplifying and streamlining (and in some cases creating
new) regulatory processes and documentation requirements related to import-export tax,
tax regimes, tax withholding, revenue onshoring, and so forth for internet-enabled
Canadian small businesses with global customer footprints.
12. Rethink funding to help GEMINI model organizations start and grow. Three

sources of potential funding are explored that would not require significant changes to policies
and programs: a broader community micro-funding and seed funding pool, microloans from
Crown corporations and banking cooperatives, and entrepreneurial growth funding through
commissions and contracts.
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Create a broader community micro-funding and seed funding pool: Events where
students and early-stage startups pitch for outside investment are common on university
campuses and in community meeting halls across Canada. However, I believe that
advisors, mentors, trainers, and teachers who interact with these students and emerging
entrepreneurs in community incubation, acceleration, and education organizations should
not be allowed to invest directly in student startups. I firmly believe this is a clear conflict
of interest and not in the best interests of a community—the risk for abuse of power is
just too high. Instead, I recommend that a significant community fund be set up where
any resident can invest in a pool that is used to provide micro-grants and seed funding to
emerging businesses in their city or town. This is a twist on the 2015 Jumpstart Our
Business Startups Act in the United States. which allows crowdfunded investment in
startup and early-stage companies (U.S. Securities and Exchange Commission, 2017)
with a robust framework of constraints and advisory. There are a variety of communitybased mechanisms possible to ensure a fair and transparent selection of investees.

•

Crown Corporations and banking cooperatives can provide microloans: Alberta
Treasury Branches (ATB, 2011) is an Alberta Crown corporation with a mandate to
“provide Albertans access to financial services and enhance competition in the financial
services marketplace in Alberta” (p. 1). ATB Financial has established banking branches
in Edmonton and Calgary for arts and culture to help them secure funding, despite
fluctuating wages from a variety of nontraditional employment sources. Staff are being
trained to help artists and the interiors have an eclectic clubhouse feel. In a recent CBC
radio interview, the ATB director for the initiative, Ben Spencer, who is himself a
musician, shared where he got the idea for ATB to do this: He lived and played music in
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Montreal for a few years and a “credit union there had a dedicated branch for artists”
(Ward, 2018, para. 12) that “was the branch with the lowest loan default rate in the
network” (Ward, 2018, para. 12). With such a low default rate among artists, I wonder if
a similar banking and financing program could be started for other types of entrepreneurs
in Alberta and British Columbia. Crown corporations or banking co-operatives such as
Vancity in Vancouver can also provide microloans and small business loans.
•

Entrepreneurial growth funding through commissions and contracts: Accessing growth
funding is more difficult for founders. All but one participant in the interviews said that
traditional banks were irrelevant when it came to securing financial support to grow their
business—and they gave many personal examples to support this perspective. Further,
the one participant who did not express this perspective did bootstrap their first business
by mortgaging their house and starting it with their spouse in a spare bedroom of their
home. Depending on the business model, and even with good customer revenue coming
in, some of these companies will need financing to break through a growth threshold—
and venture capital is not the preferred path of most of the GEMINI model entrepreneurs.
Most of their growing companies will need access to business credit cards, operating
loans, or perhaps financing to build, build out, or buy office space. Founders cannot
produce 3 years of T4 slips from another employer to get a mortgage for a home.
Many of the entrepreneurs have accessed R&D tax credit programs, and some have

secured grants from various government programs, but a common sentiment was that the effort
to secure small amounts of funding was often not worth the effort (paperwork and disclosure) or
the potential loss of control of their business or product. Participants also expressed that
government funding programs needed more flexibility, especially when reporting back on the
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use of government funds. There is a need for governments to consider longer term, outcomebased reporting and metrics related to funding use. However, the goal is not to create so-called
“zombie companies” that cannot stand on their own and stay in business without government
funding.
In examining innovative small and medium enterprises (SMEs) in the United Kingdom
and the impact of government funding policies and programs, Mazzucato (2013) determined,
The policy implication is that rather than giving handouts to small companies in the hope
that they will grow, it is better to give contracts to young companies that have already
demonstrated ambition. It is more effective to commission the technologies that require
innovation than to hand out subsidies in the hope that innovation will flow.
(p. 46)
Private- and public-sector commissioning of promising entrepreneurial startups to solve
real problems through innovation is also an investment in the community’s weak ties. One
participant recommended that for some solution quests, a group of very small startups could be
asked to collaborate on a contract to ensure a better solution and cross-learning between the
weak tie organizations. Government, large companies, and nonprofits need to find innovative
solutions to a myriad of real problems and are typically not able to rapidly develop and test their
own prototype solutions due to a risk-averse internal culture, bureaucracy, and so on (Goldstein,
2013). GEMINI model entrepreneurs need testbeds for their ideas, cashflow, market feedback,
and so forth. The concept of the anchor customer was something I heard many years ago at a
Conference Board of Canada panel discussion: supporting entrepreneurs by commissioning
solutions or giving them a multiyear contract for newly commercialized solutions, with a
commitment to pilot concepts and learn from their innovations. This happens organically from
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time to time, and I have participated in projects involving successful codevelopment and
copiloting of innovative solutions between startups and large public and private organizations.
However, this type of growth through short-form RFP, commission or contract would happen
more often if there were a policy framework to incentivize it. Other researchers and journalists
have pointed out the mutual benefits that can arise from partnering Davids and Goliaths. For
example, Yoon and Hughes (2016) stated,
Ironically, startups and established companies would both improve their success rates if
they collaborated instead of competed. Startups and established companies bring two
distinct and equally integral skills to the table. Startups excel at giving birth to successful
proof of concepts; larger companies are much better at successfully scaling proof of
concepts. (para. 5)
Another participant recommended that local small businesses not be left out of this type
of testbed relationship with GEMINI model company innovations. The aforementioned anchor
customers could be complemented by “alpha customers”—small businesses that agree to try and
test new local solutions. The example given by the entrepreneur was a cleaning services
company that would be open to trying a new, cost-effective radio-frequency identification
system to track their equipment and supplies. For this to happen, a simple, casual, friendly,
unintimidating program to democratize access and match these small business owners with
innovative solutions needs to be designed and operated.
13. Ensure incubators and accelerators work on real problems with tangible outcomes.
Most of the participating entrepreneurs felt there was a lack of shared understanding of the roles
and measurable impact outcomes for business incubators and accelerators in their communities.
They tend to be assessed on activity throughput such as people taking courses or attending
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events, venture money invested, grants given, businesses spun out, patents filed, and so on with
little research on community and industry impact over time. There was also a sense from some
entrepreneurs who had participated in related programs that these were too costly for their value
and presented false hope about the likelihood of business startup success. I recommend that an
publicly-funded entrepreneurial incubators and accelerators focus on tangible community and
industry impacts against which they are measured and that their primary role be to pair R&D,
product development, and innovation commercialization with real need and problem-solving for
communities and organizations. The Calgary and Victoria regions do not have the same
ecosystem of talent and industry as places like Waterloo, Ontario; Cupertino, California; and
Seattle, Washington—they need programs to help new businesses gain market acceptance and
thrive that are tailored for the community’s assets and strengths.
14. Address low-hanging intellectual property needs. It was not a concern for me that
GEMINI model entrepreneurs did not typically file patents, as their business models do not
necessarily require that to maintain a competitive advantage. However, the lack of focus on
intellectual property creation through basic trademark registration and purposeful brand
development in some of the organizations participating in the study was a concern. I have seen
businesses not do basic trademark searches (and, when appropriate, trademark registration) and
then have to pay out millions of dollars or lose their brand name and established brand equity—
particularly when trying to expand their businesses into the United States or the United
Kingdom. Canadian entrepreneur Jim Balsillie has recommended a national intellectual property
strategy (Tunney, 2017); in the meanwhile, I recommend that GEMINI model entrepreneurs
starting out do basic trademark searches and possibly register their company names and flagship
product brands in the two countries where they sell the most products and services. The basic
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business setup advisory (concierge service) described earlier also needs to include steps to keep
the trademarks active and document that.
15. Improve entrepreneurial innovation infrastructure in satellite towns. As geography
becomes less of a barrier to starting and running a global business (see the discussion of aspatial
peripherality, p. 57), and entrepreneurs move to the satellite towns and hinterland areas around
major cities, the need for infrastructure services will continue to grow. Today, high bandwidth
internet and telecommunications connectivity is available in many of these smaller Canadian
centres, but too often it runs down main streets and small business founders are responsible for
and must pay to get any access to their building. Better planning and investment in network
branching will be required to attract GEMINI model entrepreneur businesses and families to
these centres. Basic public transportation in these same centres will help attract younger workers
who do not want to own a car and thus keep salaries reasonable.
16. Adjust economic development messaging and strategy for Calgary. Participants
from Calgary had a number of suggestions to improve economic development in their city. The
messaging still focused on energy sent a signal that the return of traditional extractive industry
jobs and wages was expected “instead of collectively embracing new industries and business
models.” Participants were fearful that the city would be disintermediated if it did not make the
shift to the new economy. A portfolio approach must be taken to the types of businesses Calgary
wants to grow—including small businesses serving the city, home-grown global enterprises,
GEMINI model global innovators, branches of foreign companies, and so on. There were
concerns that the city’s best solution was to attract a big company such as Amazon to “save the
day” or to invite a Silicon Valley high-tech incubator to “cherry pick” the best local startups and
let the remaining 99% of fledgling companies die. Neither of these options seemed to provide
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sustainable economic development strategies for the city. Calgary can adapt to the new reality
and grow world-class businesses without overly depending on outside saviours. Further, Calgary
boom economy expectations for salaries and job availability needed to be permanently shifted
for new graduates and midcareer workers towards the new reality of reasonable compensation,
hard work, and personal rewards from meaningful work. Collaborating with secondary and
postsecondary institutions to reframe job fair expectations and messaging, as well as career
counselling and work experience programming, was recommended.
17. Nurture local specialized manufacturing services to support innovation. Founders
of three of the 10 businesses (all in very different industries) involved in the research mentioned
the use of or need for niche, innovative Canadian packaging suppliers in their businesses.
Programs to bring advanced micro-niche manufacturing back to North America to support local
innovator needs for small-scale and custom value-added services are worth exploring. If
manufacturing also needs to occur offshore due to cost or capability challenges, connecting
GEMINI model entrepreneurs with ethical offshore manufacturers would have a positive
streamlining effect.
18. Articulate a Canadian culture of innovation. One of the most interesting findings of
the study was that most of the participating entrepreneurs did not think strategically about the
role an “Innovated in Canada” place brand could play in the value of their offering. Phrases from
participants such as “fly under the radar,” “don’t go in flying the flag,” “we’re fair,” “we priced
it too low,” “we’re humble,” and “we work harder” were common. That said, they also
recognized that Canada has a good reputation for engineers, and people in other countries can be
pleasantly surprised when they discover an entrepreneur and their company are Canadian.
Selling goods and services into a “Buy American” culture in the United States was mentioned as
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a possible cause for not leading with their Canadian provenance. However, it must be considered
that Canada’s country-brand perception ranked fourth in the world out of 50 nations in the 2017
Anholt-GfK Nation Brands Index study—variables include people, governance, culture,
immigration, investment, exports, tourism, quality of life, and so forth (GfK, 2017). And Canada
repeatedly ranks number one or two in the world in the Reputation Institute’s Country RepTrak
Study (Tisch, 2017), which considers an advanced economy, an effective government, and an
appealing environment in its assessment. Considering the high esteem that other countries have
for Canada and the country’s excellent reputation in diverse fields including engineering,
entertainment, tourism, transportation, and so forth, it would be worthwhile considering how
GEMINI model entrepreneurs can be associated with this valuable and desirable Canadian
reputation without contravening the national character of humility and understatement:
Reputation has an unquestionable economic value to countries, just as it does to
organizations and individual people. It is based on emotion and reason, the product of our
impressions of a nation’s actions and its communications, as well as our deep-seated
perceptions, stereotypes, influences and direct experiences. In an age of empowered,
networked publics, the value of a country’s reputation is rising — as is the importance of
managing it as one of its greatest assets.
A new study of country reputations, released by the Reputation Institute and Argyle
Public Relationships, suggests that Canada has this asset in spades, with a reputation that
leads the world. (Tisch, 2017, paras. 1–2)
Perhaps now is the right time in Canada to articulate a culture of innovation that is unique
to the country and useful in its unique communities, instead of an attempted replica of Silicon
Valley mythology. It is not difficult to imagine a culture of Swiss innovation in watchmaking,
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Danish innovation in furniture design, British innovation in the music industry, South African
innovation in telephony, Japanese innovation in manufacturing, and Dutch innovation in water
management. What might Canada’s culture of innovation be, and how can it contribute to the
success of GEMINI model entrepreneurs and their organizations in the global economy? Canada
needs to put a face on its entrepreneurial innovation—both in the country and abroad. For
example, in a June 2017 study (Canadian Entrepreneurship Initiative, 2017a), 2,000 Canadians
were surveyed about entrepreneurship. They could name international entrepreneurs such as
Richard Branson and Mark Zuckerberg, but when asked to name the most famous Canadian
entrepreneurs, “the top Canadians cited were all men, mostly historical figures (born between
1764 and 1954) or inactive in the businesses that made their name” (Canadian Entrepreneurship
Initiative, 2017b, para. 2).
Entrepreneur Zita Cobb is someone who merits recognition by all Canadians for her
thoughtful and effective approach to place-based innovation and the economic impact it has
made on tiny Fogo Island, off the northeast tip of Newfoundland, surrounded by the Atlantic
Ocean, and suffering the impact of the codfish stock decimation. Cobb made millions of dollars
in stock options while working as a senior leader in finance and strategy for Ottawa-based JDS
Fitel, a fire-optics equipment manufacturer, after it merged with USA-based Uniphase in 1999.
She had joined JDS Fitel in 1989 when the company was almost 10 years old and had grown to
70 employees, with $7 million in annual sales. JDS Fitel followed an entrepreneurial innovation
path similar to that described by Wadhwa (2010b) earlier in this document wherein the educated
founders discovered a market opportunity while working for a large company and their journey
to significant business success with their startup took more than a decade:
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But don’t confuse [JDS Fitel]—with more than 10,000 employees and $1.6 billion in
annual revenues—with all those dot-com start-ups that appear out of nowhere and make
their founders rich on the strength of a half-written business plan and generous servings
of hype. Far from being an overnight success, JDS has been plugging away for 19 years,
ever since Straus and three of his co-workers at Bell-Northern Research Ltd., the defunct
research arm of what is now Nortel, decided to go into business for themselves making
components for fibre-optics networks. At the beginning, they ran the company out of a
basement, never dreaming that one day the technology they were working on would
become one of the linchpins of a communications revolution that touches almost every
aspect of modern life, from home entertainment to international finance. (Laver, 2000,
para. 5)
When Cobb returned to Fogo Island permanently in 2005, she began to devise a business
innovation model that would be sustainable for her community, as it could no longer depend on
cod fishing for its economic foundation. She explained the role place played in Fogo Island’s
innovation and revitalization:
Innovation is associated with something that is created to serve a need. In our Fogo Island
projects, we also started with a need. The pressing need to reverse the continuing
disintegration of our community. And we wanted to develop an approach that might be
useful for others. The challenge was to figure out how to belong and how to flourish in a
globalized economic system. In addition to this pressing need, we started with some
strong beliefs that remain a source of energy for our work. We believe that place itself
has intrinsic value. And we believe that what we have, and what we know, has value. . . .
We understood that without economic viability there can’t be cultural or social viability. .
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. . We believe local and community ownership of businesses is essential for small places.
We reached out to governments and work with them as important collaborators and
partners as we all have an important role to play in the solution economy. We see art as
essential—essential to belonging, essential to critical thinking, and essential to
understanding how we fit into the world. And we see the past, all that has come before us,
as a source of energy. We modeled ourselves after ourselves. And we tried to create from
the essence of place. (The Walrus, 2015)
The asset-based community development (ABCD) community capitals framework
(Emery & Flora, 2006) used by Zita Cobb and her team at their social innovation nonprofit, the
Shorefast Foundation, to build cultural and economic resiliency on Fogo Island could form the
basis of a place-based innovation methodology in Canada. The ABCD process mirrors some of
the beginning steps of the entrepreneurial effectuation process (Sarasvathy, 2001b)—in effect,
conducting an “appreciative inventory” of the resources (human, natural, cultural, built,
financial, political, and social capital) of a community or place as an essential first step in the
process of entrepreneurial innovation.
Although developing and articulating a shared culture of Canadian innovation will likely
take decades, a number of the other recommendations already made in this study would help
contribute, including creating GEMINI model case studies to use as a basis for teaching about
local innovation in schools; changing the conversation in schools about creating high-tech
startups versus useful small businesses and side projects; telling the honest stories of the
GEMINI model innovators who work and create in Canada’s neighbourhoods through a focused
and ongoing communications strategy; stopping the breathless pilgrimages of aspiring
entrepreneurs to Silicon Valley and instead learning from other places of GEMINI model
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innovation, both Canadian and international; creating ethical investment boundaries between
advisors, mentors, trainers, instructors, and the aspiring entrepreneurs they influence; creating
more collective opportunities for the community to invest in GEMINI model entrepreneurs;
differentiating the various types of innovation and celebrating the iterative path of effectuation in
entrepreneurship; working on real local problems in communities by matching innovators with
organizations who have problems to solve; and modernizing the funding and assessment of
innovation impacts in communities. Diversity was discussed in this research study in terms of the
demographic and industry diversity in my research sample, the young male dropout stereotype of
the entrepreneurial innovator, as well as the need to create a heterogenous, collaborative
environment for increasing innovation. It is important to highlight that the contribution of
centuries of Indigenous innovation (historical and contemporary) as well as the potential
innovation roles of immigrants to Canada were not part of this research, yet it is essential that
these perspectives and contributions be included in any culture of innovation strategy.
Implications and Dissemination
In order to disseminate the study findings to their intended audiences (business, media,
public policy, and education decision makers and influencers) and make the intended impact of
setting the groundwork for Canadian public policy, funding, and program reform related to
entrepreneurial innovation, it will be necessary to repackage the content of this research to suit
the specific needs, interests, and media choices of each audience. This may take the form of
business media articles, industry white papers, workshop presentations, conference papers and
presentations, case studies, a podcast, and a website home for the GEMINI entrepreneurial
innovation model, similar to the website created for Sarasvathy’s entrepreneurial effectual
reasoning processes (http://www.effectuation.org). I also still believe that a photography-rich
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photo-story website or documentary film that profiles the real lives of entrepreneurs can
contribute greatly to changing the culture of entrepreneurial innovation in Canada by using an
authentic, visual, verbal, and emotional narrative to underpin the data and bring it to life. Fogo
Island Inn entrepreneur Zita Cobb credits the National Film Board’s 1967 documentary project
of 27 short films, called the Fogo Island Project, for helping the citizens and communities on
Fogo Island make the transition from economic collapse to creative economic renewal:
I was 10 when the inshore fishery collapsed. You could see huge factory trawlers around
the island. It was terrifying. What we saw then was the worst of the 20th century, right at
our doorstep.
The way Fogo Island held on had everything to do with the National Film Board.
That intervention by film brought the community together. It’s a lovely story. It made all
the difference. We’re doing a similar thing with an inn to what they did with their
cameras.
[Interviewer: It puts the residents in some kind of relief.] Yes. You can get outside
so you can see more clearly your predicament, where you are. Many people on the island
call what’s happening now “Fogo Process 2”—although we didn’t intend it exactly that
way. (Rodger, 2015, paras. 21–23)
Future Research
As mentioned in the proposal for this study, assembling a purposive sample of public
policy influencers to learn about their reactions and ideas with respect to my study’s findings and
recommendations would be a useful next project. Exploratory discussions about the findings and
recommendations with a progressive public policymaker involved in entrepreneurial innovation
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in Victoria, British Columbia, and Calgary, Alberta, to gain their feedback with respect to related
policy and programs would be an excellent first step.
Collaborative research with the Shorefast Foundation to document and map the placebased innovation methodology that has brought sustainable economic development to Fogo
Island is another area of opportunity. Zita Cobb has expressed that it “wanted to develop an
approach that might be useful for others. The challenge was to figure out how to belong and how
to flourish in a globalized economic system” (The Walrus, 2015). This recognition of the value
of place-based innovation and market positioning, while having the opportunity to experiment
and adapt from the periphery, was an important element of understanding and practice that was
missing for all but one of the entrepreneurs in this study.
Interviewing other entrepreneurs who meet the preliminary phenomenon criteria but who
represent other geographic locations, cultures, ethnicities, demographics, and so forth to continue
to build and evolve a robust, global GEMINI model of entrepreneurial innovation is another
research opportunity. An abridged version of the interview protocol and a software-based
codebook could help scale the research scope and volume. My hope is that a teaching case study
bank and profiles of these entrepreneurs will emerge from this ongoing process.
There are a myriad of opportunities to research the impact of any of the recommended
changes from this study—for example, comparing the impact of shifting the incubator and
accelerator model from activity-based high-tech startup programs to an outcome-based model of
local problem-solving and GEMINI model entrepreneurial thinking. Research on the personal
and professional outcomes of the recommended entrepreneurial education reforms could
encompass examinations of student career choices, longitudinal business viability, digital
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economy career readiness, public-private reskilling partnerships, pre- and postmindset shifts
between student cohorts, and so forth.
Another area of future research is related to evaluating the impact (return on investment)
of new funding models on the growth of viable entrepreneurial innovation businesses. This could
influence a change in how innovation productivity for GEMINI model entrepreneurs and their
organizations is measured and help to create a more useful innovation segmentation model that,
for example, differentiates between small business, GEMINI model entrepreneurship, university
technology transfer, university intellectual property commercialization, public-private applied
R&D, enterprise intrapreneurial models, government-driven research, and so forth. Further,
business and academia could collaborate on studies evaluating the design, implementation, and
outcomes of anchor client, alpha client, coresearch, codevelopment, and innovationcommissioning models of innovation.
And research that provides learning from other historical periods of multidimensional
change and the successful models and methods of creative commerce that emerged and adapted
to these shifts (e.g., preindustrial guilds, the Industrial Enlightenment, economic cooperatives,
etc.) would provide a much-needed context that is lacking from the current approach to
entrepreneurial innovation public policy, programs, and funding.
Conclusion
The rise and proliferation of distributed internet technology has made a striking
contribution to the emergence of the GEMINI model of entrepreneurship examined in this study,
but a much broader constellation of significant, simultaneous changes in the world is
contributing to evolving perspectives on the role of business (entrepreneurial and otherwise) in
people’s lives and communities today. Much like the interconnected drivers of industrial and
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societal change in the 1800s, which in hindsight are referred to as the Industrial Revolution,
today the world is in in the midst of major, multifaceted, nonlinear shifts in how systems of
labour are organized—and the way forward is not always clear. As the old saying goes, “When
you’re in the jar, you can’t read the label.” Economic historian Joel Mokyr (2009) explained,
The Industrial Revolution was not confined to a single industry and affected a significant
number of products and processes. However, change was uneven, with some parts of the
manufacturing sector or even some processes in the same industry subject to
mechanization and technological progress at different rates and times. . . . and while in
hindsight it seems like the towering event of the time, for contemporaries the importance
of technological change was only becoming very clear very slowly and it was by no
means clear to all in 1850 that a new economic age had dawned. (pp. 124, 144)
Mokyr also pointed out the unexpected influencers in the change:
It was the result of a confluence of circumstances that was in no way inevitable. It seems
natural to infer that the beliefs of rulers and policy makers, those who wrote the rules and
regulations by which the economic game was played, were crucial. But in the Industrial
Revolution the beliefs and ideas of intellectuals, scientists, skilled mechanics, inventors
and entrepreneurs may have mattered more. (2009, p. 2)
Although much will continue to remain unclear about the ultimate outcomes of today’s
“confluence of circumstances” (changes in enabling technology, shifts in global social values,
evolution in economic geography systems, and new insights about entrepreneurial innovation
practice), my hope with this study is that I have given a clear voice and discernible shape to a
new model of entrepreneurial innovation that has emerged amid this turbulence. This new
structural model of labour is comprised of thoughtful and creative GEMINI model entrepreneurs,
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who are eschewing both traditional hierarchical enterprise structures and hackneyed
entrepreneurial innovation stereotypes, embracing the challenges and opportunities that global
change brings, building their own nimble and innovative businesses, working with customers and
collaborators around the world, changing industries, creating meaningful work for themselves
and their teams that transcends product creation and monetary gains, and leaving personal and
professional legacies in their communities. My hope is that once people get to know the GEMINI
model entrepreneurs in their communities and learn more about these entrepreneurs and their
compelling businesses, some public policies, programs, and related funding will be rethought to
help more entrepreneurs start innovative businesses and bring sustainable economic diversity to
cities and towns.
One of the business founders who participated in this study shared a recent experience of
visiting Fogo Island, Newfoundland, and realizing the full potential for positive impact and
legacy that entrepreneurial innovation can bring to a beloved but beleaguered community while
also creating a valuable world-class experience for an international clientele. Here is an excerpt
from that interview:
What they’re trying to do on Fogo Island is two orders of magnitude, I mean,
mathematically more interesting and more difficult than I’ve ever even contemplated
before. I visited with [Zita Cobb’s] brother, [Tony,] and I said, “My God, right? How is it
going, you guys? Are things good?” And he says, “You know, financially things are what
they are.” “But,” he says, “you know, what we’re really about here, how we really want
to measure ourselves is, ‘Are we increasing enrolment in the kindergarten on the
island’?” And I just . . . I almost had to sit down. I was like, this is not to a bottom line;
this is so big, right? And the way that they’re doing that! I mean, my [spouse] and I,
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we’ve been very lucky to travel to some amazing places and amazing continents, [but the
Fogo Island Inn] is easily the best hospitality experience of our entire lives, right? And
it’s not the most expensive by even close, right? And, you know, we’re very Canadian
and we love it, but it’s not just a homey kind of thing. If that had occurred in Kenya or in
America somewhere, we would be telling people all the same thing. But it blew my mind.
And to giving your thought about, “Is there a methodology there?” There is some magic
there. There’s some serious magic going on there. Wow.
Although no one can be entirely sure of what the future holds, there is a present
opportunity to embrace and nurture a new GEMINI model of entrepreneurial innovation that can
make a difference in creating sustainable, creative, meaningful work along with innovative,
viable SME businesses in Canada’s communities. Might a Canadian style of GEMINI model
entrepreneurial innovation for a global economy be fostered? I hope so.
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Appendix A: Research Consent Form for Interviews
This document is an agreement for the undersigned to take part in a Royal Roads University
Doctor of Social Sciences research project, undertaken by Sharon M. McIntyre, entitled:
“Illuminating the GEMINI Model of Entrepreneurial Innovation.”

