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Abstract  

Purpose – The purpose of  this study is to evaluate the impact management styles have on 

tensions experienced by social enterprises (SEs).  

Design/methodology/approach – We combine qualitative and quantitative methods 

from Portuguese SEs. An on-line questionnaire was distributed among Portuguese 

organizations that fitted in the social enterprise definition propose by Social Business 

Initiative’s. A sample of 346 was analyzed using partial least squares structural equation 

modelling (PLS-SEM). 

Findings – The findings show that the relationship between management styles and tensions 

is statistically significant and negative. Therefore, we can conclude that the management style 

negatively impacts the tensions in social enterprises, which means that, if  we adopt a more 

participative and/or innovative style, tensions in social enterprises will tend to be lower. 

Implications – It has been shown that adopting a management style that promotes 

collaborative decision-making is crucial in social enterprises. Managers should create a 

collaborative workplace where choices are often reached via group discussions. This research 

also demonstrates that thinking creatively and always seeking out new methods to do tasks 

might help to reduce tensions. Additionally, the framework created by this study may be used 

by managers to identify the conflicts that exist inside their organizations. Managers will be 

better able to handle these conflicts and make the most of  their management style if  they 

are aware of  them. 

Originality/value – This study enriches the research made not only on social enterprises 

but also on management. Up to our best knowledge this is the first study that examines the 

impacts of  management styles on tensions experienced by social enterprises in a quantitative 

way. 

 

Key words: Social Enterprises; Management styles; Tensions; Portugal; PLS-SEM 
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Sumário 

Objetivo – O objetivo deste estudo é avaliar o impacto dos estilos de gestão nas tensões 

vivenciadas pelas empresas sociais (SEs). 

Metodologia/abordagem – Combinamos métodos qualitativos e quantitativos das SEs 

portuguesas. Foi distribuído um questionário online às organizações portuguesas que se 

enquadravam na definição de empresa social proposta pela Social Business Initiative. Uma 

amostra de 346 foi analisada usando modelagem de equações estruturais de mínimos 

quadrados parciais (PLS-SEM). 

Resultados – Os resultados mostram que a relação entre estilos de gestão e tensões é 

estatisticamente significativa e negativa. Portanto, podemos concluir que o estilo de gestão 

impacta negativamente as tensões nas empresas sociais, o que significa que, se adotarmos um 

estilo mais participativo e/ou inovador, as tensões nas empresas sociais tenderão a ser 

menores. 

Implicações – Foi demonstrado que adotar um estilo de gestão que promova a tomada de 

decisão colaborativa é crucial em organizações sociais. Os gestores devem criar um local de 

trabalho colaborativo onde as escolhas sejam frequentemente alcançadas por meio de 

discussões em grupo. Este estudo também demonstra que pensar de forma criativa e sempre 

procurar novos métodos para realizar as tarefas pode ajudar a reduzir as tensões. Além disso, 

a framework criada por este estudo pode ser utilizada pelos gestores para identificar as 

tensões que existem dentro das suas organizações. Os gestores serão mais capazes de lidar 

com esses conflitos e aproveitar ao máximo seu estilo de gestão se estiverem conscientes 

deles. 

Originalidade/valor – Este estudo enriquece a pesquisa feita não só sobre empresas sociais, 

mas também sobre gestão. Pelo o que sabemos, este é o primeiro estudo que examina os 

impactos dos estilos de gestão nas tensões vivenciadas pelas empresas sociais de forma 

quantitativa. 

Palavras-chave: Empresas sociais; Estilos de Gestão; Tensões; Portugal; PLS-SEM 
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1. Introduction 

In recent times, the phenomenon of social entrepreneurship experienced extraordinary 

growth in different parts of the world (Defourny and Nyssens (2010). Media, politicians, 

people, and the academic community have put massive attention on social enterprises as a 

distinct form of organization (Pinheiro et al., 2021). We may claim that social companies play 

an undeniably significant role, particularly when it comes to solving social problems through 

new solutions. (Pinheiro et al., 2021). 

Social enterprises (SEs) are hybrid organizations that pursue simultaneously a social 

mission and financial sustainability (Nielsen et al., 2019). Instead of waiting for donations or 

contributions of the population or the government, they pursue a commercial path to sustain 

and to scale their organizations (Ebrahim et al., 2014). Then, they use these revenues to focus 

on their central objective, which is to provide social value to their beneficiaries (Ebrahim et 

al., 2014). This suggests that SEs try to tackle social problems through their businesses (Smith 

et al., 2013), merging traditional for-profit firms with not-for-profit organizations, combining 

efficiency, innovation, and resources with passion, values, and mission (Battilana & Lee, 

2014).   

However, despite SEs create not only social value but also commercial, invariably, 

some tensions between these institutional logics will arise. If these tensions are not managed 

carefully by the directors of SEs, they could become too focused on one mission and lose 

their hybridity (Doherty et al., 2014), leading to mission drift or financial losses (Cornforth, 

2014; Ebrahim et al., 2014; Nielsen et al., 2019). Moreover, some unique challenges regarding 

the way success is defined and measured (performing tensions), the management of human 

resources (organizing tensions), the need to prove their legitimacy to multiple stakeholders 

(belonging tensions), and challenges regarding growth and scale (learning tensions), are a 

constant potential for conflict in social enterprises (Battilana, 2018; Smith et al., 2013).  

Thus, the role of the directors of social enterprises becomes vital, because they need 

to demonstrate a unique set of skills in order to attend to these conflicting demands (Pereira 

et al., 2021; Smith et al., 2012) and their management style may significantly affect their 

decisions and performance in those challenging situations (Ghanbaripour et al., 2020; Ramos 

et al., 2016; Yaari et al., 2020). There is a lack of research on this field, social enterprises are 

complex organizations that demand more studies (Pereira et al., 2021), we need to learn more 
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about this management style that characterizes organizations that pursue a double mission 

(Yaari et al., 2020). 

Given the importance to fill this gap, this study aims to answer the following research 

question: What impact management styles have on tensions experienced by social 

enterprises? To approach this question, we combine qualitative and quantitative methods 

from Portuguese SEs, in order to have more robust conclusions. There is no question that 

SEs contribute to the development of more equitable societies worldwide. Therefore, it is 

very important to understand how to improve their management and sustainability.  

Moreover, this study will have a practical relevance very tangible to social 

entrepreneurs. Ramos et al. (2016) argue that knowing and understanding different 

management styles can improve managers’ competencies and achieve better results.  

Furthermore, once social enterprises have a clear mission to help those most in need, 

improve their management could have an impact on all society. In order to seek a better and 

equitable world, we need to focus on social enterprises and figure out how can we help them 

thrive (Pless, 2012).  

This study has the following structure. After this introduction, a literature review of 

the main topics is performed with aspects related to social enterprises, their management, 

and tensions. In section 3, we present the methodology that this study followed anchored by 

other studies. Then, we show the results and findings of the study, and finally, in the last 

chapter, we conclude with some limitations and suggestions for future research. 
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2. Literature Review 

First, in this section, we briefly review the literature regarding social enterprises. Then, we 

present some tensions that are common in SEs and that managers have to cope with. Third, 

we introduce the term management styles and indicated some models of management styles 

proposed by the literature. We then review some similar studies on the topic, and we 

introduced our theorical framework with the hypotheses to be validated. 

2.1. Social Enterprise 

To achieve a complete understanding of the concept, before we present the term “social 

enterprise”, it is important to take entrepreneurship as the starting point. Dees (2001) 

suggested that the roots of the term started in France in the 17th or 18th century with the 

notion of “entrepreneur”, meaning someone bolder who encouraged economic progress by 

discovering new and better ways of doing things (Dees, 2001). 

However, it was already in the 20th century that the economist Joseph Schumpeter 

described entrepreneurs as the innovators who push the creative-destruction process of 

capitalism ((Rahim & Mohtar, 2015; Schumpeter, 1954). This means that entrepreneurs are 

the change agents in the economy and by serving new markets or building new ways of doing 

things that we move the economy forward (Schumpeter, 1954). Then, Drucker (1994) adds 

another dimension to the concept, for him, the entrepreneur is an innovator that creates and 

exploits opportunity, creating value for society (Drucker, 1994). So, he does not need to 

create change, in fact, entrepreneurs are the agents that take advantage of the opportunities 

that the change creates (Drucker, 1994; Rahim & Mohtar, 2015). 

Despite entrepreneurship is a well-accepted and historical concept, social 

entrepreneurship only in recent times has been gaining interest by the research community. 

This growing attention can be explained by two types of developments: on the demand side, 

long-term problems that call for innovative approaches and on the supply side, developments 

in the tools that increase the probabilities to solve those problems (Nicholls & Cho, 2006). 

Now that we have reviewed some origins of the concept, we can focus on the term: 

“social enterprise” (SE). The term “social enterprise” emerged in Italy, in 1990 through the 

journal Impresa Social (Defourny & Nyssens, 2010).While definitions of social enterprise vary, 

there is a broad agreement they are organizations that utilize market-based strategies to 

achieve a social purpose (Kerlin, 2006). However, a clear definition of the term is yet to be 
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find (Alegre, 2015). In this study we want to enhance the Social Business Initiative’s 

definition present on the European Commission report: “A map of social enterprises and 

their eco-systems in Europe” (2015, p.9) where we could read: “A social enterprise is an 

operator in the social economy whose main objective is to have a social impact rather than 

make a profit for their owners or shareholders. It operates by providing goods and services 

for the market in an entrepreneurial and innovative fashion and uses its profits primarily to 

achieve social objectives. It is managed in an open and responsible manner and, in particular, 

involve employees, consumers and stakeholders affected by its commercial activities” 

(Commission, 2015) 

Some countries put social enterprises in a range of not-for-profit organizations, 

however, they are different. SEs are not dependent on charity or government subsidies, they 

try to earn income from commercial activities (Battilana, 2018). Additionally, SEs differ from 

commercial companies, because financial performance is not their ultimate goal (Alegre, 

2015). Thus, while achieving financial objectives is necessary for SEs sustainability in the 

long term, it is not sufficient to fulfill its organizational mission (Alegre, 2015). 