PURPOSE
The objective of this research project is to better understand the values, goals, success criteria
and needs of the people and businesses participating in (what appears to be) a new phenomenon
of entrepreneurial innovation—with a particular focus on Canadian high-tech-driven businesses.

BENEFITS TO PARTICIPANTS
Participants will benefit by sharing their lived experience and, in doing so, contributing to
potential entrepreneurial innovation policy and program reform in Canada.

BENEFITS TO SOCIETY
The potential benefits to society from this Canadian research project include articulating a new
business model, improving entrepreneurial innovation programs and policies, encouraging other
entrepreneurs to pursue their ideas, and contributing to new economic development
opportunities.
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UNIVERSITY APPROVAL
The project Supervisor, Dr. Marilyn Taylor, XXX-XXX-XXX, ext. XXXX,
xxxxxxxxxxxxxx@royalroads.ca and the Royal Roads University Research Ethics Board have
approved the project’s research method and interview protocol.

RESEARCH FORMAT
The research will take the form of individual interviews with entrepreneurs in Calgary, Alberta
and Victoria, BC. Each interview is foreseen to last 2-3 hours followed by a brief photography
session to profile each entrepreneur and non-confidential aspects of their workplaces and
neighbourhoods. Participants may spend up to an additional hour to review draft quotations for
accuracy and approve photography related to their case study.

DATA
The interviews will be recorded in audio format and transcribed for thematic analysis,
interpretation, and the presentation of findings in the final dissertation report. Participants will
have the opportunity to review quotations selected from their interviews for accuracy, and
approve photographs, prior to this information being shown to any other audiences.
The researcher’s computer will be password protected, while audio recording cards, printed
drafts, and handwritten notes will be locked in a cabinet with key on person. Data will be stored
on the researcher’s computer local hard drive and a data backup will be saved to Dropbox in
password-protected folders. Dropbox is a US company; therefore, US authorities are legally
entitled to access the data under the Patriot Act. The Canadian Privacy Commissioner’s office
has stated that privacy risks from the US Patriot Act are no greater than the risks from domestic
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or other foreign law enforcement bodies. When participants are asked to review draft materials,
they will be sent an email with a private URL link to a Dropbox folder that has been created
solely for materials related to them.

FREE TO WITHDRAW
You are free to withdraw at any point in the project without prejudice; any information related to
you and your organization will not be included in the final dissertation report and will be
destroyed. If you choose to withdraw, up until the point that their data is integrated in the study
analysis, all your data (digital and hard copy) will be erased and/or physically destroyed through
shredding. If you wish to withdraw after this point of data integration, you will be offered the
opportunity to remove your name, company name and any identifying photography. You are also
free, and any point in the project, to elect to continue to participate anonymously with your name
and/or the name of your organization being kept confidential.

USE OF FINDINGS
The research findings of this project will be shared with participants in the form of the
dissertation document in digital written format, in executive summary in digital written format,
and as a website that will present key findings, verbatim quotations and photography from the
research project. They may also be used in future electronic/online media, external conferences
and presentations, external publications, and curriculum development materials. And the findings
may be combined with data from subsequent studies in order to extend this line of research
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Please feel free to ask questions at any point throughout this process. By signing this form, you
agree that you have read and understood this agreement and give free and informed consent to
participate in this project.

Name: (Please Print):
___________________________________________________________________

Signed: _____________________________________________________________

Date: _______________________________________________________________
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Appendix B: Interview Guide
INTRODUCTION
•

Thanks so much for participating in this research study. … I’m going to be asking
you some questions about you and your business. I’ll also be inviting you to share some
advice. My research goal is really to understand you as an innovative entrepreneur who
has built a unique business in Canada; to understand why you’re doing it; and how you’re
doing it. (or if in past: why you’ve done it and how you’ve done it.)

•

If you ever have a question for me, want to take a break, or even stop the interview ….
just let me know.

•

I hope this is going to be a fun and interesting experience for both of us!

•

I’d like to capture a few details about where your business is at today (or was at when
you left/sold the business):
o How do you describe what you create and sell? (or if in past: What did Company X
create and sell when you were actively leading it?)
o How many people are on your team now? (or if in past: were on your team when you
left/sold the business)
o Tell me a bit about what kind of people your ideal customers are (were).
o Where are (were) your most of your customers located?
o How do you sell and distribute your goods/services internationally?
o What are people saying about your business today? (or if in past: were they saying
when you left/sold the business)
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THE JOURNEY
•

Now I’m inviting you to tell some stories about
your experience of developing this business idea
and bringing it to market. (Optional: For each of
the following four (4) questions, I’m going to invite
you to select a photograph from the group of
images in front of you, to help illustrate or
emphasize the story you want to tell me.)
1. What has been most rewarding for you personally with this business?
2. What are the most important challenges you’ve faced?
3. Describe your business’s most interesting evolution.
4. What do you hope will happen in the future?

•

Being unique or different in a crowded marketplace is important, let’s explore that a bit:
o What have you tried to do that is unique from other businesses you know about?
o What considerations shaped that choice?
o Why do you think your customers may have chosen to buy from you instead of your
competition?
o Can you tell me the story of a time that happened?

•

What role has technology’s evolution played in enabling your business to flourish?

•

Are there any changes you’ve noticed in people & our society that have made it possible
for your business to thrive now … where it might not have been possible in the past?

•

Have any friends or family made an important impact on your business?
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ENTREPRENEURING
•

Thanks for that. Now, let’s take a look at you in the daily process of being an
entrepreneur. I’m going to show you some images and words that I hope you find
helpful in responding to my questions:

•

Here are some photos of different people at work.
Which type of person (people) do you most identify
with in your role as an entrepreneur and why?
(photos of: farmer, chef, musician, teacher,
astronomer, fashion designer, mechanic, cubicle
worker, construction worker, doctor, athlete, retail
worker, factory worker, architect, business
executive, artist, hiker, sheep herder, astronaut,
weaver)

•

Tell me about what a great work day is like for you.
o Would your answer have been very different 5 years ago?

•

How do you and your business stay creative and innovative?
o How do you keep ahead of any competition?

•

I’m going to show you a series of words and phrases … and ask for your reaction to
them. Please tell me your first reaction about “how these words and phrases relate to you
and your business” (job creation, startup, patents, trademarks, growth, profit, success,
venture capital, branding, banks, community, R&D, academic papers, technology,
government, lawyers, universities, aerospace, pharmaceuticals, manufacturing,
equipment, Silicon Valley, taxes, red tape, talent, suppliers, conferences, customers,
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marketing, culture, city, growth, innovation, exporting, big, small, sales, unicorn, gazelle,
revenue, bootstrap, exit, wealth, happiness, hidden, satisfaction, impact, communications,
satisfaction, incubator, accelerator, bootstrap + [blank card])
PLACE
•

Now, I’d like to think more about the “place” where your business has developed,
and the role the location of your business in Canada has played. I’ve placed five (5)
photos in front of you that represent an office, a neighbourhood, a city, a region and
a nation—all places where we work and live:
o Why did you choose this town/city to build your business?
o How about the neighbourhood your business is in … how did you choose that?
o Any other reasons?
o Where do you go to recharge your batteries, clear your mind, get inspired, or work
out problems?
o What are the advantages and disadvantages of working where you’re located in
Canada? (possible prompt: How has being here helped you and your business? How
has your location been a challenge?)
o You’ve grown and developed your business in Canada. How might it have been
different if you’d developed it in the United States?
o Do you think other local business people would agree with you?
o What if you’d chosen Vancouver to start things up?
o What’s the funniest or oddest thing someone has said to you … when they found out
your business was headquartered in Canada? (possible prompt: Any Canadian
stereotypes you’ve had to address?)
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o Tell me about your typical interactions with founders of other innovative businesses.
o Do you belong to any local business associations or groups? (possible prompt: Tell
me about that experience.)
o Any associations or groups outside of this city? (possible prompt: Tell me more about
why you belong to them.)
VALUES
•

Now I’d like to learn a bit more about the main Principles or Values that guide you
in your daily work and priorities.

•

From this list, please choose the 10-12 words that most
reflect your personal Values as an entrepreneur:
o List of values (terminology adapted and value
categories selected to suit population from the
Barrett Values Instrument and the Hall-Tonna
Inventory of Values)
o If you cannot find a preferred word in the list, please
write it in below.
o From this list of 10-12 words, please pick 3 that stand out in some way, and describe
what each word means to you as an entrepreneur.

•

What is it that most people probably don’t understand about you?

•

Who or what has been the biggest influence on your decision to be an entrepreneur?

•

How do you define success? (possible prompts: “personal?” “your business?”)
o Now, please arrange the cards you’ve selected in whatever pattern makes sense to
you. Tell me about your choices.
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o How do you think your business’ culture may be different from other typical
companies in your industry?
o Which other company (or type of organization) do you think might share a similar
culture to your company?
•

What do you hope the next generation of Canadian children will be able to do … when it
comes to their work? (possible prompt: When you look back at the journey that got you
here, what advice would you give to a child hoping to follow in your footsteps?)

•

Is there anything particularly “Canadian” about your business?

ADVICE
•

Now I’d like you to think of up-and-coming Canadian entrepreneurs and give them
some advice.
o Imagine you’ve been asked to give the commencement speech at a college or
university you’re connected with in Canada. What topics or themes come to mind
that you might explore … as you’re preparing your commencement speech for the
new graduates?

•

Has your company benefitted from any government programs? (If yes, Let me know more
about that.)
o Any specific funding programs?
o (If yes, prompt for their perception about access to funding in Canada.)
o (If no, prompt for their perspective on if access to capital might have changed the
type of company they built.)
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Given the experiences you’ve described today, do you have any advice or ideas … as to
what your civic, provincial or federal governments could do to better support
entrepreneurs like you? Let’s talk about each level of government one at a time:
o City (possible prompt: government policies and programs)
o Provincial
o Federal

•

Any other advice?

REFLECTION & WRAP UP
•

OK, this has been great. Now, we’re just getting ready to wrap up; I have only a few
short questions remaining for you.
o Is there anything else you think I should know … to better understand you and your
business?
o Is there something you would like to ask me?
o Is there someone else you would suggest I speak with as part of this research? Why?

PHOTOS
•

Photograph entrepreneur’s workplace and surrounding neighbourhood

ARTICULATING THE GEMINI MODEL

308

Appendix C: List of Roles and Photo
The roles cards participants could choose from were as follows:
Farmer
Chef
Musician
Teacher
Astronomer
Fashion Designer
Mechanic

Cubicle Worker
Construction Worker
Doctor
Athlete
Retail Worker
Factory Worker
Architect

Business Executive
Hiker
Shepherd
Astronaut
Weaver

ARTICULATING THE GEMINI MODEL

309

Appendix D: Entrepreneurship-Related Words and Phrases for Reactions

ALPHABETICAL
academic papers
accelerator
aerospace
banks
big
bootstrap
brand
city
communications
community
conferences
culture
customers
dream
equipment
exit
exporting
filing patents

gazelle
government
growth
happiness
hidden
hype
impact
incubator
innovation
job creation
lawyers
lifestyle
manufacturing
marketing
money
profit
R&D
red tape

revenue
sales
satisfaction
Silicon Valley
small
startup
success
suppliers
talent
taxes
technology
trademarks
unicorn
universities
venture capital
wealth

THEMATIC CLUSTERS
money
banks
venture capital

government
red tape
taxes

Silicon Valley
incubator
accelerator

sales
profit
revenue
customers

lawyers
filing patents
trademarks

hype
unicorn
gazelle

exporting
manufacturing
equipment

innovation
R&D
technology
aerospace

big
growth
bootstrap
small
startup
hidden

academic papers
universities
talent
job creation
suppliers

success
exit
impact
wealth

community
culture
city
conferences
marketing
brand
communications

success
happiness
satisfaction
dream
lifestyle
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Appendix F: Principles (Values) Cards
List of Principles (Values) Cards in Alphabetical Order
accountability
achievement
adaptability
art
balance
beauty
being the best
belonging
caution
challenge
change
clarity
commitment
community
compassion
competence
complexity

confidence
conflict resolution
construction
continuous learning
control
cooperation
craft
creativity
curiosity
delight
design
diversity
ease with uncertainty
ecology
efficiency
enthusiasm
equality

ethics
excellence
experience
fairness
fantasy
fate
financial stability
forgiveness
freedom
friendship
fun
future generations
global harmony
health
honesty
humour
image

ingenuity
innovation
integrity
interdependence
intimacy
job security
joy
knowledge
listening
making a difference
mentoring
mission focus
open communication
openness
optimism
patience
personal growth

philanthropy
philosophy
play
power
pragmatism
prestige
pride
profit
quality
recreation
reliability
research
respect
responsibility
risk-taking
rules
security

service
simplicity
solitude
speed
spirit
strategic alliances
technology
transparency
trust
vision
vocation
wealth
wholeness
wisdom
work
work/life balance

List of Principles (Values) Cards, Categorized Thematically
Do What's Right
1 accountability
2 caution
3 commitment
4 control
5 efficiency
6 ethics
7 fate
8 financial stability
9 honesty
10 integrity
11 job security
12 quality
13 reliability
14 responsibility
15 rules
16 security
17 trust

1
2
3
4
5
6
7
8
9
10
11
12
13
14
15
16
17

Good, Better, Best

Embrace Change

achievement
being the best
clarity
competence
continuous learning
excellence
experience
image
mission focus
personal growth
power
prestige
pride
profit
respect
solitude
wealth

1 adaptability
2 balance
3 challenge
4 change
5 complexity
6 conflict resolution
7 diversity
8 ease with uncertainty
9 ecology
10 openness
11 pragmatism
12 research
13 risk-taking
14 speed
15 spirit
16 technology

Pleasure & Creativity
1 art
2 beauty
3 creativity
4 curiosity
5 delight
6 design
7 enthusiasm
8 fantasy
9 freedom
10 fun
11 humour
12 ingenuity
13 intimacy
14 joy
15 play
16 recreation
17 simplicity
18 work/life balance

We're In It Together
1 belonging
2 community
3 compassion
4 cooperation
5 equality
6 fairness
7 forgiveness
8 friendship
9 global harmony
10 health
11 interdependence
12 listening
13 open communication
14 patience
15 strategic alliances
16 transparency
17 wholeness

Build the Future
1
2
3
4
5
6
7
8
9
10
11
12
13
14
15
16

confidence
construction
craft
future generations
innovation
knowledge
making a difference
mentoring
optimism
philanthropy
philosophy
service
vision
vocation
wisdom
work
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Appendix G: Principles (Values) Word Choice Analysis Detail
Preliminary list of participant values. The grouping on the left is the words selected by
the eight participants who completed the full values card sorting exercise. The grouping on the
right is the mapping of the abridged values activity completed by two time-constrained
Accountability

participants.
Accountability
Accountability
Challenge
Challenge
Commitment
Commitment
Honesty
Integrity
Integrity
Integrity
Reliability
Responsibility
Trust
Trust
Trust
Clarity
Competence
Competence
Continuous Learning
Excellence
Mission Focus
Personal growth
Pride
Pride
Respect
Respect
Adaptability
Adaptability
Adaptability
Complexity
Diversity
Diversity
Ease with Uncertainty
Listening
Listening
Openness
Openness
Openness
Pragmatism
Pragmatism
Risk-Taking
Risk-taking
Spirit

Creativity
Creativity
Creativity
Curiosity
Curiosity
Curiosity
Curiosity
Delight
Delight
Delight
Enthusiasm
Enthusiasm (Passion)
Freedom
Freedom
Fun
Fun
Fun
Intimacy
Joy
Community
Community
Community
Compassion (Caring)
Open Communication
Patience
Service
Service
Simplicity
Transparency
Transparency
Confidence
Craft
Innovation
Innovation (output)
Making a Difference
Making a Difference
Making Difference
Optimism
Optimism
Optimism
Optimism
Vision
Vision
Vision
Vision
Work

Do wha t's ri ght
Do wha t's ri ght
Do wha t's ri ght
Do wha t's ri ght
Do wha t's ri ght
Do wha t's ri ght
Do wha t's ri ght
Good, better, bes t
Good, better, bes t
Good, better, bes t
Good, better, bes t
Embra ce cha nge
Embra ce cha nge
Embra ce cha nge
Embra ce cha nge
We're i n thi s together
Bui l d the future
Bui l d the future

LEGEND
DO WHAT’S RIGHT
GOOD, BETTER, BEST
EMBRACE CHANGE
PLEASURE & CREATIVITY
WE’RE IN IT TOGETHER
BUILD THE FUTURE

LEGEND
DO WHAT'S RIGHT
GOOD, BETTER, BEST
EMBRACE CHANGE
PLEASURE & INSIGHT
WE'RE IN IT TOGETHER
BUILD THE FUTURE
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VALUES CATEGORIES - ALL PARTICIPANTS
8 ALL COMPLETE

5

ABRIDGED

6

2

17

19

5

3

3

16
11

16
11

VALUES PRIORITIZATION - 8 ALL COMPLETE

5
3

2

3

5

6

11

16

17
11

16

TOP 3

19

8 all complete
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Appendix H: Telephone or Online Electronic Contact Guidelines
BACKGROUND
The entrepreneurs who will be interviewed for this research project are a special
population. They are successful business founders and leaders who are very comfortable taking
part in interviews with journalists, speaking in front of groups, discussing the formation of their
business and product ideas, as well as communicating casually through email, social media and
telephone. With this in mind (to ensure the process is most comfortable for them), I am
proposing that the initial contact with this population—to explain the purpose of the research,
explain their informed consent will be required, and set up an interview time—be done in a
similar manner via an introductory telephone call, followed up with an email to confirm the
interview time and location.
A printed consent form will be brought by the researcher to the interview. Participants
will be given the time to read it, initial any changes they may want in (e.g. terms of anonymity,
data use, etc.) and sign the document. Throughout the project, the participants will be given a
number of opportunities to withdraw; they will be given the opportunity to review the accuracy
(e.g. numbers, names, historical order, etc.) of draft sections of the findings chapter that are
relevant to them; and they will be provided with a photography release document to sign once
they have had an opportunity to review photos—this is described in detail in the Request for
Ethical Review document.
TEXT OF PROPOSED ELECTRONIC INTRODUCTION
Hi there. My name is Sharon McIntyre. I’m a doctoral research student at Royal Roads
University. I’m interviewing innovative entrepreneurs in Alberta and British Columbia for my
dissertation project. You’re one of twelve Canadian entrepreneurs who have been invited to
contribute to this research.
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I’d like to interview you sometime in the next couple of weeks to learn more about you
and about your business(es). … Why I am doing this research? … With the social, technology
and economic changes we’re seeing in our world, I believe there is a new form of entrepreneurial
innovation emerging in Canada (and beyond) that is not yet on the radar of our policy makers
and educators. So, this will be an opportunity for you to contribute to a greater understanding
about changes in our entrepreneurial innovation landscape, by sharing your lived experience.
I’ve designed the interview process to be creative and interactive, and we should have
some fun in the process. We’ll be exploring your unique story through a discussion of values,
goals and needs … as well as capturing your experience as an entrepreneur, building a business
in Canada. The results of these interviews will form the basis for my dissertation, as well as a
companion research “photo-story” website and, potentially, other publications and presentations.
I’ll be doing an audio recording of the interview, so I can transcribe it. And I’ll capture a
few casual photos of you, your workplace and the surrounding neighbourhood after we’re done.
Of course, you’ll have an opportunity to review any of the presentation of results from our
interview for accuracy, and you’ll also be able to approve the use of any photos once you’ve
been able to have a look at them; I’ll provide you with a photo release document at that time.
As with any ethical research project, every participant will always have the opportunity to
change their mind about participating, or they may choose to participate anonymously.
Do you have any questions at this point?
The research office at my university will want you to sign an informed consent document
to demonstrate that you’ve agreed to participate in this research project; I’ll bring that form along
to our interview. And I’m happy to share the name and contact information of my
dissertation Supervisor at Royal Roads University if you’d like to speak with them about the
project at all.
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So, if you’ll be able to participate, can we set up a time and date? I’ll need about 2-3
hours to interview you and a bit more time to take some photos. If we could plan on at least three
hours, that would be great. I’d like to meet up in a location that you consider your
“workplace”—we can meet during work hours or on an evening or weekend—it’s whatever is
best for you. We’ll want to be able to have a few hours of uninterrupted time when you can
speak freely.
I’ll follow up with an email to confirm the time and location, and give you my contact
details. Feel free to reach out with any questions between now and then.
Thanks very much for participating.
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Appendix I: Photograph Quotation Graphics
Each of these Photo Quotation graphics represent a streetscape outside of one of the
GEMINI model entrepreneur offices where the interview took place, and an unattributed
quotation from one of the entrepreneurs. The photo-quotation combinations are scrambled, so the
confidentiality of each entrepreneur is maintained in this research study dissertation. When a
“photo-story” website is developed in the future (outside of the dissertation process), the
participants will be asked to review and approve any attributed quotations from the interviews as
well as review and approve new, journalistic-style professional photography of their workplaces
and themselves. Photo releases documents will also be provided at that time.
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Appendix J: Participant Interview Extracts Related to Entrepreneurial Effectuation
Participant conversations that reflected the effectuation mindset and process are captured
here to be able to see the range of interview dialogue that reflected this approach to
entrepreneurial innovation. The first quote from the table is also presented in the body of the
document as an example of effectual reasoning.
Verbatim extracts from interviews
If you have an idea, just start testing it, talk to people—“And then, I’d say if you have a startup idea,
just test it, you know? Don’t just sit on it and eat it and not do anything with it. Just start testing it. And
if you have something that is creating value for someone, talk to as many as those kinds of people as
you can before you spend too much money on rolling out something. Just really get a lot of feedback
and just, you know, you’re young. That’s the point. I really—you don’t have mortgages and things
holding you back. And on the flipside, if you do get, you know, find yourself in your forties and you
have a great idea, don’t let the burn rate of life hold you back, either. Like, there’s always ways you
can do this. You know, there’s always ways. . . . . If you have a business idea, just take the first steps
towards it and talk to as many customers as you can. That’s my—the biggest startup advice to people is
talk to as many people as you can and get feedback and hone in on it and test it, test it, before you
spend money or raise money or do any of that kind of stuff.”
In fancy language, it’s iterating—“Yeah, I guess in the fancy language now it’s like iterating, right?
Like when you grow marketing through marketing and building brand and we’re selling, you know, on
the Web, I mean you fail 96, 98%of the time, right? And so that—if it’s iterating now that we’re doing
it’s kind of re-engineering and whoa, that was expensive, that was bad, but we can survive this month
and let’s steer over to this direction instead and let’s stop doing that and do this, and this thing we got
sued on, [an early supplier did something unethical] and, you know, all this kind of stuff goes on, right?
I mean it’s just like surviving, you know, but .. . . So, if that’s the same kind of thing then yeah, it’s like
we thought we were doing this was a strategy. It turns out this little idea that we had back here, this
didn’t work out, let’s go back and pick that one up, and then all of a sudden that works for you, right?”
Simple genesis of business idea—“I remember that I’m like, ‘We can just go do that. We should just go
figure out how to do [that product]. Like why we can’t just build software to [do that]?” and he’s like,
“Okay.” . . . All I did was add a little “Why can’t we?” and away we were. So that’s how—that’s where
the genesis of the idea came.”
Style of company and human relations first—“And I would say in my personal background that is very
much the point, people would say, like how did you know? And I said, well I just knew this is what I
wanted to do. Or how did you know? It never occurred to me that all of those part-time jobs and all of
those crappy jobs that I had, what was going on in my subconscious was this little checklist of, wow
that was cool and we could do that. But with the beginning, you don’t even have a company at that
point but when you get to the spot of having, I want to do this and I want to do that, I want to make
people feel like this and the company not like this, and so you. . . . It’s all subconscious, you never
think. You’re never writing it down or thinking about that, or being arrogant and saying, some day,
you’re just- yeah, so that makes a lot of sense.”
Slowly building every day—“Yeah, it has to be. And I think that goes back to the old, old, old Stephen
Covey stuff, right? Where he says, some of this stuff you just can’t cram for, some of this stuff- you
can’t build a culture by once a year saying, guys it’s time to cram and have a meeting about how
important our culture is, right? You have to plant those little seeds every single day, every time you
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look in someone’s eyes. Every, every time, all the time, that’s going on. And it just can’t be rushed, it
takes time to germinate and grow and- So part of that is just patience and it can’t be rushed, and part of
that is understanding failure, right? Like this isn’t, it doesn’t work every time, there’s different
environmental conditions and sometimes it fails, but get back and plant it again [and it will] grow. But
that definitely is a natural theme in what we do, and it has to fit in with the natural flow of people’s
lives.”
Discovering a problem that customers had not articulated yet—“An awful lot. Even within the
industry there’s an awful lot who don’t necessarily understand. It is because it’s that niche that there’s
not—you know, it is only a company that’s a small to medium enterprise that could fill that niche. And
that’s why it exists. Because if it was a - larger companies really need to have something that’s easier
in order to make it work. And what we do isn’t easy. It’s getting into the very, very, very fluid and
flexible world of how . . . companies in general design their future. So, we’ve learned in trying to
describe ourselves effectively, we’ve learned a lot about understanding what we are and what we’re
doing as a business and the tech comes—the tech is very much integral to it. Without the tools we’re
not able to go and answer the questions as effectively. But the tech’s very secondary. The problem had
to be there first. And in our case, it’s a problem that people didn’t even really understand existed. Or
they weren’t able to articulate. And so, it’s been a number of years as we’re in that space, even when
we started out, we didn’t think that was the problem that we’re on a journey to solve. And it became
clear, now that we’re in the middle of it, it’s even more clear that, okay, there was a very, a very—
ability to define this problem in such a way that you could build a company against it, but we didn’t set
out that way. It’s more of a discovery.”
Constant iteration for the market - “Everything. Right, I mean so much of this is . . . is like you have a
good enough solution and then you go back and iterate on the product, you never divorce yourself from
the product temporarily and go say, it is what it is, we have to sell it, right?”
Drawing in from influences to form ideas, like the Rolling Stones—“There’s no such thing as true
innovation. It’s like the Rolling Stones said, you know, take a little bit of blues, take a little bit of jazz,
some old rock and roll, put it together and pretty soon you have the Rolling Stones. And it’s the same
type of thing, you’re drawing in from all those influences, and just seeing . . . you know, how crazy
some of the ideas that really work are, and how crazy some of the ideas that people are trying to push
uphill that aren’t going to work, and this type of stuff.”
Keeping the goal in mind while iterating on how to get there—“But we never changed the goal, so if
the pivot is to change the goal, as opposed to change the way to get to the goal, then I agree with you
[that’s not how it works]. People have it—people have it in them if they let it come out, and the stuff
you had about subconsciously or you’re actually picking up your own kind of latent variables because
you probably have it in another way to get there.”
Remixing the ingredients—“I read it as you’ve got recipes. You’ve got recipes you follow. You’ve got
processes you follow in order to make the meal for the guest but then you’ve got the ability to go ‘Hey,
wait, what if we did this and this and this.’ And out comes a new recipe that’s nobody’s ever thought
of.”
Iterating to find a better way—“’Here’s how we’re going to do it’ and then you check back in and you
need to understand the process of realizing ‘Well, that original assumption was completely wrong.
Let’s start over and find a better way.’”
Satisfaction from the process of creation—“And be really excited about that thing at the end of the
long, long period of working hard towards that thing. That’s kind of excitement of imagining the
possibilities of this new project that I want to do and then being able to do it and then to do it again
with a new project and to have that enthusiasm for the next project and building on the experience of
having completed other ones. That’s really satisfying to me. . . . Like oh, that’s the manifestation of this
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idea that I had. Whether it turns out exactly as I imagined or not is still I’ve got this thing and it’s done
and I love finishing things up.”
Learning, curiosity, challenge, change—“For myself, personally, as an entrepreneur, and for our teams
that we carry, and cultivate, and develop, I think we need to always strive for continuous learning, even
if it puts us in an uncomfortable spot. I always look for a challenge, right? So, been there, done that,
but, you know, why do it again unless there’s something new or novel, or will challenge you to grow,
right? I think entrepreneurs, and myself, I’m—I am intensely curious. I’m not deeply curious, but I’m
intensely curious. So I want to understand how the device works, right, but I don’t really care about
how you write the code.”
Market-driven opportunity—“Yeah, finding an opportunity with the creative set of customers to offer
an alternative. These aren’t people that are—feel safe, creatives aren’t the people that feel safe by
buying IBM, or by buying [other big brands] only. And so, though there was big consolidation around
those bigger brands, we thought there was an opportunity to build a brand that offered an alternative to
those big brands. Market opportunity.”
No need to have so much clarity at first— “And sometimes it probably felt like we didn’t really
understand where we were going, right? Because I’m not sure we were really . . . we were really good
at being explicit about that, especially in the early days, for sure, and then kind of in the middle, we
were getting better at it, and by the end, obviously, we were much better at it. So, I think it depended
when you intersected with us.”
Embrace surprises—“We went out to build this but then in building this we had to add this feature and
we realized this feature is actually going to be a million times bigger.”
Break problems down to their simplest solutions— “So it’s basically looking for the simplest solution
within a myriad of complex alternatives. So, the simplicity and my ability to take something complex,
break it down to something that’s seemingly simple. My ability to ignore the noise in order to get
through the point to get through there. And my ability to go to the client and find a solution, keep
things simple. Because it’s easy to make things complicated. . . . Yes, simple can be hard as hell. It can
take a lot of skill. . . . You can kayak the hardest river on the planet with three strokes. If you know
how to use them and when to use them. So, this is why it’s important to me and been a pretty big key to
my entire career.”
Imperfect information early—“So I did this phasing thing [of having the company go landfill-free]
where we brought, you know, a small receptacle for every one of thirteen different waste streams and
we bought pizza for the staff and we talked through why the dumpster was gone and what the new
generation of management of waste would look like. And if you had questions about certain little items
or big items that you didn’t know what to do with, we’d figure out. So, it was very imperfect
information early, trying to landfill-free, and we didn’t have a way to test it, we were just doing it. The
type of people we’ve attracted as staff, because of that decision, has been amazing. And I never thought
in my wildest dreams that we would do landfill-free, so we could sneakily get in staff, or this would be
our new marketing slogan, or because we do this, we’ll attract better people. It’s one of the least
expensive, most powerful changes we’ve ever made.”
Information early and incomplete - “So in openness, I mean it’s a team sport, right, and so we wouldwe would have the same called information early and [incomplete], right, and if I think it’s
management or leadership’s or my job to hoard information till I have it processed enough that it’s safe
enough for someone as dumb as you to listen to, then it’s disrespectful, right? So if you are waiting to
tell someone in the organization something, then you’re not using the full processing power of the
organization, so if it comes when it’s incomplete then it’s still early and that’s good, because then you
say: I trust you, you’re as smart as me, you can help us figure this all out, you. . . . This is scary. . . .
This is scary news for all of us. And so that’s the openness piece and I think that gets all-hands-ondeck, right, so that gets everybody on an issue. It gets management that has broader responsibility, they
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can download that issue, it can clear up their deck to do something else and then work on it. So, we had
that information early and incomplete.”
Youth/students are too sensitive perhaps—“When I think back, when I was a young [person] trying
new different business things, I had to fly to fail and then quit, right. I didn’t have the strength of
character at that age to—in my teens into my early twenties, when I failed on something then it was a
bunch of months at it and then I had to fail and I had to get away from it, right, and I had to kind of
retreat and regroup and then it would bubble up again and I would try something, but I didn’t have the
self-confidence to fail and persist on that idea, it’s too personal at that age”
The iterative journey is the endeavour; something that is nearly impossible to get investors to
understand at the beginning— “It’s just literally it’s the journey. It’s the endeavour, and it’s this
recognition that there’s a journey and there’s an idea of where we’re headed up there and the journey’s
- the - the endgame is important, sort of our destination’s important, but it’s the endeavour that we
really do day-to-day and it’s the endeavour it has to be that. And to me, the analogue I have in the back
of my head is of, like, a sail-powered ship because that’s what it feels like we’re on. And that whole
concept of getting to your objective obliquely is something that gets . . . something like that . . . and
reacting to the environment, to the weather conditions and managing your risk and just keeping the ship
afloat. And the way I think about it and the way I manage that metaphor is it’s not, it’s a collection, it’s
a small fleet. You know, it’s like three or four other ships that have to get there at the same time. And
that’s actually, you know, started off as one or two, but we added to this little - this little flotilla and the
whole thing is trying to get from point A to point B in the safest, most expedient fashion possible. And
that is the way I see it. . . . There’s an element of it that it’s, it’s . . . more organic. It’s—the skill is
higher, the ability to deal with situations when you don’t have that engine is higher. You just - you’re
just better at it. You’re going to get there. If you can get there under sail you can get there any other
way. And so, I think, I think that’s part of the thinking. . . . But I think that’s from when I set out I
expected no assistance from anyone. I expected no assistance from investors, from government from
anyone. Because I didn’t think—people only put their money on the table when they think if the horse
is going to win or not. You just—we didn’t have anybody who I felt was going to be able to do it, and
when it’s tech, people don’t understand it. Getting somebody to put money on that is just next to
impossible. Have to sit down and explain it. I guess maybe if I was better at explaining it 10 years ago,
you know, but what we were doing 10 years ago, when you explained it, wasn’t worth putting a whole
bunch of money into it. . . . It’s in that whole endeavour is basically, you know, being able to say, well,
this is our system of ropes and we can lash knots together and put this thing together and it becomes the
engine, really, of this vessel that’s going to get you where you need to go. It’s an interesting metaphor.
But that’s more or less what it is. If you go to somebody and say, well my knowledge of knots, you
know, allowed me to sail across the Atlantic, it does—it can—that’s basically what it—that’s how that
comes across.”
Note. Quotations from nine of the participants are featured in this table.

ARTICULATING THE GEMINI MODEL

325

Appendix K: Capital (Word Reaction Cluster)
The participant reactions to the word banks are expressed in Table 75. I was surprised by
the strong emotions expressed about banks and saw this as an opportunity for change in public
policy and programming related to entrepreneurial financing.
Table 75
Capital (Banks)—Banks Are Mostly Seen as Suspect, Irrelevant, Risk-Averse, and Not Good for
Startups; It Is Possible to Develop a Good Relationship with a Banker, But it Takes Time; There
May Be Hope in a New Model of Entrepreneur-Friendly Bank
Summaries

Verbatim extracts from interviews

Banks can help
if you build a
good
relationship
with them over
time.

“Well, you need them, debits, credits. You know, on a personal note obviously we
obviously, you know, mortgaged our house. Because I had an awesome banker who
is still one of my very good friends made some shit happen. . . . We actually have to
leverage relationships what we have at the banks to do something different, right,
because you can’t keep raising the roof.”

Banks are not
relevant for
early stage
companies

“Eventually, you know. For most early stage companies, banks are not relevant
because they won’t give you what you need which is an operating line. And we,
even now . . . our banker, is like—they won’t really provide an operating line
because we’re not big enough. . . . Not really relevant. . . . There’s a lot of sources
of funding for startups and early stage companies and most of the companies that
are any good are just not going to be bothered to go through the bullshit required to
get at it. You know, it’s like—and that’s a problem.”

Banks are a
necessary evil.
Prefer private
fundraising.
Nonsensical
lending logic for
growing
businesses.

“We’ve typically done better with private borrowing. I don’t know if ‘necessary
evil’ is the right word that should be used. . . . Speaking of banks, I find this
completely confusing, that I can go out with my [spouse] and I being the only
income earners and go and borrow money on an up-to-a-million-dollar property if
we wish and get a bank rate right now at less than 3%. But as a business, with [let’s
say] 30 staff, [number] families as business owners, sales of $[number] million, you
want to borrow for a $[number] million construction, and they’ll start you off at 5%.
. . . Which is more reliable? I have cardiac arrest tomorrow and my family income
just got cut in half, but worse, because now my remaining caregiver is also the sole
income earner; we’re way more exposed as a family than the business is from a cash
perspective; why are you giving my family better rates to buy a house that’s way
out of our league, versus a business that needs to grow and has the cash-flow? This
is a total confusion to me.”

I don’t have a
lot to do with
banks.

“I don’t have a lot to do with banks other than the early days when I had a line of
credit and that’s how I funded it was a line of credit over and over again. . . . I’ve
never gone to get a loan or anything other than a line of credit.”
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Not good for
startups. Won’t
take risk. Not
your friend.

“No risk, not your friend, yeah I like, I have a lot of respect for some bankers, but I
don’t really see banks as being there for us to count on or they’re not going to help
us. They’re not good for startups.”

Banks are
irrelevant for
early stage
companies.

“Yeah, so we’ve built our original business model, because we approached credit
unions and banks, we looked at cooperative fundraising with like owner-workers
sharing the load—we had no business, we had no product, we had no packaging, we
couldn’t get anybody to buy in and say I’ll work for you and give you $50K. So, we
went and borrowed from friends and family—10, 15, 20, 25 thousand dollars. They
would take a line of credit against their house and we’ve typically paid 7% over our
history, and we give them a quarterly deposit in their bank account. And usually
people have been borrowing over our 19 years at about 4 to 5% on their line of
credit, because it’s usually a point or two higher than their mortgage. And so, on
that line of credit, they’re making 2, 2 and a half, maybe 3% and it’s worth it. And
we don’t have to like, literally put our house mortgage into the bank’s hands and all
these other things.”

While capital is
important to
grow in our
industry—the
banking model
and culture is
suspect.

“Suspect. They’re important. But not the way they’re run from—their role in
society is one to be very boring and steady and reliable and manage risk and the role
they actually have today and the role they play in today’s society, that’s not
paramount. . . . They absolutely do [relate to my business]. They’re essential.
Capital’s essential to [our industry]. You need banks, and good bankers are great.
Bad bankers are horrible. And there’s—you have that range. And having worked
and lived in [the UK] with the banking industry, watching just characteristics of
how they actually corrupt people in terms of changing why they work. They hate
their work. They do it for the money. They’ve given up on their careers and what
they elected to do. You have double majors in maths and physics working for a
bank. Society has a problem.”

Banks are oldfashioned
everything.

“Antiquated. Antiquated. Old technology. They need to get up with the times. The
bank I work with, it’s a nightmare. So that’s what I’m thinking. Other than that, we
don’t really deal with banks much.”

I’m loving a
newer model
bank that’s
emerging
because regular
banks have
ridiculous
policies for
business credit
cards, etc..

“Oh, I got a big crush on [this newer bank] right now, just this sentiment that they
have about working with entrepreneurs and being local and treading the line
between provincial policy and implementation. They’ve got a fantastic leader and
that kind of stuff. The other banks are irrelevant, you know. Even at [at my earlier
company], we’re a multi-million dollar, a hundred-person organization with a
prepaid credit card, with a prepaid credit card. We could have had a credit card, but
I would have to offer a personal guarantee. I don’t think we’ve gone out of a
prepaid credit card; we just had the cash to load a hundred grand on the credit card
all the time and just like travel. It was like not even worth kind of. . . . [ But this
newer bank has] a very different feel to them.”

Note. Quotations from eight of the participants are featured in this table.
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Table 76 includes participant reactions to the word money.
Table 76
Capital (Money)—Money Is a Safety Net So I Can Pay Bills and Spend Time on Creative
Activities; It is Fuel to Keep the Business Going and Fund the Next Project
Summaries

Verbatim extracts from interviews

Having enough
money gives me
the peace of mind
to be creative.

“I enjoy having money in that it’s a nice change to have money in the appropriate
coffers so that I have a safety net there that I know I can pay my bills and that I
can spend time on the creative aspect of what I’m trying to do . . . To pursue that
project without having to worry too much about how I’m going to pay for it. So
that’s been great.”

Money is fuel to
keep the business
running and to
fund the next
idea.

“Fuel. That’s fuel. The capital, the money, that’s the fuel. That’s what keeps the
thing going. That’s what you have to push through the machine to keep it moving.
It’s what it is. It’s fuel. We’re constantly after where we’re going to get that next where’s that next thing? What’s that next thing that’s going to get us to the next
step, the next place we’re going? And profit’s just how you measure it. It’s just
saying how we’re doing.”

Note. Quotations from two of the participants are featured in this table.

Table 77 presents participant reactions to the term venture capital.
Table 77
Capital (Venture Capital)—Too Much Hype and Loss of Business Control Related to Most
Venture Capital; It Can Hurt Your Business, but Can Be Very Useful in the Right Business
Context
Summaries

Verbatim extracts from interviews

Being successfully
bootstrapped and
self-funded means
you’ve never had to
“oversell” to a VC.

“We would say to our people, you know, take your work seriously and
yourself lightly, right, and then . . . And so not being venture backed. Being
bootstrapped and self-funded, you know, and have . . . you never had to put on
this bravado for any investor and that kind of stuff and the Canadian thing of
being humble about it. Maybe sometimes to a fault, but that’s what we would
be. It’s just, you know, we’ll let our results speak for itself.”

Not a huge VC fan
because there’s too
much hype and
expense.

“But I have kind of a—I don’t have high regard for the Valley, you know, as a
model. Interestingly, we had 30—around 30 funds that were interested in us.
And we shortlisted to five or maybe six. I picked none from the Valley just
because I just—I don’t like the vibe, you know. I think it’s too much hype and
just—and everything is so expensive as well. You know, it’s just—yeah. So,
I’m not a huge fan of replicating the model.”
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Keep your team small
and don’t take VC.

“I think teams should be small and I think that’s the beauty of not taking VC
funding is you were forced to grow your teams by hitting thresholds instead of
just fleshing out what you think needs to be done.”

Though VC is needed
sometimes, I always
try to use cashflow.

“Think there is a time and place for it. But I always just think, ‘Could I do
without it?’ Can we do it with cash? Not averse to it but depends on type of
business and growth stage.”

Venture capitalists
worry me because
they’ll decide what’s
best for the money,
not the best interests
of the company.

“The thing that scares us the most when we’re looking for investors and
partners are people like venture capitalists who can say for this financial
reason we are going to irrationally make a business decision that’s wrong for
the long-term health of your company. So, we will stay away from investors
who we think won’t make choices in the best interest of the company, that
they’ll make choices in the best interest of their money. . . . That’s why we
don’t go to any venture investors right now, it’s friendly angels and people
who share the—drank the Kool-Aid. They like to be a part of the ride.”

VC can be right for a
business model that
needs a land grab, but
not for everyone.

“I do a lot of advising for people to—I’d say, so some businesses want to be
venture capital, you’re entering a new space, it’s moving very fast, it’s going
to be huge. The only way you can possibly do it is by bring in a bunch of
capital and being one of those players, right? And so, I certainly don’t think
it’s evolved or anything like that, it’s got its place, but some businesses
probably don’t need to have that, and they maybe can change their ideas. It’s
super contextual.”

VC can be a useful in “Yeah, and I think the goal is not necessarily giant VC rounds and diluting
the right context, but down the entrepreneur into nothing. I like the idea of swag where you have
I like building slower, people building up real value and witch-doctoring a little more and go a little
slower. That’s a more enduring kind of success I think. . . . [Venture capital
real value.
can be] a remarkable magical thing, if you line up the dots properly, but if you
look at say [a bigger city]. [This city] is a little too small, look at [this bigger
city], the history of venture capital there and which entrepreneurs have had
great exits after taking in a bunch of venture capitals, it’s not very many.”
VC can be useful, but
usually they want
limited risk and want
to invest on a proven
model.

“I think for my business, I mean I think it can be a great thing, but I just don’t
see the venture in most capital. I just don’t see it. There’s no venture there.
There’s—the venture—the people come in willing to throw that at you after
you’ve gotten almost to the point of certainty. So, there’s limited risk appetite
in venture capital.”

VC has a place,
though not too early.
But I ways think; can
we do without it? Can
we do it with cash?

“Money. We did never have to raise really any much capital, did it with
friends and family. Have worked in businesses where there is venture capital
behind it, right, and I think venture capital has a time and a place. I think the
one thing that I find about venture capital is they actually were too risk adverse
in Canada or maybe the opportunities are not meaningful and interestingly
enough in Canada to actually put the real funding behind it, but I think that
they have a place for sure. I just don’t . . . I always just think could I do it
without it. . . . Can we do it with cash? . . . [If you think venture capital is
essential from the start], I think then you haven’t focused on the
fundamentals.”

Note. Quotations from seven of the participants are featured in this table. VC = venture capital.
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Appendix L: Sales (Word Reaction Cluster)
Table 78 includes participant responses related to the word sales.
Table 78
Sales (Indicator)—Sales Are the Measure That the Market Has Accepted Your Idea
Summaries

Verbatim extracts from interviews

Something to
monitor the
business progress
every day.

“That’s an everyday thing for me is to see how sales are going in the shop to
monitor how many people come and how many people bought things and where
that’s going so that’s an everyday concern.”

An indicator your
business is viable.

“Got to have it. Nobody gives a shit about your product unless you can sell it.”

An indicator of
people embracing
your idea, and a
fun part of doing
business.

“Critical. It’s one of the most fun process. It’s where you get to show your ideas
off to people and you get a reaction. It’s the emotional part. It’s not a-holes, but
it’s when you’re trying to get somebody excited about an idea and the light goes
on and you’ve made that connection and you get this wow moment, and it’s all
these big things. It’s really, when it’s done right, that’s kind of what it is. It’s
translating all these ideas and concepts into this a-ha moment where someone
says, oh, I like that. And the like that doesn’t mean that they think it’s really
technically excellent or it has all the features that they want, they just like it. So,
sales is the interesting part of getting people to that point.”

Note. Quotations from three of the participants are featured in this table.

Table 79 presents interview extracts and analysis related to the word profit.
Table 79
Sales (Profit)—Profit Is an Indicator of the Company Maturing, an Opportunity to Keep
Evolving the Business and Making an Impact
Summaries

Verbatim extracts from interviews

Profit meant I had a
salary and the business
kept going.

“Yeah, that’s a new word for [my company]. I’m happy to see it after long
last. . . . It’s a relief. . . . It was always a nice idea to have profit as part of
creating a [product] but for the first many, many, many years it was
profitable. That afforded me the chance to pay myself a salary and to keep
going and doing things, but very little else. Like not any profit going back
into reinvesting into the company to make things happen in a bigger way.”

Profit is something that
helps a business sustain
itself, so it can continue
to make a positive
impact.

“Capitalism can be used exactly the same way [for good or evil]. . . . It’s
neutral in my mind; ethically, it’s a matter of how you choose to use it. I’m
not a big fan of the’ make-lots-of-money-and-give-back’—[And] this profitsharing approach, which presumes you’re making profit—there’s lots of
businesses that aren’t, so if you build your business model on profit-sharing
and never become really profitable, my whole premise is you put the most
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marginalised people first, and that’s the sign of a healthy culture of society.
If disabled kids in the classroom and refugees on my street and a homeless
person outside my business are embraced, and that becomes my posture in
my every day, I believe the corporate culture, the neighbourhood vibe, the
business attitude, is going to be first. We love and connect with people, and
out of that we create a business that sustains itself. And if we’re discarding
people for the sake of profit, we have such a narrow perspective on how to
define this, it doesn’t even make sense.”
Profit is an indicator of
the company maturing.

“One of our directors had a relentless focus on profit, right? And it’s about
understanding and knowing the time of when to switch from investment and
moving the business towards profit.”

Profit is fuel to go back
in to the business to
keep it evolving.

“And then the profit gets translated right back into fuel. That’s based—as
long as we’re growing, you just have this—it’s easy to never show a profit.
There’s more things to spend money on than there are to save.”

Note. Quotations from four of the participants are featured in this table.
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Appendix M: Growth (Word Reaction Cluster)
Table 35 presents participant reactions to the word big.
Table 80
Growth (Big)—Entrepreneurs Should Ponder Big, Even Seemingly Impossible Ideas; Small
Companies Can Work With Extremely Big Clients—How Can We Help Them to Do That
Summaries

Verbatim extracts from interviews

Big ideas are good to have.

“Big ideas, those are good to have. To have big ideas and ideas that are
even impossible but just to have them there as something to mull over,
to think about.”

How do we help
entrepreneurial companies
work with big businesses?

“And I think, you know, the interesting thing as an entrepreneur is we
need big business because we need to be able to sell to big business in
the enterprise space, right? And so, from a business perspective I’d say
how do we create opportunities for organizations, you know,
entrepreneurial organizations to work and respond to big business.”

Big clients, even though
we’re small.

“Our clients are big. Seriously big. [One of our clients] has more than a
million people.”

Note. Quotations from three of the participants are featured in this table.

Table 81 captures participant reactions to the word growth.
Table 81
Growth (Long-Term)—Growing the Market for Everyone; Slow and Steady Growth;
Entrepreneurs Grow and Build Things; Grow Sales Without Growing the Team Much; Grow
Both Human and Financial Capital
Summaries

Verbatim extracts from interviews

Slow and steady growth.

“Yeah, slow and steady growth, that’s what I see.”

Growing a bigger pie to
benefit everyone.

“Yeah, excellent word. And sometimes diversification, maybe it’s
coming up, but diversification is like who cares if we have the same
sized pie with 30 slices instead of 20 slices? Who cares, right? But
growth is about a bigger pie, whether it’s now seven slices or 50 slices,
that’s what growth is. And though it gets to be a tricky word
generationally too, you know. I don’t know if growth for growth’s sake
and the lifestyle that my kids want is all that kind of stuff, the kind of
consumerism and consumption that goes along with growth.”

Growth is something
essential to entrepreneurship
that you need to plan for and
sustain.

“Preparing for growth. And making it an objective, you know, a
company can’t succeed unless it has growth and it starts to die if it can’t
see any. Got to have it, got to have a plan to make it happen, a plan to
sustain it. A plan to invigorate it, whenever it happens, growth is
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essential. It’s the whole concept of entrepreneurship is growing
something, building something.”
I mostly think about growing
sales without growing the
team much.

“It’s something I think about every single day. . . . Sales growth. Yeah.
I mean, I think about [the growth of my business, the size of my
business], you know, occasionally, as well, in terms of how we want to
grow the team. But really, right now, like, we’re at a point where we
have a foundational level of team members and roles. There’s just a
couple people we need to add in. But we don’t need to add in hundreds
of people to scale at, you know? Once our technology’s rolling out, it’s
all about, “How do we get more conversions?”

Growing human and
financial capital.

“Capital, both human and financial.”

Note. Quotations from five of the participants are featured in this table.
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Appendix N: Bootstrap (Word Reaction Cluster)
Table 82 presents participant reactions to the word bootstrap.
Table 82
Bootstrap (Small)—Keeping Your Business and Team Small Can Contribute to Your Success, but
in Canada, Sometimes We Lack the Courage to Think Big
Summaries
Small is fine. Small
is good.

Verbatim extracts from interviews
“Small is fine. Small is good.”

Teams should be
kept as small as
possible.

“I think teams should be small and I think that’s the beauty of not taking
VC funding is you were forced to grow your teams by hitting thresholds
instead of just fleshing out what you think needs to do be done.”

In Canada, we think “How we think in Canada. . . . It’s not lack of ambition. It’s lack of
small due to a lack
courage. . . . I think we’re too humble and I think sometimes we’re just
of courage.
too afraid to make those statements and take that on.”
The smaller and
lighter your
business is, the
more approachable
and loveable it is.

“Well small is probably big, small is big because you have to be - the
smaller you are and the lighter you are, the bigger and more popular
you’re going to be in our industry and being small as a company is
actually attractive because we’re approachable. And I think that when
companies are small, they’re loveable, it’s just like kids. And then when
they grow up to be adults, even ones that put you down again. . . . And
when you look at Microsoft, you look at Apple when they were small
everyone loved and tried to nurture them. And then it’s like when did
they grow up and suddenly not be likeable anymore? So, it’s interesting
to see what do . . . we do to our small companies that grow to be big and
what happens when they get big, are they still going to be loved?”

And advantage to
being small is that
you’re nimble.

“There’s advantages and disadvantages to being small. I mean it’s just
nimble, quick and evolving.”

I had initially
expected my small
company to be
helping other small
companies—but
instead we’re small
and are helping
much bigger
companies change
the way they work.

“And what you end up with is, you know, I think—and there’s a bit of a
theme that what it comes down to is just that sense of ownership or
responsibility to solve that problem. That actually has to come from the
company. And so, I think we’re even before that in that we’re able to go
in and describe something to people and have them recognize, oh yeah,
that is our problem. And when we do that, that’s when we’re disruptive
and that’s when we’re on the front of the curve, and that’s when we’re
seen as the thought leaders, and that’s when we’re defining how things
progress with the technology. We’re defining how the project works.
And that is very, very different. So, you have this small company that’s
sort of helping these much, much bigger companies change the way
they [work]. Change the way they make decisions about their future is
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what it’s about. And that’s a surprise to me. That was not what our
expectation was when we stated out. We thought small company
working for small companies and found that it’s really the small
company that’s good at problem solving, finding big enough problems
that companies need help and are willing to invest in that.”
Note. Quotations from five of the participants are featured in this table.

Table 83 presents participant reactions to the word startup.
Table 83
Bootstrap (Startup)—The Early Stages of a Startup Are Full of Promise; We’re Not Clear in This
Community of Who and What Is Appropriate for Very Early Stage Companies; Returning to the
Startup Stage With a Business Can Be Risky
Summaries

Verbatim extracts from interviews

Sometimes changes
in your industry or
technology force
you to go back to
startup phase.

“It’s just basically taking on risk again. Taking on risk and uncertainty. And
whether that’s by capital or time, for me it’s mostly time and energy. . . . You
know, technology change for a technology company through platform change,
some major technology change around you is extremely risky and it forces you
back into startup phase . . . where you’re innovative. So, we’ve had three—in
business terms they’re pivots. Basically, you’re pivoting the business, you’re
restructuring, you’re organizing to go achieve a different goal.”

A startup is like a
sandbox full of
opportunity.

“I feel like a startup is like a sandbox full of opportunity.”

There’s confusion in
our industry as to
what a startup is,
when it becomes
interesting, and who
fits in early-stage
businesses.

“I mean startup to me just means. . . . Startup to me just means exactly it. It’s
the genesis of the idea. It’s the—it’s actually . . . I think there’s a whole—I
think of a start-up once a business has more than just, you know, the original
idea generated. There’s a—there’s a founding team, right? They’ve got an idea
and they’re starting to work on it. . . . I think people just have different
definitions of when a company or when an idea or when a concept become a
startup. . . . I think the thing that we suffer in the ecosystem is the definition of,
you know, when does a startup become interesting and meaningful to different
providers in the ecosystem. That makes sense, right? So, like as an example, not
all [members of an entrepreneurship group] are suited and appropriate for early,
early, early stage concepts, right? They don’t want to work with you through a
business model canvas and figure out if there’s something here, right? And
some are.”

Note. Quotations from three of the participants are featured in this table.
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Table 84 captures participant reactions to the word bootstrap.
Table 84
Bootstrap (Do It Yourself)(—It Is Difficult, but You Make Better Decisions With Less Money;
Too Much Money Too Soon Ruins Businesses; Returning a Business to Bootstrapping Can Be
Painful
Summaries

Verbatim extracts from interviews

As long as you can
think of your self as a
bootstrapper, you’re
going to treat any
money like it’s yours
and make good
decisions for the
business. Too much
money can hurt a
business.

“I think it’s something that you should—obviously, you need to do when
you’re small. And if you’re smart you’ll keep doing it no matter how big you
are because if it gets back to that kind of keeping that ethos of insurgency and
treat the money like it’s yours and that it’s a finite resource and that, you
know, I see some of these companies that kind of get, you know, Shopify, is
building this great big building in Ottawa with all the Silicon Valley bells and
whistles and stuff. And, you know, it would not surprise me if they devolve
in the next few years because they’re trying to be something that they never
were and that can’t help but change you. . . . So as long as you think of
yourself as a bootstrapper, you’re probably going to make good decisions.”

Just do it yourself and
get it done.

“I feel like that’s what I do. I don’t actually—haven’t really read too much
about that to know that it’s exactly what I do, but I feel that’s what I must be
doing. . . . Just get it done. . . . Yeah. Do it yourself and get it done.”

Do it. You don’t need
as much as you think.
You’ll make better
decisions. Too much
money ruins
companies.

“Do it. Too much money ruins companies. . . . Too much money too soon
ruins businesses. . . . Because you just—you don’t have to make those tough
decisions, right? If you’re all—you know, if you have to decide between A
and B, right, you’re not making a tough decision, right? . . . It’s like well, you
need a little bit of money, right, but you don’t need as much as you think you
need in order—because when you don’t have money, right, you will make
different decisions about how to respond to different problems and you’ll
think creatively about it, right? You’ll have different types of innovation. . . .
Could be your disruptive product.”

It makes me nervous if
you are forced to go
back to bootstrapping
because something has
gone wrong. If you’re
bootstrapping because
you want to solve a
new problem that can
be a positive sign of
innovation.

“I hate being there when I hear that word. It’s two elements of it something—
something bad’s happened. However, there are occasions when you learn a
lot from it and you actually identify something that’s very important that
needs to be brought into the product line, into your thinking. So I think it’s—
you know, our times of strength of our business and where we grew it was on
bootstrapping things together and just making things work. But it’s not a
comfortable place to be and to me it just embodies taking on way too much
risk and yet without having—knowing where those boundaries are. You’re
not taking enough risk. . . . It’s rarely a cash thing. It’s rarely a cash thing. I
mean it can be, but it’s usually—to me if you’re there it’s usually more
negative things. If it’s truly that you’ve just found a new problem and you
have to bootstrap something, that’s a positive thing, being innovative. If
you’re having to go back with something that, you know, you - through lack
of preparation, through missing something, through not doing - you know, the
team not doing all of its jobs properly and you’re in a position where you’re
forced to bootstrap, that’s a problem. Then again, it could be a problem that
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needs to be solved. If it’s systemic, it needs to be solved. And I’ve had
experiences with all three. Where I had— two make me nervous, and one
doesn’t.”
When it’s your own
money it’s extremely
stressful, and yet it can
be beneficial because
you spend every dollar
wisely and focus on
what matters.

“I think it’s important to bootstrap. I think it’s important to bootstrap, because
it makes you really focus on what matters. I think that, for me, bootstrapping
was a very—it’s just an easy way to get into the market and start testing
things and get that market validation, sort of that proof of concept, before you
can get—go further. But it’s difficult. It’s very, very difficult. It’s probably—
I’ve probably had more stress in these last years than I’ve ever had in my
entire life. Yeah, because of that. Well, you really spend every dollar
carefully, in a different way, when it’s your own money. And especially
when you’re bootstrapping, because the trade-offs are so high. And
bootstrapping, for me, meant funding with my personal savings, right?”

Note. Quotations from five of the participants are featured in this table.
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Appendix O: Government (Word Reaction Cluster)
Table 85 captures participant interview extracts related to the word taxes.
Table 85
Government (Taxes)(—Paying Canadian Taxes Is Doing Our Part as a Member of the
Community; International Taxes, Tariffs, and Trade Regulations Are Cumbersome and Hinder
the Business for Global Software Platforms and Companies
Summaries

Verbatim extracts from interviews

Within reason, we have a
responsibility to pay
personal and corporate
taxes to fund the great life
we have in Canada.

“You know, you can create all kinds of vehicles to shield taxes and all that
other stuff. I’m a bit too conservative in nature, I suppose, in the sense of,
you know, we have a great lifestyle. We live an amazing lifestyle here in
Canada and somebody has to pay for it, right? And we all have a
responsibility to do so, right? So, I think, you know, you can’t be Donald
Trump and try and create all kinds of vehicles to shield that. You know, I
certainly don’t want to have to be like we’re living in Norway and pay
forty-nine percent tax, right? But I think we have a responsibility to, you
know, the great country that we live in and have the opportunities by
paying our taxes both personally and professionally.”

Paying taxes is just doing
your part.

“Yeah, just doing our part, you know. It’s good.”

Global tax processes are
very difficult if you’re
running a global platform.

“Taxes are a thing that are very behind the times and very hard to work
with as an online international platform.”

Lots of regulatory and tax
challenges when running
a new global platform.

“So taxes mostly mean how can we continue to propagate the international
or global platform? There isn’t a global platform in our space and the
reason is there’s a lot of lifting around the various regulatory and tax.”

Ok to pay. Lower if more
clients are outside
Canada.

“Sure. Got to pay them, yeah. . . . Well, with most of my customers not
being in Canada, GST is always surprisingly low, you know, because I
don’t collect a lot of GST from my customers.”

Global tax, tariff shipping
processes really hinder
business—want to
simplify like global
NAFTA.

“International taxes, tariffs really hinder our business, shipping, all that
sort of thing. If we could simplify global sales, like more NAFTA with
everybody, that would be great.”

A good thing to pay taxes, “Got to pay them. It’s a good thing. Good to have taxes. It means you
it means you’re
have profits. Taxes are good.”
profitable.
Necessary evil. Need to
look into tax rebates.

“It’s a necessary evil, but I don’t know. . . . You know what? We need to
look into SR&ED [scientific research and experimental development tax
incentive].”

Note. Quotations from eight of the participants are featured in this table.
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Table 86 presents participant reactions to the word government.
Table 86
Government (Financial Support)—We’ve Used Vouchers, Grants, and Tax Credit Programs;
Too Many Strings and Too Much Effort Required; Government Is Starting to Be More
Supportive of Startups; University Innovation Centres Need to Be More Approachable and Serve
Community Needs More
Summaries

Verbatim extracts from interviews

SR&ED is the only
government program that
has helped our business.

“The only thing that we’ve used that has helped at all in our ascension that
comes from the government is this SR&ED program, which has its
problems as well.”

Some good civil servants
in the province making
connections.

“They’ve got some really great civil servants at the provincial level that
are really trying to do a good job and connecting, making connections.”

Too many strings
attached and too much
effort to get government
funding. Just want them
to provide help to set up
our offices, etc.

“But other part of government is that we didn’t expect anything from
them. We didn’t ask for anything from them, except to provide the
platform for a good place to have an office, and so on, which is a major
job. But the grants, none of that stuff. Never, ever, ever went out of our
way for that. . . . Just—just the effort to get it wasn’t worth getting
anything wasn’t—the size, the scale, the strings attached to it, the
conditions. Just never even wasted our time. No grants, no SR&ED
[scientific research and experimental development tax incentive], no
anything. We haven’t taken part of any of it.”

Ambivalent—hasn’t done
a lot for me.

“I don’t know. I feel ambivalent towards government. I feel like it hasn’t
really done a lot for me, but it’s there. I don’t know.”

Too much risk about
ownership of IP and
company attached to
government funding and
tax rebates, etc. so we
avoided all that.

“But in terms of grants and actual money and funding, the question of
ownership was too strong. Who owns it? And there’s just the fear of too
many strings attached. That at some point somebody would come in and
say, ‘Ah, well you’ve built this business on grant money and you’ve gone
off and set up a company in [Asia]. We’re pissed off about that. And we
want our share and we’re going to get you in tax.’ So, there’s that kind of
thinking behind it. And that kind of goes in that same sort of ownership.
Where you decide, fighting over that tax money.”

They provide
infrastructure and policies
and money. We’ve used
vouchers and tax rebates,
and economic
development support.

“They provide infrastructure and policies and money. . . . So, you know,
now there’s voucher programs and micro vouchers and you can do
competitive analysis and you get commercialization associates and those
kinds of things, right? We use the government a ton for SR&ED tax
credits, right? We find that’s our business for years on SR&ED tax credits.
. . . we actually used quite a bit of government grants in the . . . days,
right? So, used SR&ED but we also went and had—and they didn’t have
the granting program that they do now, right, but we use like WED, right,
Western Economic Development, and then that paid for, you know, a
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lovely young lady named . . . who did all of our training and
documentation, right?”
I like working and
collaborating with
government to move
things forward. We’re all
investors in our
governments, so why not
participate to help them
do their job?

“All. I’m a fan, those are hardworking people and they think a lot. We’ve
got this guy . . . at the federal level who is a concierge for NRC and this
kind of stuff. He’s just like a guru, he gets that they should be treated as
equal human participants in this thing. We’re trying to build at the
provincial level—it’s a guy like . . . of Innovation, formerly deputy
minister, that is an interesting guy to talk to about how to move the needle
on this kind of stuff—who introduced us to the book—at the provincial
level, and just hardworking people. And I am completely nonpolitical, but
I really enjoy the challenge of working with government in that it’s all of
our capital, like we’re all kind of investors in this company called
government, right, and so why not try make them do an easier job? Like if
you’re in a business and you’re an investor and you’re going to bitch to the
boss about how shitty it is here, it’s like, well do you want to do something
about it? So whether it’s [provincial organization X] or [city organization
Y] or some other government thing, like well either bitch about it or jump
on the nozzle and decide where we spray the resources around.”

University innovation
centres are intimidating to
most people, so they are
probably solving global
problems but not serving
our city.

“And you know I volunteered at [city innovation organization x]. [They
sit] up there at the research park in the university community, and 99% of
the city will forever be intimidated to set foot in that place. So that’s not a
good city-serving thing, it’s a very good university-serving thing, it needs
to continue to do tech transfer and do all that hard stuff. Because we’ve
got massive investment going in the top of that funnel and any work to try
to get something coming out there is worthwhile and can move humanity
and breast cancer research and that kind of stuff.”

In my experience, it
wasn’t worth doing all
the work to apply for a
small grant and then be
told that my venture is
focused too much on my
personal interests. I
figured that customer
revenue would be my
indicator of business
success.

“I don’t know. I don’t go for government funding. In the early days we
applied for grants here and there and got a few, but I didn’t ever want to
have [to change my product to meet government] requirements. It wasn’t
worth to me to get a few thousand dollars in order to actually change the
whole vision I had for my [product] so I just never did that. So I don’t. . . .
It wasn’t worth to kind of play that game and to fill in the forms and just
have to do all those things and the feedback that we got after completing
the grants was that the [product] was too much focused on my interest, like
me personally. I was too much of a factor in the [direction of the product]
and that was a detriment and if I wanted to actually receive more funding
through [the government] I’d have to change that. . . . No, and I just—I
didn’t want to . . . I just didn’t want to be relying on money that wasn’t
coming from my [clients]. It didn’t seem—like what’s the point of
[creating a product] if you can’t get people to buy [it]? Why are you doing
it?”

Government is starting to
be friendlier and more
supportive of startups.

“I—if you had asked me this one 15 years ago, I was really grumpy about
government. But I’m feeling better because they have been a lot more
programs that are coming in to help business. And so, before we used to
go to [Europe] and we’d see how those countries were just basically doing
all the startups and supporting all the startups. And we were here doing it
by ourselves with no support at all. Now we’ve got some support, the
SR&EDs are good. There was the beginning of some of that back then. So,
government, not that I’m looking for handouts, but I do think that
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government either gets in the way and makes it hard on your or else I think
it’s starting to be friendlier. And now with the investor 30% tax credit.”
I appreciate some federal
government support, but I
still want to be seen as
making on our own.

“Oh yeah and [the federal government] has given us places at their booth
and stuff. But I’m not sure being under the Canadian group place is always
the best thing for us. I’d rather be who we are on our own and be proudly
Canadian than be supported by Canada and have a booth that looks like we
didn’t have to pay much because they’re under Canada.”

Note. Quotations from eight of the participants are featured in this table. SR&ED = scientific research and
experimental development tax incentive.

Table 87 presents participant reactions to the phrase red tape.
Table 87
Government (Red Tape)—Entrepreneurs Try to Find the Path of Least Resistance; Opening a
Business and Office Is Easier in the United Kingdom Than in Canada; We Need to Make It
Easier
Summaries

Verbatim extracts from interviews

Need to make it easier.

“We need to make it easier.”

Do whatever is legal to get
around it.

“I don’t like it. I just ignore it. . . . I don’t like unnecessary stuff that’s
going to get in the way of just getting the job done. I’m not going to
break the law or anything, but I just mean like it’s just oh, why does it
have to be so difficult, let’s just get it done. Just get it done”

It’s easier to set up business
and office in the UK than in
Canada. It’s even more
difficult in other countries but
we get local help to make it
happen.

“So, the governments are very important. From a strictly business
perspective, we—we looked for governments where it’s easy for us to
start up a small business [open another office], and we’ve done that,
on a relative basis, relatively inexpensive, relatively low red tape.
We’ve avoided the places that are more difficult. . . . UK. Simple.
Easy. Easier than [Canada]. [Canada] was pretty good. . . . Australia
was harder. Singapore is a little bit harder in terms of some of the
things. But not orders of magnitude. But these are all just AngloAmerican sort of backgrounds. Bangalore, super hard. Super hard, but
doable. But we had to have people from there to make it happen.
Colombia. Not super hard, but difficult. But we have people from
there to make it happen. So we’re just a global business and have
people of those nationalities who can go back and make it happen for
us.”

I just try to get around it and
find the path of least
resistance.

“Avoid it at all costs. . . . Yeah. Find the path of least resistance that
works and works in the system that you’re in. Like I don’t like to fight
with red tape, I’d rather find the path of least - the best way to make
stuff happen and go with the flow kind of thing, yeah.”

Our job is to help our clients
get rid of their red tape.

“That’s what [our clients’] companies create, I think. That’s their
providence. I think that’s really the opportunity—without red tape we
wouldn’t be able to have these opportunities because we’re going in
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and being disruptive and getting around it. It’ll—if you avoid it too
well it will come back and get you. We don’t suffer from it too much.”
Always painful to go through
accounting and tax credit
application red tape

“Hate it. So, anything around accounting and, yeah, red tape. Yeah.
I’m just—it just reminds me of like stuff I’ve had to do to get, like,
grants and—We did a BDC credit. So, we’re—our investors got a 30
percent tax break in our angel round through this BDC credit, but it’s
just painful to go through as an entrepreneur.

Note. Quotations from five of the participants are featured in this table. BDC = Business Development Bank of
Canada.
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Appendix P: Legal (Word Reaction Cluster)
Table 88 presents interview extracts in response to the word lawyers.
Table 88
Legal (Lawyers)—A Good Lawyer Can Be Helpful to Your Business; I Don’t Know Any Lawyers
Summaries
Verbatim extracts from interviews
Don’t know any. “I don’t know any lawyers.”
A good lawyer
can be a mentor
as you grow
your business.

“Have a good one. One that you trust, build a good relationship, everything,
you know. That was the one thing we did really well early on is we found a
good corporate lawyer and she mentored and guided us through the
whole—you know, everything; contracts, agreements, all that stuff, right?
And make sure you get a good one. [Interviewer: You still work with her
today?] Yeah.”

A really helpful
lawyer can help
make a deal or
create a good
contract.

“They’re directly connected. I get on with lawyers really well. I understand
the way they think. They’re rational, necessary again. . . . Yeah, I mean we
end up with some of the best people we’ve worked with are corporate
lawyers in some fashion and have come from that side and just have that
really nice structured way of thinking and building—cover all the bases and
they’re not—they’re usually peripheral to where we’re working on getting
deals together. So, a lot of them are historical, work with lawyers is that it’s
historical in the negotiation side of putting contracts together. . . . A really
good lawyer can—you can tell—I can tell a contract that was written by
somebody who was on it, versus somebody who was just—looked at that
part of it as just superfluous.”

Note. Quotations from three of the participants are featured in this table.

Table 89 includes reactions to the phrase filing patents.
Table 89
Legal (Filing Patents)(—I Don’t Know Anything About It; I’ve Never Done It; We Could Have,
and We Looked Into It, but the Software Space Moves So Quickly That They Quickly Become
Useless
Summaries

Verbatim extracts from interviews

Never did this as our
software business
moves too fast.

“So I’ve never filed a patent before, didn’t believe in it for us and in the
software world it was about time to market and iterate a move quick, right?”

I never have though
some in our industry
have.

“I just don’t know anything about that. No, never done it. There’s [people] in
our business that have filed patents and that, and stuff, but.”
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I haven’t done that.

“I haven’t done that either.”

We ignored patents.
We could have, but
the software space
moved too quickly.

“We ignored it. We looked at it, we looked at what it would get us. We saw the
biggest benefit of having something that says patent pending, for us and the
nature that we do, software’s intellectual—intellectual property copyright more
effectively and it doesn’t take an awful lot to flip it around. So, we didn’t invest
in the time and expense of it. There are some technologies that we probably
could have, but that whole software space moves so quickly, the patents that we
would have filed would be useless to us now.”

Haven’t done it yet.

“Haven’t done it yet. We don’t really have anything we can patent just yet.”

Note. Quotations from five of the participants are featured in this table.

Table 90 presents participant reactions to the word trademarks.
Table 90
Legal (Trademarks)(—They Aren’t Meaningful to My Business; I Haven’t Trademarked My
Company Name but I Should; They Are Less About Legal Protection and More About a
Marketing Position of Quality; You Can Waste Time and Money on Trademarks Without
Creating Value for a Small Company
Summaries

Verbatim extracts from interviews

Not meaningful to me.

“Not really meaningful to me. I’m all about get it done and, you know,
there’s a process and there’s a reason why you would put trademarks and
those kinds of things, but I would just say it’s a supporting structure.”

I haven’t trademarked
my company name.

“Yeah, I should really trademark [my company name] but I haven’t.”

Trademarks are more
about a marketing
position of quality. Not
important for me.

“Quality, I think it’s just a marketing—for me it’s not protection as it is
about a marketing position, not that big for me.”

We spent too much time
and money early on
trying to protect
ourselves with
trademarks and
contracts. And, yet, there
are others we didn’t lock
down early and should
have. We have had a
trademark lawsuit.

“It’s nice to have some. I don’t spend a lot of time thinking about them. We
have them. We have a major problem with one I guess, with [our company
name]. So I guess I haven’t thought a lot about that. . . . [Brand X] was a
good name, I just wish I’d have gotten the trademark for North America. I
had a chance at it and you know, small company, should have locked that
down. We spent a disproportionate amount of money early on trying to
protect ourselves with legal trademarks, with legal contracts. None of
which, I think, added a lot of value to a small company. And certainly, is an
area where someone could make that easier. Because that’s what scares
people. That’s the stuff, that fear that somebody’s going to come and sue
you and we, we did end up getting aggressive lawsuit from [someone].
Right, at one point? So that’s something that keeps people from wanting to
do businesses. So, trademarks are important. It’s they’re protective items.”

Note. Quotations from four of the participants are featured in this table.

ARTICULATING THE GEMINI MODEL

344

Appendix Q: Shipping (Word Reaction Cluster)
Table 91 presents participant reactions to the word exporting.
Table 91
Shipping (Exporting)—We Need to Export Our Product as We Don’t Have Enough Local
Density; We Run a Global Business—I Don’t Think of It as Exporting
Summaries

Verbatim extracts from interviews

We export to
grow the
company—no
barriers to doing
that.

“We just don’t have a big enough density, you know, in the markets that I hang
out in, right? . . . It just has to be for growth. . . . there’s no barriers.”

I don’t think
about exporting, I
think about being
a global business.

“Yeah, it’s a very global business in that I don’t even think about it in those
terms, but we’re constantly doing so, we’re constantly taking something from one
country and bringing it there.”

Note. Quotations from two of the participants are featured in this table.

Table 92 captures reactions to the word manufacturing.
Table 92
Shipping (Manufacturing)—We Can Find Skilled Niche Manufacturing in Canada for Innovative
Packaging; Interested in Bringing Back Specialized Manufacturing to Canada
Summaries

Verbatim extracts from interviews

We’re now able to
manufacture complex
packaging through
processes and technology
that we couldn’t have done
in Canada a couple of years
ago.

“Yeah, yeah. So new products or new business, extending our reach
across Canada, the new packaging technology . . . because actually the
film is made in Ontario, but we make the package in the back of this
building. And so, it’s a big roll that represents 2,400 impressions, and
the roll gets turned into a package, gets the readable valve, gets the tin
closer. It gets printed bilingually in three spots while it’s going through
the rolls. . . . And all of that is technology that we don’t know any other
company [in our industry] is doing, and it’s label-free, so there’s no
nasty adhesives or heavy papers that are so tough to work with. And you
have to have volume to justify a different roll of film for every different
SKU, and so you have to have volumes, you know; you have to order a
couple hundred thousand impressions of each to make it work. So that’s
something we couldn’t have ever even explored a couple of years ago.”

I was able to find a modern
Canadian company making
vintage-style packaging.

“I like thinking creatively about manufacturing. So, for [one product I
needed creative packaging]. So, I found a contemporary company that
still makes [vintage packaging]. So that’s fun. That kind of
manufacturing is really neat.”
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“Curious and interesting, key to successful business and often mis-,
undervalued for the importance it brings to us and something that I
would have loved to bring to Canada. I think it’s so important to develop
our own, especially with all the robotics and stuff, I really would love like I keep looking at [and indigenous community] and I keep looking at
our environment, here, there’s properties, there’s empty buildings that
have closed down that could be set up. And I’ve been looking at, you
know, when we were looking at what was happening in the States, these
whole little communities were building little micro communities of
ecosystems and I think manufacturing is so—has lots of potential to
bring back to North America.”

Note. Quotations from three of the participants are featured in this table. SKU = stock keeping unit.
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Appendix R: Schools (Word Reaction Cluster)
Table 93 presents participant reactions to the phrase academic papers.
Table 93
Schools (Academic Papers)—They Are Not Something I Think About; I Read Them Sometimes
When Someone Shares One With Me; Writing Academic-Style Papers for Our Industry Helps
Motivate Expert Employees in Their Work and Present Them as Leaders; Collaborating With
Universities on Academic Studies Gets Too Complicated With Respect to Funding and
Intellectual Property
Summaries

Verbatim extracts from interviews

I read them when one,
but they are backward
looking.

“Yup. Need them, read them. Don’t spend a lot of time looking for them but
when they are shared with me obviously. But the only thing I’d say about
academic papers is that they are retro- or reactive rather than pro-.”

Sometimes for product
research but I steer my
writers away from
academic paper writing.

“Not at all other than right now looking at them for [product] research.
Academic writing is not something that [my company] does or features so I
try and steer people away from [academic paper] writing.”

Papers and
presentations would
inspire our team to be
seen as experts and
industry leaders.

“I would like to inspire our team, our experts, to be—I want to put them up
on the podium, get them the credit that they deserve and the leadership in
their industry, get them to do more white papers and that sort of thing. Are
they academic papers? I don’t know. . . . I think it’s good for people in their
careers to be seen as industry leaders and so I’d like to do more of that here.”

Industry papers and
presentations persist
and give credibility;
opportunities to write
and present them
motivates our best and
brightest to work here;
we’ve tried to do
studies with
universities, but
ownership and funding
issues kept coming up,
so not worth it.

“Love them. They persist. They give credibility in a very technical nichefocused place. SPE [Society of Petroleum Engineers] papers, you know,
academic-style papers. So they’re very important in terms of critical—
they’re very important in terms of R&D [research and development] and
interest in getting highly—you know, highly intelligent scientists and
engineers motivated to come into work. It’s actually often one or two days a
month they get to work on their own stuff that actually motivates them to be
here. We’ve had that a number of times. Industry journals. . . . We’ve talked
with some academic things for studies, and again, the ownership and then
funding, and one day and the new funding, why you’re funding, you know,
you can fund but we own, you know, and this. And if we ever commercialize
anything we want—you know, you start getting it, before it’s even
successful you get this conversation about how you’re divvying up the
spoils, right? Not worth it.”

It’s not something I
think about because
we’re building the
business.

“It’s not something I think about, to be honest. Like, I haven’t really—not
lately. I’m just like, ‘Go, go, go.’ Yeah.”

Note. Quotations from four of the participants are featured in this table.
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Table 94 presents participant reactions to the word universities.
Table 94
Schools (Universities)—They Should Not Be Telling Students to Start Businesses Right Away;
They Provide a Foundation Education but Many Graduates Lack the Foundational Software and
Math Skills to Add Value to Our Business; They Often Create Core Technologies Startups Use
and Are a Channel for New Engineers
Summaries

Verbatim extracts from interviews

OK for foundation
knowledge, but you learn
more by doing.

“Foundation. MBA [Master of Business Administration]. OK, but learn
more by doing it, hire new grads to build a farm team.”

We like them for spinning
out technology, incubating
ideas, and providing us
with new engineering hires.
But they shouldn’t be
telling their students to all
go and start companies—
they should work first.

“Okay, so in our field, a lot of technology startups start with some core
technologies created at a university. So, we’re quite interested in that in
facilitating those spin-outs and quite often they’ll even be incubated
within a university. Universities are also our channel for smart new
engineers that we have here right. So, we like to stay connected with
them on various advisory boards and we speak at universities all time,
around North America. Oh, we like them. [But] the fact that they’re
telling all their students to go start companies, we think does not reflect
historical data of entrepreneurial success, it does not align that well with
that message. Although it may not hurt for someone to think of
themselves an entrepreneur . . . just go and get a job, because that’s
really how the entrepreneurs actually start in this area.”

There’s a trend to avoid
starting your business with
a university partner.

“Well, because universities don’t always ensure the success of your
company. So, actually I think there is a trend to avoid the universities
because you don’t want to have to have the fight to actually make your
company profitable and successful.”

It’s where we find our best
people. Though we’ve had
to build our own “graduate
school” as our business
needs people with
knowledge from many
fields and it’s rare we can
find someone with
everything. I’m always
surprised that even at the
MBA level they are afraid
of software and numbers—
these are core skills they
should have.

“Fantastic. I mean that’s where all of our people come from. And that’s,
that’s the type of thinking we want. You know, we’ve talked about that
collegiate atmosphere and that sort of thing. We want people to come in
and why I’ve had a lot of success with young people is we just come in
and we just give them a graduate program. Just kind of an extension of
that. And it’s the University of [our Company] and we try to make it
much more structured in that - and then we try to carry forward with
that. There’s some things I really like about [have to run our own
graduate program in the company], but it was forced upon us. We didn’t
have—you know, we’re a niche and so we need elements of an MBA,
and elements of engineering, and elements of business that get pushed
together into that. I think that’s pretty rare that we actually have
somebody who comes in who isn’t going to pick up—they have two of
them, but they need to pick up the other. . . . Well I think things are
changing around university pretty quick, and I think there’s an element
of just base skills that people need to have. Coding is one of them. The
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ability to not be afraid of software. The ability to not be afraid of basic
code. That I’m surprised even at the MBA [Master of Business
Administration] level how that fear of the software tools is an
impediment. And we rely on people with strong math and sciences
background so we heavily favour towards commerce grads and
engineering grads, and it’s just fear of numbers. Yet some of the people
who aren’t as heavily grounded in that are able to break free from
somebody that’s kind of been a mix. But I certainly think that we’re
allowing people to come out of university without some core skills that
are needed for the next 25 years.”
Note. Quotations from five of the participants are featured in this table.
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Appendix S: People (Word Reaction Cluster)
Table 95 presents interview extracts in response to the words job creation.
Table 95
People (Job Creation)—One of the Most Satisfying, Rewarding, Sobering, and Proud Aspects of
Being an Entrepreneur Is Creating a Meaningful Job for Someone Who Can Then Support Their
Family; Entrepreneurs Don’t Have the Goal of Creating the Biggest Company They Can With
Lots of Employees; My Company Is Very Small, but My Contributors, Customers, and
Production Team Play a Big Part in Its Success
Summaries

Verbatim extracts from interviews

Most proud as a CEO to
create jobs and support
families.

“Made me the most proud about being a CEO being able to create jobs
and support families. Knowing that we were able to have an impact by
creating it and you know, it wasn’t a huge business. Well, I mean 80
employees, 78 employees or whatever it is. Not a huge business but that’s
a lot of people, right? It’s a lot of families.”

No entrepreneur sets out to
build a big team of people.

“No one that I’ve ever heard of [wants to build the biggest company they
can, in terms of the number of employees.]”

When one of your team
has their first child, it’s a
reminder that we have to
maintain that job. . It’s not
my objective to build a big
business, but I’m surprised
at the satisfaction I get
from bringing new people
on to the team and seeing
them participate.

“One of the satisfying things about starting the business. Being able to needing, first of all, more people to come, and being able to afford it,
justifying it, and then actually seeing what happens when people come in.
And the real value people do put in their job. Especially when they first
get it. It’s maintaining that through for a long period is the challenge.
Yeah, it’s a different level of responsibility [when an employee has their
first child] and it’s sobering. Right? And it’s—is really fun, I mean when
I started off the business I talked about my priorities when I first started,
very different than where we’ve ended up. I wanted a small team, I didn’t
want to have a lot of hassles and job creation comes with hassles. It
comes with crap and as you get more and more people a lot of things are
challenged. But, it’s the having those new people come in and that’s
where all the unexpected fun comes in. That’s where, like, the kind of
that putting all those ingredients together and getting some new,
interesting recipe. … Sort of the possibility’s there [to build a big
company], but it’s not my objective. There’s other things that you’re
starting to get into a space at that size, the success and where you’re in,
there’s other companies in there that you’re starting to get butting up
against. You find that you’re - yeah, you’re getting into transitioning out
of that medium company to a big company.”

It’s sobering when an
early employee has a
baby—this is not just an
idea any more, it’s serious.

“It evolves from an idea, just this incubation and first significant one, and
it was not a problem at all, was the first [person] who was in early due to
have a baby. Right? All of a sudden it goes from this,this college trip
we’re all funding together, to real. And that’s very sobering and—but
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also not that difficult, because you know, really if the company’s able to
pay that salary - the person’s adding value and the company’s growing, it
hasn’t been a problem. It’s happened many times since. But that was—
that was kind of sobering in terms of yeah, this is serious, and it needs to
be treated that way.”
It’s very rewarding to see
employees develop
personally and
professionally here—I
want to help them.

“I feel grateful. I’m just so grateful that everyone’s at great jobs, and I
think my biggest thing that I think about now is like how do I, how do I
help them grow their skills in the right direction to help themselves in
their career and also help the business? And so, there’s a couple people
on the team that their roles are evolving. And it’s really exciting to see
them step up to challenges and like figure out what are the skills or what
are the tools that I need to give them to take it to the next level and grow,
grow in their careers. So job creation, to me, is kind of evolving into like
career growth and like I’m reading a lot of stories about like how to best
support them, you know?”

My company is very
small, so while my
contributors, customers,
and production team aren’t
employees, but they are all
part of my team and help
my business be successful.
People are always shocked
at what we achieve with
such a small business.

“Well, I create little, tiny projects for people, but I don’t create jobs for
them. . . . Yeah. I don’t want to manage people and the people that I like
working with are creative individuals who have hands in multiple pies
and doing a project for my company is one of the many things that they
like to do. . . . I’ll usually say that it’s a small company, either just me or
me and my husband and a small team of contributors from around the
world as really part of the [company] story is how small it is. . . . Well, if
they’re in the industry . . . then they’re kind of flabbergasted and wonder,
‘How can you do it all because it’s so much work?’ Well, the team on the
day to day basis is me and then my husband who’s doing customer
service. So that’s running kind of the everyday things that need to happen
and then as far as the creative team that includes my contributors. There’s
about a dozen or so that are core contributors who I can call upon
[regularly], that they’re always wanting and available. And then there’s
always a list of people that come to my attention because they have a
particular area of interest, but those are definitely the people I’m
collaborating with, you know, intensely for a couple of months. And then
my [customers], I consider them my team because not only are they
submitting their work for consideration but they’re also out there, you
know [promoting my company online]. I don’t even have to ask them to
do that. They’re just doing that naturally which is great and without that, I
wouldn’t be growing and so they’re kind of doing my marketing for me.
So, that they’re out there and then if I need them to do something I can
actually ask them to do something and they’ll do it so that’s definitely
part of my team. And then my production team [is] incredible and I
consider him part of the [company] team because he’s always available to
troubleshoot and offer suggestions.”

Note. Quotations from five of the participants are featured in this table.
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Table 96 presents participant reactions to the word suppliers.
Table 96
People (Suppliers)—Good Suppliers Can Be an Extension of Your Team
Summaries
Good suppliers
can be an
extension of your
team.

Verbatim extracts from interviews
“Important to have good relationships with your suppliers, right? So, you know,
you can have those difficult. . . . You know, I look at it as suppliers are just an
extension of your team.”
“I like having really good suppliers . . . and my customers . . . are the suppliers of
content to me as well in a way.”
“We have very few. But when you, when you have good ones, you don’t—when
you have bad ones you know it. And it’s always good to have a few bad ones so
that when you get the good ones that you give them the time, the latitude to do
what they need to do. So, we’ve, we’ve had some very good ones over the years.
For the most part we’ve been a do-it-yourself shop, so we don’t have a lot of it.
We’re not in a big value-chain. But we do have some. When you get bad ones,
don’t spend any time wasting sleep. Get rid of them, get better ones.”

Note. Quotations from three of the participants are featured in this table.

Table 97 presents participant reactions to the word talent.
Table 97
People (Talent)—Biggest Challenge for a Founder CEO; Fearful We’re Not Preparing Our
Youth for Industries of the Future; Concerned About Need to Reskill Current Workforce; Painful
to Find and Retain Good Talent with the Right Mix of Skills and Aptitudes
Summaries

Verbatim extracts from interviews

Fearful we’re not
training and
educating our youth
for industries of the
future

“Yeah, one of the key ingredients; talent, ideas and capital, right. So, talent and
K to 11—it’s terrifying to me, this gender issue that we have going on at such a
young age, where you take half of your labour pool at a young age and steer
them, for obvious reasons, out of science, out of this kind of stuff, and into
other things. I mean that is just a terrifying thought. And then, you know, where
are we with curriculum in the high schools and stuff, about you know, letting
people continue to pursue all areas. Can [this city]? And we be a place that
honours and respects and is a home for people to make a living, doing whatever
industry or sector that they want to work in? And then the challenge is that we
have with university and how slow it is to change curriculum, and how smart
they think they are. . . . So yeah, that’s a . . . there’s so many dimensions to that,
right. So, it’s how we’re developing it, what happens to it, where we get it?
How good are we—job are we doing composting talent back into the
ecosystem, so we can grow other companies from it? How many kids are off to
college somewhere and ending up with jobs in Seattle or in New York or in
Toronto, and just because that’s where they are now, right? So that’s scary.”
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Concerned the city
doesn’t realize its
educated workforce
may not be ready for
the future

“And I think we have—I sense an overconfidence in [this city] about that right
now, a misplaced overconfidence about we are so blessed in this town to have
the most well-educated population. I don’t think that’s a pathway to the future
for us, right, is saying, ‘Don’t worry, right, we’ve got a highly educated
population, don’t worry.’”

Biggest challenge
for a CEO

“The most important thing to our company. Like it’s easy to—you ask any CEO
what their biggest challenge is, it should be that, right? It’s like how to acquire
it, how to cultivate it, how to keep it, how to grow it.”

Finding the right
complementary mix
of people and
skillsets

“So finding the right mix of people and their skillsets to achieve the goal and
objective that we’re working towards. Another thing in talent, of course, is you
have different talents than I do, right? So, it’s recognizing those strengths.”

Need to find natural
capacity and then
bring them in to
build expertise
Challenge is finding
people who are
flexible, fit in our
environment, deal
with ambiguity and
a lower salary

“First reaction, everybody has it, finding the right talent is important. You can
say you have a talented team but so what if they’re not talented in the right
thing. So, as an investor looking to see if we have a talented company I think
that’s too general of a term. [I would call it] expertise, speciality, deep dive,
yeah. . . . We find the right ingredient to create the expert. We would—the
challenge is to find experts that can come in and work with a small company
and be malleable and flexible enough to adapt to our environment. Because
they’re either expecting a way too high salary or they want a process that will
make, that’s impossible to have in this environment so they’ll get frustrated. So,
usually you have to have the right fundamental ingredient and then nurture and
build it.”

Painful to find good
talent. If they’re
good, there is a
talent war for them
and they’re not
affordable

“Painful. . . . It’s really hard to find talent here. Yeah, deep marketing talent.
So I think there’s people that they know how to use social media, but to find
someone who’s kind of part data scientist, part, you know, really good with
branding—I’m having to hire a director of marketing who has that, like, both
sides of the coin where they can sit up here and like hire people eventually, but
they can run it and have experience running it and executing it with success. I
have yet to find someone, in all the interviews we’ve had, who understands like
the importance of like digital marketing and data and conversion—you know,
conversion rate optimisation and the funnel, but also understands the
importance of brand, and can marry those two. So, I’m still doing all of the
marketing. As a result, because I haven’t been able to find real developers.
That’s the other problem: finding a developer who you can afford and also is
going to be checked in and really passionate about what you’re building. Again,
it’s like a talent war for a developer. So, talent, to me, is pain point, and I feel
like that’s where we could use help is entrepreneurs from the, you know,
government, city in some way. And I don’t know exactly the solution to that,
but being [a more isolated city], there’s, like, supply, right? There’s not as
much supply to choose from.”

We’re often looking
for a combination of
different skills in
one person to
support our business
model and they are
impossible to find

It takes 20 years of
experience and
disciplined
processes to have
the pattern matching
down of who to hire
for what role

“So, we hire for values fit. I think to some extent it’s when you get 20 years of
experience doing this, you start pattern matching, you start to recognize what
the right kind of personality is for different kinds of roles and you have so much
more insight. You’ve seen some people do things well, so you look for more of
that. We do have a very disciplined recruiting process and interviewing
methodologies and so on. And I’d love to say that that’s the, the story, but I
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think that’s only part of the story, I think part of it’s that we’re just, have a
better intuition of what the right thing is.”
Finding or growing
the right person to
fit the role is
difficult. Creating an
environment they
thrive in is also
tough

“You can never have enough. You can never foster enough. It’s not a finite
resource. You can find it and you can create it and you can find it in places you
don’t expect. But it’s essential that people want to demonstrate it. And that,
that’s some talent in finding it and fostering it. . . . Watching [talent] walk out
the door is just hurtful. And then not using people’s talents to the best effect is
also hurtful and it’s hard and you can’t always do it. And not creating an
environment where people can actually use their talents.”

Note. Quotations from seven of the participants are featured in this table.
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Appendix T: Valley Style (Word Reaction Cluster)
Table 98 presents interview verbatims related to the phrase Silicon Valley.
Table 98
Valley Style (Silicon Valley)—We Can Learn From Silicon Valley’s Model, but We Can’t and
Shouldn’t Try to Copy It; Our Local Community Is More Loyal and Supportive Than Silicon
Valley Job-Hoppers; Let’s Make Our Own Rules and Be a Really Great Version of Our City
Summaries

Verbatim extracts from interviews

To create a
successful
technology
community, you
have to start with
your own needs and
resources and build it
organically—you
can’t do it by trying
to copy a Silicon
Valley model

“Fires have different stages, right? They’re like people. They start with just this
tiny little thing and what they need at that time is just the right amount of
blowing on them and just the right amount of fuel, just the right size. And if
you were to say let’s make a fire by going to look at another fire, like Silicon
Valley and saying, what we need is theses big logs and then some coals under
it and you put a bunch of logs out and nothing will happen. And what you
really need is a little fire which actually needs something totally different than
a big fire. And then it needs medium sized, it needs to be structured in a way
for the air to flow and for the reflection of the energy back onto the other
pieces that are hidden and—so, it’s, you can’t just go replicate something else,
you’ve got to start something, you’ve got to start where you are basically,
right? And maybe that’s the problem. I’ll stop there.

Silicon Valley is one
model and we can
learn from it. But it’s
unique in the world
and we don’t want to
be the same

“It’s what everybody wants to be. Like it’s the beacon, it’s the model, it’s the
unicorn of innovation ecosystems, right? But I think it’s just one model and I
think we don’t—we certainly don’t want to be Silicon Valley. I think we’re
going to take the learnings from Silicon Valley and I think they have a
unique—they had unique ingredients in the pot to get it started. But I wouldn’t
say we should celebrate losing our organizations to Silicon Valley, right?
There’s a density there and an experience out there that is world-leading.”

It doesn’t relate to
my company at all

“It doesn’t [relate to my business]. . . . It’s just that Silicon Valley and [my
company] don’t have anything do with one another.”

You need to make
your own rules to be
satisfied and happy

“Yeah, where’s that? . . . I don’t ever want to be in Silicon Valley. I kind of
want to go that direction and sort of get partway. Silicon Valley is—I mean
apparently in the show they’ve got—this is—IPOs [initial public offerings] and
picking stuff up to make it bigger and better and sell it off. Different realms of
financing and all of that good stuff and a lot of hangers on. And probably stuff
that—it’s a pretty brute force. It’s a Petri dish. It’s important to remember that,
you know, you’re making your own—you’re making your own rules really, to
some extent. Even as an individual, right? As an individual you’re defining
your own satisfaction and just being careful to make sure it’s one of the most
important process somebody can go through, whether they’re satisfied or
happy. And I don’t think people think about it enough.”

Silicon Valley is a
place you can go to
try to grow big really

“So, Silicon Valley is an interesting word. I think of, obviously there’s lots of
opportunities there. I think, I think of Silicon Valley, a lot of times, you think
of people thinking really big on like large scales. And you know, there’s a lot
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fast, despite constant
developer jobhopping. But here,
we have a local
community that is
more supportive and
loyal -- that helps us
be nimbler when we
launch things

of money floating around there. There’s a lot of talent floating around there. I
feel like, when you think of Silicon Valley, if you have an idea and you want to
grow it really big, really fast, that’s a great place to do it, because you’ve got
the talent, you’ve got people that will write cheques quickly. You know, things
can roll out faster there. . . . I also feel like my experience of it is there’s less,
like, heart in the sense like when you’re in a local community like [this city],
you’ve got people, like team members, that are really, really passionate, and
loyal. And they’re not going to jump ship for the next Facebook offer or the
next Google offer. And they’re not going to be like, "I need lunch. I need
massages," you know? I feel like there’s a little bit more commitment with
people in the tech sector here in terms of the, you know, with their local, you
know, company that they’re working for. . . . I was in San Francisco for a
thing, for 48 Hours in the Valley, which is run by the C100. I was talking to
this one product manager, or was he a founder? I can’t remember. Anyways, he
was just telling me about how hiring developers was so painful, because he
was like, "They’re like whiny little children. They’re like, ‘I want free lunches
and I want this.’ And then, like, you give them everything, and then like two
months later, they get another offer, and they’re gone." He’s like, "There’s no
loyalty down there for developers." And it’s hard to build a culture when you
have people jumping all over the place.”

Let’s be a really
great version of our
own city, not try to
be Silicon Valley

“And so, his thing is not, “Let’s not try to be Silicon Valley.” . . . [It’s], let’s
just be a really great version of [our city] and the comparables are Boston or
it’s Boulder or it’s Portland. So, that’s, those [people] have all found their
identity, and that here they can really thrive just doing what they are, really
well.”

Note. Quotations from five of the participants are featured in this table.
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Table 99 presents interview verbatims related to the terms incubators and accelerators,
which were often used interchangeably, amid some confusion about their different roles.
Table 99
Valley Style (Incubators and Accelerators)—We Are Not Clear on The Role, Measurable
Outcomes, and Value of Incubators and Accelerators in Our Community; They Can Be Useful as
a Point of Contact With Other Entrepreneurs and Business Resources but Should Not Create
False Hope for Program Participants; Perhaps the Biggest Potential Impact Is to Normalize
Entrepreneurship as a Career Path in Our Community; My Customers Are My Business
Accelerator
Summaries

Verbatim extracts from interviews

What is the real role? I see
lots of money going in to
them

“Yeah. I wish we could figure out the real role is in the ecosystem and
how to best use them to curate and develop companies . . . Yeah. Lots of
money going into them for sure.

I’ve noticed a big incubator
in our industry in the USA
was shut down as it wasn’t
working

“That’s interesting. I noticed there was something called [name of
incubator] in our field, which is an incubator in, you know, the
California folks in [our industry]. And they shut down their incubator
last year, because it just wasn’t working.”

We have to define the
outcomes we want from
incubators. It can be a
collaborative space to get
people in, but to promise
that you will launch a real
business at the end of a 4month program, that’s
going to be a failure. People
will have their hopes
dashed.

“I think the more the merrier. I think go for it. I think we need to be
careful about what outcomes we expect to come from that. But I think if
it gets people in and playing in the sandbox, that’s fine. I think if people
are going to beat their chest and say, at the end of 4 months with me
you’re going to be a something business is an irresponsible thing to say.
But if you’re saying, let’s all work in a similar space and bounce ideas
off each other and that kind of stuff. So as long as we’re not too full of
ourselves with those words, call it what you want. . . . I never wanted the
responsibility on my shoulders to say that, hang out with us in our
curriculum and at the end of the four months you’re going to be
something, because I just think that’s false hope. If that’s what you
demand from those [a business pops out at the end of the four months],
that’s mostly going to be failure. . . . Those are going to be mostly bad
experiences then. You’re going to go through that 4-month thing and
maybe, if we’re awesome, 25%. I think any of us would be thrilled if
one in four turned into real businesses. One in four—that would be
unbelievable. Three out of four are going to be like, ‘I didn’t measure
up.’”

The one I participated had
mentors cycle through too
quickly. But I really got a
lot of value from sitting

“I had multiple mentors, so that’s—I’d say that’s the only drawback
about the [incubator] models. They just seem to cycle through a lot of
them, and just when I was kind of feeling really good with someone,
they would be moving on to something else. . . . So, but they have, they
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down with experts in law,
accounting, PR, etc. to get
free advice. And it was
good to meet other
entrepreneurs in town

all have the basic mechanics of like how to start up a business, how to
create a value proposition, how to go to market, you know, kind of
classic. They all sort of had those themes in common. But they also have
. . . programs, where you can meet with subject matter experts in law,
accounting, PR [public relations], etc. . . . So, I would schedule as many
. . . meetings as I could, just to, like—it was free. It was—these people
were volunteering their time, and I would just soak up as much as I
could. So, I got a lot of value out of the program for those reasons, and
but I’d say the other part was meeting all of the entrepreneurs in town.”

I’ve never been to any, but
thought my company might
play that role for others at a
future date

“No, never been to any, but had an interest in the past of thinking that
that would be an interesting role [for a later stage of my company].

I’m not sure we are clear on
the difference between an
accelerator and an
incubator, nor where they
fit in the ecosystem—
including who should go,
how often what should be
the results, and how you
sustain accountability when
companies end their time in
one.

“Yeah. So, I’m not sure that we have a clear definition between
incubator and accelerator, right? And so, you know, what’s the
difference between incubator, what’s the difference between accelerator,
what are those experiences? So, I think the same thing with accelerator
is the same thing with incubator, right? And I think . . . Again, at an
ecosystem level I think we don’t know where they fit, how they fit, how
often, who, how much money, what comes out of them. I think it just
needs work. . . . What’s interesting then is when they pop out of the
accelerator . . ., lots of incentive, no accountability. Because when
you’re in the accelerator you’re highly accountable, right?”

They create false hope and
are expensive for the value
they offer. We’re better to
do it on our own and don’t
connect with them.

“I feel like false hope and they haven’t been something that I feel—we
haven’t connected to them. We haven’t gone to them, I haven’t been, we
haven’t been, they haven’t—I think, what I’ve seen of them they were
very expensive for the value we got and we’re better to do it on our
own.”

Not sure they cause the
success in the companies
they claim they’ve had an
impact on. Would the
entrepreneurs have been
successful anyway?

“It’s interesting, like cause versus correlation. It’s like, would you have
been successful anyway?

If you are going to join a
program, be clear on how
you can maximise the
benefit to you and your
company and then move
on. For me, it was a bit too
macho and young—not
very diverse. But I think the
network of new people you
build as a result was helpful
to me and likely is
something that helps others
too.

“It’s kind of about your mindset, and, like, you know, if you’re going to
be in a program like this, look for like, how can it benefit you? What can
it do to help you? And then, you know, maximise that, come into that.
And what that’s all, you know, done, move on. And that’s sort of what I
did. Like, you know, after a year, I wasn’t really seeing the diminishing
returns at that point, so for me, it was time to move on. . . . A little bit
too macho for me. And I’d just found, like, it didn’t work for me. There
was lots of younger, probably like early, mid-20s startup founders,
almost all men. And I would go there, and I’d just find that it just was
not a beautiful and inspiring space. And I, personally, if I’m not in a
beautiful, inspiring place to work, it shuts me down somehow. . . . So I
didn’t go there for meetings and events, but I worked there. Probably
three days out of the 6 months, I had a chair rented there, just because I
would go there, and I’d be like, ‘Yeah, this is not for me.’ . . . So, for the
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social network, I think it’s fantastic. I’d be curious to see the stats of
people that went through an accelerator the first time and failed, but then
went on to do something else and were successful, because maybe
there’s some connection, you know? . . . I was an outsider in the sense of
there were hardly any women and hardly any women that were mothers
and hardly any women that were over 40. So, I was like—but I didn’t
mind it. Like, I just thought, well, you know what? It’s a great chance to
meet new people. But it definitely was—I thought, ‘Huh, like, why
aren’t there more women in here? Why isn’t there more diversity?’”
The most important impact
is that it normalizes
entrepreneurship as a career
path in a community. I’m
not sure that it directly
creates successful
businesses.

“I think the most important thing is having an environment where
entrepreneurship is normalized and that’s largely what accelerators do,
they, although the statistics are not super great for accelerators generally
from what I understand. . . . I think people often use accelerators and
incubators to somewhat to interchange. And an accelerator being, maybe
an organization where you take equity in a start-up and then if you have
an accelerator, and then you provide accounting services and extra
marketing, this and that and whatever, and there’s probably some
companies that have grown that way and been successful, I don’t really
know but. . . . Maybe it’s that sense there has to be actually a real sense
of ownership with the entrepreneur and if there’s somebody’s got their
back a little bit too much then they don’t make the hard decisions that
have to make or—honestly, I don’t know, I haven’t made a study of it. . .
. It’s not about the accelerator, the incubator they have on site as much
as it’s about having that being normalized in [this city]. And for people
to feel like what they’re doing is not a total oddball weird thing, it’s like
a normal thing and that sort of social acceptance. Maybe a permission or
something.”

My customers are my
business accelerator.

“Yeah. Well, for me it’s my [customers] can be my accelerator. That if
they latch onto something then that can be the fuel that I need to make it
happen like with this [product] idea that I kind of thought they were
going to like it and I was committed to doing the project regardless of
what reaction I got, but having people pre-order the [product] for
example, in such a way and so swiftly that was the accelerator that I
needed to know that hey, I can do this job and people are going to like it
and I’ll just continue going forward.”

For those would-be
entrepreneurs who actually
do something about their
idea, there are two paths:
(a) build “cool shit” in an
accelerator or (b)
obsessively focus on your
customers’ real problems
and solve for that pain.

“One of my thoughts on it is when people have ideas, there’s people
that take action and people that don’t take action, first of all. Right?
Those are two big buckets, right? People that will actually take a step
and people that just talk about it but not actually do something. So, the
people that actually do take a step, I think there’s the people that take a
step and really focus on the customer and what they’re building and how
they’re solving their problems. And I think those who will take a step
that are building “cool shit,” and I think that’s where I would guess a lot
of people that are at accelerators and other places that have—“building
something to build cool shit.” They’re not building something with like
an obsessive focus on the customer and the problems they’re solving, the
pain they’re solving for that customer.”

Note. Quotations from seven of the participants are featured in this table.
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Appendix U: Hype (Word Reaction Cluster)
Table 100 presents interview verbatims of responses to the word hype.
Table 100
Hype (Hype)—Customers Suffer and Our Company Suffers When We Believe Hype; Better to
Focus on Authentic, Honest Messaging and Delivering What You Promise
Summaries

Verbatim extracts from interviews

Lemming mentality,
groupthink, spin,
sometimes not a lot of
substance

“I think hype drives, you know, sort of a lemming mentality, right? And
you know, one goes, then they all go, right? I think groupthink, you know.
A lot of hype, a lot of media, a lot of whatever, a lot of spin, a lot of story,
and then sometimes not a lot of substance.”

We are the opposite of
hype, we value
authenticity. The biggest
insult would be to call
me a promoter.

“Hype is not me. I think the opposite is one of the fundamental values of
our company and that’s authenticity. And I think it’s really important, at
least in our space, in our business. And I would argue in the world. . . . The
biggest insult that someone could give me is to call me a promoter. I would
never want to be a promoter, right? And that’s growth hack sounds
promotional to me. And I think, you know, getting back to that earlier point
about how few companies grow sustainably over time. You can’t do that on
hype. That’s why I try and get companies to come and visit us. You can’t
fake your people. You can’t. You know, you can be outsold—and we’re
probably outsold frequently, frankly. But when they come here, 100% close
rate because it’s palpable. The whole thing from me right on down is just
authentic.”

I don’t like hype, it’s too
fleeting. I’m in it for the
long haul.

“I don’t like hype. It’s not a word that I would use to describe anything that
I do. . . . It seems too fleeting and I’m in it for the long haul.”

The customer suffers
most when there is hype,
they have to be careful.
We try not to get caught
up in it but with the
internet, everything
moves so fast. It’s
distracting for our
customers when the
competition announces
products before they are
ready.

“There’s a lot of hype around startups, that’s for sure. They’re not all
they’re expected to be and they are. . . . you’ve got to be careful. With the
internet it’s really easy to create hype and be bigger than you are. And it’s
really hard to know who’s real and who’s doing what and what, especially
it’s so hard for consumers to make buy decisions now with all the hype
that’s out there. So, that’s something that I really feel. I feel that we can be
impactful to our customers and to try to not be caught up in the hype as
much as we—but the problem is there’s just so much amateurish just in this
[product] market where everyone’s scrambling to get—what’s happening in
the world is people are announcing products before they’re ready to be
announced. Because everything has to move so fast and you have to
innovate so quickly, that the group that takes the hit is the customer again.”

One good PR day does
not change the reality of
our business challenges.

“Don’t believe the hype. You know? This, like, this reminds me of like
when you get featured in the New York Times and everyone’s like, ‘Oh,
my God! You’re in the New York Times!’ and, like, you get no [sales] the
next day. You know? Like, it’s just hype, right?”

In the past we may have
confused marketing with

“Hype. Something our competitors do. No, we’re getting better at hype.
Good to go and get a contract signed. So, it can go a long way. But there’s a
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bit of a negative connotation. There’s no substance behind it. So, I think
that doesn’t. . . . cultural people are sensitive to hype. Something that’s just
seen as hype is overpromising, it’s from hyperbole so it’s not—it’s
exaggerating and it’s overpromising. So, hype is not something that the
company’s really comfortable with. In fact, to our own detriment confused
marketing and hype.”

Note. Quotations from six of the participants are featured in this table.

Table 101 features participant reactions to the word unicorn.
Table 101
Hype (Unicorn)—Better to Focus on Building Real Businesses With Longer Term Value and
Economic Impact, Rather Than Hoping for a Unicorn
Summaries

Verbatim extracts from interviews

Too much talk of unicorns.
I think our [city/country]
should really focus on
building good businesses
that will make a longer
term economic impact than
one or two unicorns.

“I actually think there’s often too much emphasis on unicorns.
Everybody’s looking for the unicorn and instead, I think we should
focus on building really good business because I actually think would
create more economic impact than just the one or two unicorns that you
create. The returns won’t be as great particularly for the early investors
and those kinds of things, but I think it’s the wrong focus.”

Doesn’t mean anything.

“It doesn’t mean anything.”

Unicorns are often of
marginal real value; a
valuation based on a recent
investment round or
transaction—it’s a kind of
media hype.

“You know, that’s just kind of like a media hype word. Then again these
are companies that you’re talking about, marginal value, you know or
sometimes a valuation put on it by a last investment round or a
transaction. And yeah, still kind of a media hype.”

People are talking about
unicorns a lot, but I’m
focused on the reality of my
business.

“Yeah, that’s kind of a key word these days isn’t it? Everyone wants to
be, everything’s a unicorn. It’s an industry term, I’ve heard about it, I’ve
not really focused on it a lot, but I know people are talking about
unicorns a lot these days. So, it’s—my problem is I live with my head in
the sand a lot because I’m just focused on what’s going on here.”

I think unicorns just grow
themselves.

“I think unicorns grow themselves.”

Never seen one.

“Never seen one.”

Note. Quotations from five of the participants are featured in this table.
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Table 102 presents participant reactions to the word gazelle.
Table 102
Hype (Gazelle)—Meaningless Term
Summaries

Verbatim extracts from interviews

Never heard of it.

“I’ve never heard of it.”

What is it?

“What’s a gazelle?”

Means nothing.

[Interviewer: Means anything to you?] No.

Note. Quotations from three of the participants are featured in this table.
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Appendix V: Innovation (Word Reaction Cluster)
Table 103 presents interview extracts of reactions to the term R&D.
Table 103
Innovation (R&D)—An Essential Activity for Our Business; Often Done with Clients; Essential
for Innovation, Gives Us Confidence, Wish We Had More Time for It, Often Done in
Collaboration with Our Clients, Can Also Be More Simple Things Like Sourcing New
Technology to Run the Business
Summaries

Verbatim extracts from interviews

Wish we had more time
to do R&D for our
business model and
software design. We
usually end up doing that
with our clients. We’ve
never had government or
university support pure
R&D in our industry

“Do it all the time, if we could. Got to have it going. And I wish we had
more time for it. These days—we’ve spent a lot of time or R&D both from
a software perspective, a concept perspective, that’s an area that I’d really
love to be able to have the time and effort to do it. Nobody pays you to do
it because they don’t see the value—they see it as adding value to your
company. So that type of very—just to be able to have that free thinking,
that creativity, allows us to be the people we want to be more often. And
that would be a luxury that would be fantastic. We get that usually from
our clients, because projects that we go into are for them a little bit of
R&D, and so you kind of—this little think tank kind of getting some in
that way. That’s the way it’s transpired for us. . . . Never gone out, been
able to . . . like from a government or university, nobody’s ever pulling up,
come in and say, here this is what we’re going to do. I’m a little surprised
that industry itself hasn’t gone in and done that.”

I do R&D myself all the
time for innovative
technologies for my
business.

“I feel like I do research and development all the time. That’s just my role
is to research what technologies might be good for my company or what
topics my [clients] are going to be interested in and kind of always
developing new ways of presenting my content and ideas for kind of
presenting and packaging it. I always have new ideas there.”

R&D is our company’s
life blood and gives us
confidence to go forward

“Important, the only, it’s a life blood, it’s where our innovation is and it
gives us confidence in the direction we’re going.”

Note. Quotations from three of the participants are featured in this table. R&D = research and development
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Table 104 presents participant responses to the word innovation.
Table 104
Innovation (Creating Value)—An Overused Term, But It Actually Creates Something New and
Useful from a Process That Is Rigorous and Magical; Represents Both Value Creation and a Bit
of Magic That Emerges From Constraints; We’re Creating Markets and Solutions That Did Not
Exist Before and That Clients Had Not Articulated Yet; Innovation Ranges From
Transformational to Incremental
Summaries

Verbatim extracts from interviews

Innovation is creating a
marketplace that didn’t
exist before. So, we’re
always balancing between
what our customers have
asked for and creating
things they haven’t even
thought of yet.

“Creative innovation is like, you know, we are creating a marketplace
that didn’t exist before. And so, we need to be constantly thinking about
how do we get that message out there, how do we alter how we’re
serving it up in terms of, you know, whether it’s the website or just
marketing messages out to our clients, and how do we use technology to
help, you know, grow awareness, evolve our product? And so, we have,
you know, kind of a process where, as a company, we sit down once a
month and we go through, like, here’s kind of our roadmap of what
we’re building. How do we evolve it from there? And so, that’s a little
bit about how we practice creative innovation. So, an example would be,
we are creating a little [software tool for our customers that will delight
them]. So just little things like that, getting those things out there. So,
we’re constantly looking for ways that customers appreciate and love,
but also, you know, things they haven’t—didn’t ask us for, right? You
know? So, kind of balancing the two, because there’s a lot of things that
customers will ask us for. We might do some of them; we might not do
all of them. But then, what are the things that they haven’t even thought
of yet?”

Innovation emerges from
loading up the right people
with the right constraints—
the outcome can’t be
predetermined, there’s a bit
of magic.

“Yeah, so we don’t believe in engineering innovation per se, but we do
believe in creating the conditions for a creative person to come up with
the right answer. . . . There’s magic. We just believe in loading up the
right people with the right constraints and then as long as they have a
system for figuring out what the right constraints are, they’ll figure out
what to do with it.”

The word innovation is
used so much now that it
has almost lost meaning.
For us, it’s about creating
value by responding
creatively to a situation.

“I hate that word. . . . Because I think it’s ubiquitous and has lost its
definition. . . . At the core innovation is, you know, looking at something
creatively, responding to it that creates value, right? For me it’s about
doing—you know, the input is—you know, the input is, you know, the
technology, the process, the service, the whatever that creates value,
right, either financially, service oriented, socially, whatever it is, right?
But there is some value that is created and it’s an output of the input as a
result of the input. . . . Yeah. It was . . . If everybody thinks they
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innovate and they really have the—it’s not even incremental
innovation.”
For me innovation is
creating new systems to
ease burdens and simplify
things.

“I like to think that I’m innovative in what I do. I like to create systems
and methods that kind of ease some of the burdens and simplify things. I
think that’s an innovative way of doing things as opposed to just finding
what’s existing and using that.”

The term is overused.

“It’s getting overused.”

Innovation is a spectrum
and you need to be sure that
you have the right types of
innovators working on the
right area of the spectrum—
for example, surprising
transformational innovation
that emerges from
ambiguity, or more
constrained internal
innovation. Both are
important and contribute,
not just blue-sky dreamers.

“So, it’s not just novelty, but it’s an essentially useful novelty. I think
that’s what sort of a nominal definition of innovation is, right? . . . So,
that’s a type of, that’s the sort of seed of innovation is redefining the
question and redefining the possibility of solutions in sort of an abstract
way and working your way towards something that might actually be a
more profound thing. On the other end of the spectrum where people, we
like a lot of clarity on what exactly they’re supposed to be doing, right.
But they also innovate, they just innovate within, you know, more
constrained circumstances. So, the most important thing is make sure
that you get the innovators here and you get the executors there and have
everybody realize where they belong and [they] respect each other,
absolutely. And that whole thing is on the innovation process and the
blue-sky dreamer may be the person that get’s all the attention for being
the innovator, but really it’s the whole thing that produces the
innovation.”

Note. Quotations from five of the participants are featured in this table.
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Table 105 presents participant responses to the word technology.
Table 105
Innovation (Tech)—No Longer an Industry, Building New Technology Is Not the Goal; Tech
Helps Run and Grow Your Business, Solve Real Industry or Customer Problems, and Adapt to
Paradigm Shifts in Your Industry
Summaries

Verbatim extracts from interviews

There aren’t technology
companies any more.

“You know, we used to be talked about as a technology company,
right? And today technology is pervasive in every business, right? So,
it isn’t—there aren’t technology companies anymore. There isn’t a
business that technology doesn’t touch.”

Technology is the
environment around us

“Technology is the environment.”

It’s stressful when our
customers haven’t caught up
to a new technology trend, so
our company has to return to
a startup phase and re-invest
in transitioning our software
to remain ahead of the curve.

“The Google-ization of software basically, this concept of a platform
and the ability for—it’s positive or negative. It’s basically this whole
concept of what an application is and what it takes to actually make it
work. And they’ve been so effective at having these little gadgets and
widgets and things that bolt onto this platform and people take them
away and do all sorts of things with them. Which is really interesting.
But the industry [our customers are in] has not caught up to that. Not so
prepared to use widgets unless they’re using them as their storefront.
To actually go back in and have parts of their processes do this, it’s a
quantum leap away from where they’re at. . . . So, it’s one of the big
stresses is we’ve had to reinvest in a whole new technology platform in
order to keep up with that shift. Which ultimately will make us more
valuable because we have more reach. But it required, again, an
extension of our start-up phase, an extension of our risk profile.
Probably to a point of not really being comfortable with it. Just being
big enough now, being enough momentum that we’re just going to see
it all through. So that one - that one’s kind of interesting. And that yeah, so that’s probably on a day-to-day basis feels more negative
because I’d rather not have to do that. The technology changed so
quickly.”

Technology helps us run and
manage a global business in
ways we couldn’t before

“Some of that’s a big technical shift in that time frame, so even in that
career, even from early days . . . is we grew the [earlier] business on
Instant Messenger, and Instant Messenger was just kind of getting
going there. But now we have the ability to do full web meetings. So,
we’re actually able to be very, very effective with the internet
technology and sharing files and systems connecting and synchronising
and there’s been a lot of progress in that area that’s had a major
impact.”

Our technology solution is
important, but secondary to
first defining and

“So, we’ve learned in trying to describe ourselves effectively, we’ve
learned a lot about understanding what we are and what we’re doing as
a business and the tech comes—the tech is very much integral to it.
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communicating a problem
that the industry wasn’t yet
aware of

Without the tools we’re not able to go and answer the questions as
effectively. But the tech’s very secondary. The problem had to be there
first. And in our case, it’s a problem that people didn’t even really
understand existed. Or they weren’t able to articulate.”

During a technology shift,
customers may prefer to stay
with dependable old
technology

“But [the older, entrenched competing software at our customers]
solves a problem, it does it really, really well, but it is a nothing special
technology. So, the big thing in that is that balance between getting
technology for technology’s sake and forgetting what the problem—
and we’re kind of caught in the middle of that. Because we’re in the
middle of the technological shift.”

We have to remember that
identifying the use/need for a
technology is more
important than the
technology itself; anything
we create has to be useful

“It’s a tool. It’s the third thing. It’s the third foundation of the business.
As a tech company, I mean it’s important not to let it get out in front
because technology by itself doesn’t do anything. It’s the application of
it and the identification of the right use for that technology that’s really
important. Technology can be valuable. Good technology’s essential,
because it’s not just the software ore machine or device, it’s how that
device is used and applied, and I think that’s a misunderstood part of
what technology is. Craftsmanship: blacksmith is a technology,
learning how to fashion steel. But a good blacksmith took that
technology and created a useful tool to the specifications they needed
it.”

People, processes, and
systems design underpin the
technology solution. Today,
cloud technology and big
data are the technical
paradigm shifts we’re
experiencing.

“So it is that, really that people processes technology systems concept
and that, that’s absolutely the way the business evolved. But it kind of
did it twice. It started people processes systems, and then it went and
did it again. And that’s each one of those phases we have to reinvest
knowing that we’re going to have to reinvest in the technology to do it.
So, it’s like one, two, three. You need your technology shifts, one on
either someone else’s software, one on software that we built on a
different technical paradigm with—on a more focused idea. One with a
cloud-based sort of technical paradigm, but with a bigger sort of big
data type moving to that big data direction.”

Note. Quotations from four of the participants are featured in this table.
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Appendix W: Success (Word Reaction Cluster)
Table 106 captures interview excerpts related to the word exit.
Table 106
Success (Exit)—Exit Via a Sale Is Inevitable When You’ve Got Public Investors; In Any Case,
Building the Best Company Possible Is the Best Strategy Whether You Sell or Not
Summaries

Verbatim extracts from interviews

Some people don’t think
about exit and just build
their business. But the
day you take investment
money, you’ve made an
exit decision.

“You know, some will build organizations like the company we were
talking about, the e-learning company, right, where they just truly want to—
they just love doing what they’re doing and build better organization, but I
think as soon as you decide the day you’re going to take somebody else’s
money you’ve made a decision about an exit.”

When you have
investors, you’re
balancing the risks and
rewards seriously every
single day; an exit may
make the most sense at
some point. If we know
we’re going to exit at
some point, we may
build better businesses.
I’d rather companies
took on investors than
having to close up. I’m
also a fan of transacting
and doing the next
thing.

“You know, great. You know, I think every business exists to serve its
shareholder. Every CEO has to balance the risks and the rewards every
single day in their head and make a decision when it’s better to take reward
instead of forcing the stakeholders and shareholders to endure more risk.
And so that’s just a business decision, and I have a kind of reverse negative
reaction to the negative reaction from the people until . . . people can have
an opinion on that when they have shouldered that responsibility
themselves. And before that time, before- unless they really don’t want to
take the responsibility to their shareholders seriously, then they shouldn’t
have an opinion on that. . . . Yeah. And I think we build much better
businesses knowing that exit is a possibility, right? Much better businesses,
because you have to build a better business to be ready for something like
that. . . . So, I don’t know, I think there is way, way more businesses that
should have taken money and done something else and persisted and then
just fizzled. So, I am much more of a fan of, you know, transacting and
doing the next thing.”

No exit plans, enjoying
what I’m doing.

“I have no plans for an exit and that’s fine with me. . . . Because I’m
enjoying what I’m doing and I just kind of—it’s like a big highway and I’m
just going to keep going.”

If you take on investors,
you have to be equally
excited on a daily about
strategically creating
value for them as you
are about building your
operational business.
Assessing for the best
the time to exit and
create value for your
shareholders is
important.

Exit—“And then, you know, like we talked about with the exit word, the
accountability—if there’s a CEO you’re not really owning that
accountability for marching your shareholders, your investors, your
employees, through that risky terrain and not for ever—every single day
evaluating, ‘OK, how much risk is there? How much return is there? How
much risk is there, how much return is there? What if we march ahead for
another year? How much more return is there? How much risk do I have to
walk through? Is the risk a little bit less, down for a bit, or is the risk a
catastrophic risk?’ Right? And so, assessing that. That’s the accountability
you’ve got to play the strategic kind of shareholder value game above the
operating company game, and so you have to bear that accountability, and
passion, enthusiasm for it.”
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I think you want to be
proud of building a
company for the long
term, not exit strategy as
your first goal.

“I don’t think so because like really I’m not . . . well I think if you want to
build a company that you are proud of building it for the long term. Like,
yeah, if you’re coming in to try to be an entrepreneur and the exit strategy is
your first goal; you’re probably already doing it wrong.”

It’s there, but I don’t
want to focus on it first;
I want to focus on
building a company
first.

“Mixed. I don’t—the exit, I don’t want the exit to be in focus. I don’t want
to focus on the exit as much as the responsibility of building the company.
It feels like it’s there as a nagging have to happen but it’s really more about
I don’t want to focus on that. . . . I see this—this will be a living business
that will just keep—”

Exits are bittersweet. I
don’t want this one to
only benefit a few
people at the top like
most exits. I want to
build the best company
we can, so someone
wants to buy it vs. me
trying to sell it.

“You know, bittersweet. Inevitably it will happen, and I think it’s important,
both for that security piece and some of the other words. But, you know,
I’ve been part of a couple and I intentionally didn’t want this one when it
comes to only benefit three or four people at the top which most exits do.
And then you leave all those people behind to deal with the new landlord. . .
. So, I hope when it comes—I don’t think about it. You know, I don’t—I
think companies are bought. They’re not sold. I think about building the
best company we can build. And the rest of it takes care of itself, you
know?”

Our exit strategy is not
to have one; our goal is
building a sustainable
business.

“Exit strategy comes in from there. I mean that’s really, from the business
context, most of the time that we see that. Trading, which I don’t do
professionally, but I do—finding your exit, you need to know your exit. It’s
kind of a rule number one. Our exit strategy is not to have one. That’s the
original one. You know, it’s that goal for a sustainable business.”

When the business
reaches maintenance
mode, I hope we’ll be
acquired by a larger
brand. My passion is
disrupting a market and
creating a business, not
running it forever.

“Yeah. It makes me smile. I think, like one day, at some point, it would be
nice to have an exit, whether that’s through a sale or what-have-you. But
you know, I don’t, I don’t want to work at this pace forever, and maybe it’ll
get to the point where it sort of runs itself, but I do, I do see an exit in the
future. I don’t see me running this for the next 20, 30 years. . . . Yeah. I
mean, a sale or acquisition. Those are sort of the two that I’ve been work—
like, I don’t see going down the other option, but I do think that, at some
point, we’ll be acquired by a larger brand. Yeah. . . . And then, when it’s
sort of at maintenance mode and you need that executor, that’s where I’m—
I feel like I wouldn’t—I don’t know if I’d want to stay at that point.
Because I think I can get it done, but I’m not an executor at heart. I’m not
like, I’m not like the, you know, I don’t want to use an analogy that’s
inappropriate, but like, you know, there’s people that start ideas and run,
you know, create businesses, and there’s people that, like, as you get to a
certain level and ascend to a certain level, their job is just to like execute
and you run the divisions and all that kind of stuff. And that wouldn’t be my
passion. Yeah. . . . And so, more short term thinking with the executors, and
they’re just like growing, growing, growing, and growing revenue; Whereas
the other [founder] one is more of a passion project. And you’re thinking,
"Okay. Five years. Where are we going to be and how are we going to
disrupt the market?" It’s a very different way of looking at the world.”

Once you’re taking
investors’ money,
you’re heading to an

“Well, growth and exit, right. So, you get on that bus as it were, yeah once
you’re taking money then you know, you’re driving to the exit at some
point right. And so, it’s—I think every business serves a purpose of some
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wasn’t designed for exit,
it was created so I could
have an interesting job
and it’s doing that great.
I already have enough
money. And there are
many ways to extract
value from a business
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want my legacy to be a
builder of our industry
and be seen as useful,
not have my name
associated with a big
company.
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kind and some measure. And [my company] was never designed for
optimized exit per se, it was designed so I have an interesting job, and it’s
doing that great and I already have enough money. So, it’s not really
fundamentally a major driver to say how many millions can I exit with or if
I make decision how many millions can I exit, like that decision, which is a
. . . The end game for is, like I just took a major step in August, where I
appointed a chief operating officer and now my job is to be a leader and a
visionary, visible in our industry and project expertise for our company and
go start some other companies that are collaborative and we can work with
this one and so the long-term aim is I just slowly back out of it and when I
die, is there a . . . buyer prior to that? or is there, maybe we roll up a couple
of other companies and it becomes a standalone corporate entity? . . . Yeah,
I mean, my personal legacy, I’d love to have been seen as a builder [of our
regional] tech industry, of Canadian success in [our field], of you know,
being seen as important and useful in some way. But whether my name is
placed all over a company that becomes a dominant thing for generations to
come, I don’t have any great ideas like that.”

Note. Quotations from nine of the participants are featured in this table.

Table 107 presents participant reactions to the word wealth.
Table 107
Success (Wealth)—Wealth Is More Than Money; Money Can Give You Security, but Time to Do
Things You Care About and Good Health Are Equally Important to Your Quality of Life
Summaries

Verbatim extracts from interviews

Personal satisfaction that
you built something that
made an impact on other
people

“The other side is that there’s a whole . . . I’m going to call it . . . emotion
is not the right word, but there’s a whole personal wealth that comes out
of being an entrepreneur, right? In having the satisfaction of knowing that
you created, built, and sold something. And you operated an organization
and have impacted a ton of people in that process."

It’s both the money to take
away financial worries and
giving you more time to
do the things you want to
do. Quality of life.

“Well, I always measure wealth in the quality of life and having money to
take away worries of paying your mortgage and stuff is certainly—can
contribute to quality of life. And time, having time to do things you want
to do is also part of being wealthy, I think. Things to aspire to.”

As a Canadian, wealth for
me is more about security,
not prominence as it is in
the USA. I already have as
much wealth as I need.

“Necessary, not sufficient. It conjures up a lot of things for me, but one of
them is, you know, the difference between Canada and the U.S. and, you
know, how—I already have as much wealth as I really need. I mean I
could stand to have a place in Palm Springs or something when I retire
and somewhere warm. But really, I’m not motivated by wealth or the
acquisition of wealth. . . . I think wealth and security are combined for me
as opposed to wealth and prominence.”

Wealth is the right mix of
money, time, and health.
We worry too much about
the first two. After a

“What is wealth? What do you value? For me the word balance would
come into that because there’s a lot of different things, and although my
life is—it doesn’t feel balanced, be like balancing with bowling balls.
There’s a certain amount of money that after a certain point it’s ego.

ARTICULATING THE GEMINI MODEL
certain amount of money,
more becomes ego.

370

There’s time, and after a certain amount of it you have you start wasting
it. You know, health. Those are the three floors of wealth an individual
can have, I guess. And I think we spend most of our time worrying about
the first two. And then add that health, the mental health all of that, I
think that’s a really important thing. But wealth is the right combination
of all of those. When one takes over—problems.”

Note. Quotations from four of the participants are featured in this table.

Table 108 features interview excerpts of reactions to the word happiness.
Table 108
Success (Happiness)—Essential to Being an Entrepreneur and Comes From a Deep Sense of
Connection With Your Vocation and Love of the Work
Summaries

Verbatim extracts from interviews

You need to love what
you do and have your
work become integral
with who you are or
you’ll be unhappy.

“It used to be people’s work was so important to them that that was the last
name that they took. Their work was their surname. . . . I don’t know where
along the way that somebody said that their work was not important to
them. It’s that whole concept of craftsmanship that’s gone away. And that
bothers me. You’re going to be unhappy if you don’t recognize that you
need to love what you do.”

You need to find
happiness in what you
do or its not worth it.

“Don’t do it if you’re not going to be happy. It’s not worth it.”

It’s moments of
complete flow that
resulted in something
working out.

“It’s what you’re supposed to do. That’s the endgame. When you’re there
you don’t have to think about it. My definition of happiness is when I’m when I’m in the moment, I’m not thinking about past, future, it’s here.
Partly why kayaking’s really good because you’re there. You’re not even 50
meters downstream, because you’re here. And so, when you’re in those
moments you’re saying, well I wasn’t thinking of anything. Thinking back,
you can stack those up and those are your [happiest times]. Yeah, I get it
quite a lot actually. Yeah, when I’m not thinking about anything else and
not worried about it. Usually it’s when we’re—major presentations of
things. Needing to explain and just sort of get what’s going—you’re just in
the moment and on it. And afterwards when something worked, when
whatever the software worked, the proposal worked, the presentation
worked, the pitch landed. That whole thing. Yeah, that’s there.”

Note. Quotations from two of the participants are featured in this table. Also see Personal Rewards section on p.
112.
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Table 109 presents participant reactions to the word dream.
Table 109
Success (Dream)—Entrepreneurs Are Too Practical to Dream About Lofty Ideas; They Have a
Vision About the Potential Impact of Their Hard Work
Summaries

Verbatim extracts from interviews

I’m more practical. I like to
imagine bringing talent to
what the world needs can
create interesting things.

“Yeah. That’s, I think, kind of [my company’s] thing is to dream not in
an impossible dream but a practical dream of what can you create with
your talents and what does the world want you to make and how can you
meld those two things together.”

I’m not a visionary
dreamer. But I can imagine
the potential results of the
hard work we’re doing in
the business.

“Dream to me is—doesn’t . . . I wouldn’t . . . How do I say this? As it
relates to the business, right, I’m not necessarily the visionary or the
dreamer, right? But I think the dream side comes back to, you know, sort
of imagining the potential of the business, right? So, where the potential
of the business can go so let’s call that dreaming. And then also what the
potential of the hard work that you’re putting in can create.”

I don’t use the word. I don’t
have a dream, I have a
vision.

“I don’t know if I ever used the word. It seems unconscious to me. I
don’t have a dream, I have a vision.”

Note. Quotations from three of the participants are featured in this table.

Table 110 features interview extracts in response to the word lifestyle.
Table 110
Success (Lifestyle)—Lifestyle Businesses Can Be a Viable Option for Small Businesses, but If
You Aspire to Be an Entrepreneur Who Disrupts an Industry, the Business Can Require Personal
and Family Sacrifice
Summaries

Verbatim extracts from interviews

As my family and I get
older, not working all the
time and having a good
lifestyle gets more
important.

“It’s become more important to me of late as I get older, right? . . . And
our family gets older and those kinds of things and where they are in
their lives. You know, I . . . As you know, I work—I’m a workaholic
and I’m fine with being a workaholic, but I’m also trying to make sure
we have a good lifestyle, right?”

We’re not a “lifestyle
business” that sacrifices
what’s good for the
business for an easier life at
this point in the business
lifecycle. At this point, I
don’t run the business it
runs me; when we have to
return to a startup cadence

“That’s really important. I mean I don’t describe us as a lifestyle
company. To me lifestyle is where you’re - you’re sacrificing what’s
good for the business and endeavour for an easier life. And there’s times
that we want that. But I don’t think—that’s what’s been put off for my
perspective, so I’ve had to adapt my lifestyle for what the business has
and there’s symbiosis, but what I was expecting to have when I started
out was very different. There’s more lifestyle options involved in that
which, which had periods of time where, there was periods of time, but
every time one of these startup phases it goes away again. . . . Yeah, I
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for something it can be very
demanding.

mean you could start focusing on lifestyle, it’s just being able to say no,
and as an entrepreneur I don’t run a business, it runs me. Varying
phases, at various points, looks like I’m getting past the point.”

I try to live the lifestyle that
my customers aspire to.

“Well, the creative lifestyle is what [my company] is all about in the
content that I present. So, I also try to live that content and make sure
that I have time to be creative.”

I don’t like it when people
say that a company is “just
a lifestyle business” which
infers they’re not ambitious
enough. Not everyone has
to follow the fast growth
and investors unicorn path,
it can be fantastic. Our
business model is currently
in the “land grab” phase so
we can’t be a lifestyle
business right now.

“Okay. Yeah. I think, you know, this—I feel like, for some people,
lifestyle is a dirty word, like you’re not ambitious enough if you’re just,
‘Oh, well, that’s just a lifestyle business,’ right? So, I don’t like when I
hear it used in that term. I think that’s, you know, not everyone has to be
looking for this unicorn path of, you know, raise money, raise, money,
raise money, grow, grow, grow, at all costs. I think a lifestyle business is
fantastic. It depends what space you’re in. For me, I’m in more of a land
grab space. So, the luxury of having a lifestyle business isn’t necessarily
there in the sense that I already have competitors nipping at my heel. We
need to be the brand that everybody knows. So that’s not the path that
we’re going on as a company, but—and like, you know, it blooms in a
different space. There’s a lot more balance. You have a lot more control
over your business when it’s a lifestyle business. You don’t have all
these investors. So, it’s an interesting topic, for sure.”

Entrepreneurship bring a
mixed bag to your lifestyle:
family sacrifices and
creative thrills.

“That’s a mixed bag isn’t it? I guess that’s where it helps to be a little
crazy. Tough on kids. . . . It is for me, personally, it’s a thrilling lifestyle
and it’s creative. . . . So, it brings unexpected opportunity, but it also has
sacrifices.”

Note. Quotations from five of the participants are featured in this table.

Table 111 presents participant reactions to the word satisfaction. This concept was also
discussed in the Personal Rewards section of the interview.
Table 111
Success (Satisfaction)—Emerges from the Entrepreneurial Practice in the Business, and Meeting
Other People’s Needs
Summaries

Verbatim extracts from interviews

Emerges from meeting other
people’s needs.

“That’s kind of weird. . . . Are people getting what they need out
of the business, out of the product, out of the team?”

Emerges from the entrepreneurial
practice in the business.

“I have satisfaction when it comes to being an entrepreneur and in
my business.”

Emerges from the entrepreneurial
practice in the business.

“Yeah, there’s many things to make satisfaction. I think that’s an
important thing. I think being in a start up is part of satisfaction
because you have freedom and choices and as crazy and chaotic as
it is, it’s a satisfying place to be.”

Note. Quotations from three of the participants are featured in this table. Also see Personal Rewards section on p.
112.
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Appendix X: Community (Word Reaction Cluster)
Table 112 captures participant reactions to the word community.
Table 112
Community (Community)—In the Networked World, Building an Engaged Community Is
Essential to the Success of Your Business; We’ve Lost the Sense of Community Wherein People
Collaborate on Achieving a Shared and Meaningful Goal
Summaries

Verbatim extracts from interviews

Deeply believe in the value
of community and people’s
desire to belong to
something greater than
themselves where they an
create together. We’ve lost
that sense of “barn building”
together.

“Need it, love it, want it, build it. . . . . So deeply believe in the value of
community, right? . . .. I love the idea of the barn building, right? The
raising of the barn, right? In that, you know, creating community and I
actually think it’s one of the things right now that people are dying for
is they’re looking for a place to belong. They want to come and help
you raise the doors on your barn, right? Put the roof on and build the
sides. And we’ve increasingly actually . . . We’ve increasingly sort of
created pockets of community, but we have lost the value of
community.”

A global community with
shared values and passions is
at the core of everything we
create. Our community is a
sense of joy and pride for
me.

Community “is at the core connections or the core of everything we do.
It’s a community of [contributors], a community of customers, creating
a community where people are able to connect with people all over the
world with shared values and passions. It’s a sense of joy, a sense of
pride.”

Our fans and employees
have built a global
community. In the early
days, that network really
helped introduce our
company to the industry—
especially as fans changed
employers.

“We’ve had a lot of fans. We’ve had a lot of - especially in the early
days, we built a little community around us and it was really from the
like-minded people within the company. So, we do have a lot of fans.
And if they—we have a lot of benefit from people migrating, all this
motion between different parts of the industry. We had a lot of benefit
from people who learned from one company to another, making
introductions. So, we focused very much on a network or a
community.”

Community becomes a place
where people can come
together to work, to learn, to
share information and ideas,
and to challenge negativity
about change.

“Yeah, and I think a lot of people feel overwhelmed. They kind of curl
up or they get angry, and neither posture really lends itself to good
change. So, I really believe in a sense of community and working
together; this is a clearing house for information and ideas. I love it
when a person goes, ‘But I don’t think that will work, because—’ and
I’m like, ‘Oh, oh, tell us why. Why won’t it work? What have you
tried? What are the reasons that just disable your willingness to jump in
and try?’ And just to see that, so people are talking about it.”

Community is the maturing
and manifestation of an
environment that has the

“Yeah, everything. It’s like the unit that I work in now, you know. We
used to work in—you’d start working just on yourself, as a young
person, then you start working on teams, and then you end up think
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necessary ingredients for
innovation to occur.

about teams of teams and thinking about community and how are we
doing building an environment that has the ingredients necessary for
innovation to occur. So that’s the environment that we work in.”

Reflecting on experiencing
the interconnectedness of
farming communities who
helped each other harvest
fields with seamless
collaboration and minimal
machinery. Wondering how
we build that sense of shared
understanding and
cooperation when caring for
our economy, society,
livelihood—so that everyone
benefits fairly?

“So if we think about small-scale farmers . . . when you champion
small-scale farmers, you potentially—not always—you keep
community intact. People hop fences to help each other with harvests
and jobs, and I grew up with my summers on farms that weren’t huge
scale, and doing hay was the best example of that. There were no big
tractors to move bales, it was two strings and it was a hay bale, and you
put two hundred on a hay wagon and then you moved it to the barn and
you put an elevator up against the barn and you loaded the hay bales
one by one. And you’d have four or five people loading wagons all day
and sometimes all night, to get it in before it rained, or even the dew
hit. And that was like six neighbours together with all their kids and
anyone who could breathe, and if you weren’t doing that, you were
cooking or getting drinks to keep people fuelled so no one stopped.
And that was a huge thing, even though it was probably a hundred or
two hundred days of my life doing hay at different times in summers.
Just everyone hopping fences and driving over and joining in and doing
that, that was my ideal, like, sense of cooperative farming, where you
share fences. . . . So how do we create an understanding that all the crap
runs downhill, and you’re doing stuff that’s harming me? How do we
together work on an approach to caring for our economy, our society,
our livelihood, where everyone equally benefits?”

Community has become
such an important part of my
business that I now have a
personal mandate to share
my customers’ work and
people using my product.

“Yeah, that’s a big thing. [My company] is about its community and it
has become more and more so as the years gone that my . . . mandate is
to make sure that I’m always promoting the people who are [using the
product]. So yeah, that’s a very big thing.”

Note. Quotations from six of the participants are featured in this table.
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Table 113 captures two participants’ reactions to the word culture.
Table 113
Community (Culture)—A Shared Approach to Doing Things; a Multidisciplinary Approach to
Problem-Solving
Summaries

Verbatim extracts from interviews

My business is creating a
shared culture among our
customers

“Culture. Yeah, I’m creating [a company-specific] culture. . . . That
going to the idea of being a creative who’s influenced by things that are
outside of your own immediate focus. If that can be a culture that that is
a way of thinking to always look outside of your own frame of mind.
That’s what I’m trying to promote. . . . The kind of multidisciplinary
approach to being creative. I think that’s kind of a culture.”

We are a culture of problem
solvers in this business

“It’s problem-solving. Whatever the problem is it’s just a culture of
problem solvers is really what it is.”

Note. Quotations from two of the participants are featured in this table.

Table 114 presents interview responses to the word conferences.
Table 114
Community (Conferences)—Good for Sales, Education, and Network and Community Building
Summaries

Verbatim extracts from interviews

Good for sales; I’ll go
if I’m invited to speak.

“I’ll go if I’m invited to speak. . . . Because that’s been a really good way of
getting to a bigger audience and if I have a chance to tell my story to a
crowd of people then that’s been really good for [sales].”

Good to educate others,
learn from, and speak
at. Good from a sales
perspective.

“Good place to educate. Both learn and speak at to educate, right? And from
a sales perspective.”

Needs to be well
organized and have an
aspect of community or
network building.

“Socially important. Some of them are very good. Some of them are just a
boondoggle. A good one is when you, you have a broad network that’s
organized well. We participate in one that has that, you have to have that
organized, and interestingly enough its mandate is to form communities. A
good conference, a good networking conference, very important, and again,
it’s a social part of it and there’s a community there. Without seeing the
people, you miss a big part of it.”

Note. Quotations from three of the participants are featured in this table.
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Appendix Y: Marketing (Word Reaction Cluster)
Table 115 features interview extracts related to the word marketing.
Table 115
Marketing (Marketing)—When It Doesn’t Match the Industry or Company Model It Can Be an
Inauthentic and Wasteful Experience; When Done Right, It Can Drive Every Aspect of the
Business; It Can’t Be Disconnected from the Creative Innovation Processes of the Business
Summaries

Verbatim extracts from interviews

Anyone can call themselves a
marketing consultant and
we’ve got some bad advice in
the past. The marketing
strategy has to be thoughtfully
crafted to fit our industry and
business model.

“A marketing consultant can be anybody, from someone who knows
how to draw you an html or knows how to do a direct mail campaign
or whatever . . . that’s marketing, So, marketing’s probably been the
most important journey for [our company] to realize that for us the
standard content marketing tactic, where you pack keywords in and
you try to create the calls to action and people come to your site,
based on an organic search. They get a call to action, they engage you
in some way and then you have some sort of automation process to
find results in, in talking to them. That’s not really our model . . . our
model is driving referrals. Driving, because nobody in our business if
you’re going to make a million-dollar partnering decision with a
critical [tech partner] like us, you’re actually going to call your
friends. In fact, you’re going to call, you’re going to contact, if you’re
going to start a successful tech company you’re going to contact the
people in your city, the people that are in your network that have
successfully done that and you’re going to ask for advice. And so, we
want to be top of mind when they ask for advice and that’s really our
marketing strategy.”

For me marketing is fun when
I’m sharing personal stories
about me and my clients.

“OK. I enjoy marketing when it’s me sharing things that I’m doing
and sharing what my [clients] are doing and having that one-on-one
kind of more approach to marketing.”

Marketing is important to
drive leads and sales, but I
think too often it’s
misunderstood as just
communications and branding.

“Marketing is often in technology companies and innovation
companies underinvested in and, you know, marketing needs to drive
leads and sales needs to convert those leads into sales. But I
oftentimes think we oftentimes talk about marketing as just
communications and branding.”

I had a horrible experience
with marketing people in a
previous company where it
was about “tricking” people
into buying with coupons and
so forth. So, I don’t have a
marketing employee on my
team. Marketing as a whole is
going through a giant shift.

“I think marketing is overrated. . . . Like we don’t have a marketing
employee in our team. And that’s somewhat intentional. It’s
somewhat biased because my experience of working with marketing
people has always been really horrible. Because they’re not the
person championing the product or the person like . . . how we
exploit the shit out of this . . . and it’s like that’s just an attitude I
don’t want to bring into the company. ... Yeah the trickery of point of
sales and coupons and—you see I think marketing as a whole is
going through a giant shift and nobody has any answers right now.”
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“Love marketing. There’s ways there to market a product and build it
that needs to be out front, and we didn’t have that at all times. And
understanding that it can’t be out there on our own, connection from
where marketing sets straight back to your product, especially for a
software company is absolutely critical. So, it’s not R&D [research
and development]to a product and then market it. It’s marketing first
and getting the product out there. So, we learned a lot about
marketing.”

Note. Quotations from five of the participants are featured in this table.

Table 116 presents participant reactions to the word brand.
Table 116
Marketing (Brand)—Creates Long-Term Value—Sometimes by Accident, Sometimes by Design
Summaries

Verbatim extracts from interviews

I developed a brand without
even trying and it’s given
me unexpected licensing
opportunities

“Yeah, I developed a brand without even trying. So now I have . . . a
brand and I can do interesting things with it like [other product lines]
and other licensing opportunities.”

I didn’t used to understand
the value of branding in the
past, now I appreciate its
impact.

“Yeah. Didn’t really know. I didn’t really understand brand,
interestingly enough, until I started to come and work at X. I did but I
didn’t, right? I understood it at a visceral level, right? Like I could . . .
I’m like okay, yeah, we need some new branding, blah, blah, blah, right?
Like it was very . . . Now I really appreciate brand and brand identity
and the voice and all of those things, right?”

It takes time to get brand
right, but it’s important

“I like feeling like we have one, developing a new one. I think we did a
great job of moving ours. It’s hard. It’s important to do and it happens
over time. Yeah, I’ve seen some really bad ones”

Brand is everything to me
and it’s the only true
competitive differentiator
that would have long-term
value for me.

“Everything. Everything. Everything. Everything. No, I really, like to
me, I look at brands that I admire. So, I’m obsessed with [a company I
love’s] branding and how they’ve rolled it all out. So, I follow them
very, very closely. There’s a couple other brands that, like, I love, as
well, but being a beloved brand, like creating an experience where your
customers just, you know, this feeling, it’s just this intangible feeling
that they have around every, you know, interaction they have with your
brand. I feel like that is the only true competitive differentiator that
would have long-term value.”

Note. Quotations from four of the participants are featured in this table.
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Table 117 presents participant reactions to the word communications.
Table 117
Marketing (Communications)—Most Important With My Team to Keep Us Aligned
Summaries

Verbatim extracts from interviews

It’s my job.

“Well, communication without an ‘s’ is what I do all the time all day
long. It’s my job.”

Misalignment occurs due
to a lack of
communications or opaque
messaging.

“I think oftentimes the reason why people get misaligned is because they
have failed to communicate correctly, and/or they’ve failed to have
courage to have the right kind of communication.”

You can solve most
problems with better
communication.

“Communications is central. Any problem, any problem that persist is
because of poor communication. With good communication, you can
solve pretty much any problem. It’s important.”

Note. Quotations from three of the participants are featured in this table.