Using the hybrid spectrum propose by Alter (2007), we can understand better the 

differences between different types of enterprises. For-profit entities, whose main goal is 

profit maximization, are present on the right of the spectrum. In contrast, on the left are 

nonprofit organizations, whose main motivation is mission accomplishment. 

 

 

 

 

 

 

 

Additionally, a differentiating and defining characteristic of a social enterprise 

suggested in “A map of social enterprises and their eco-systems in Europe” is that it is 

multidimensional (Commission, 2015). We will present three dimensions suggested by 

EMES that will help us recognize some characteristics that normally are present in SEs 

Figure 1: The Hybrid Spectrum 

Source: Alter, 2007 
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(Defourny & Nyssens, 2012). However, these indicators describe an “ideal-type”, which help 

researchers to position themselves within the universe of social enterprises. 

Dimension Characteristics 

Entrepreneurial 

dimension 

 

- production of goods or services 

- social entrepreneur risk 

- combine monetary and non-monetary resources 

- voluntary and/or paid workers  

Social dimension 

 

- serve the community 

- oriented by a social mission 

- restriction on the distribution of profits 

- avoid a profit-maximizing behavior 

Inclusive governance 

ownership dimension  

- high degree of autonomy 

- high decision-making power 

- principle of "one member, one vote" 

- inclusive governance 

 

 

Social Enterprise are organizations that are trying to achieve the sweet spot of  two different 

worlds: the social and the business. However, as will noticed in the next section some 

challenging tensions will arise, and if  them are not managed could lead to mission drift or in 

the worst scenario the disappearance of  the organization (Besharov & Smith, 2014; 

Cornforth, 2014; Ebrahim et al., 2014; Ramus & Vaccaro, 2017; Smith et al., 2013). 

  

Table 1: The three dimensions of  a social enterprise 

Source: European Commission 
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2.2. Tensions in Social Enterprises 

As we have seen, SE’s are also characterized by their conflicting demands that emerge due 

to their double mission (Smith et al., 2013). This hybridity creates some tensions or issues. 

Smith et al. (2013), identify four categories of tensions in social enterprises: performing, 

organizing, belonging, and learning tensions.  

2.2.1. Performing Tensions  

Combining the objectives of social and commercial logics and evaluating the overall 

performance of the social enterprise is not an easy task (Nielsen et al., 2019). Combine short-

term quantitative measures with long-term ambiguous and non-standardized social 

performance creates tensions in social enterprises (Nielsen et al., 2019). As we can imagine, 

SEs have a lot of difficulty in defining success across contradictory goals, and this is even 

more complex when a failure in one logic is considered success in another (Smith et al., 

2013).  

Performing tensions also emerge in questions about how we can commit to conflicting 

goals over time (Smith et al., 2013). Some behavioral theories say that we tend to emphasize 

quantifiable metrics over those that are more qualitative (Porter, 1996). Consequently, a 

preference for quantifiable metrics can lead business objectives to become dominant which 

can lead to mission drift – a situation where the SE neglects its social objectives to fulfill the 

financial ones (Smith et al., 2013). In contrast, in other cases, the passion and commitment 

of social entrepreneurs can lead to the dominance of the social mission and as a result, 

financial ruin (Bornstein, 2007). 

2.2.2. Organizing Tensions  

Organizing tensions emerge when within the same enterprise there are diverge internal 

dynamics, in other words, different structures, culture, and practices. Because of the nature 

of SEs, they often need different employee profiles. Battilana and Dorado (2010) show in 

their research on microfinance that besides technical skills, it is also important interpersonal 

skills to help beneficiaries address emotional, social, and psychological barriers. Thus, some 

tensions about whom to hire emerge – people with a business background or people trained 

in social work and psychology qualifications (Smith et al., 2013). This is even more difficult 

in organizations that provide training and working experience to disadvantaged people 

(WISE) (Smith et al., 2013). Should they hire people who are disadvantaged and need more 
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help or people with skills that are needed for the financial sustainability of the business? 

(Smith et al., 2013). 

2.2.3. Belonging Tensions  

"Who we are" and "what we do" both individually and collectively are two questions that 

leaders struggle to articulate (Smith et al., 2013). For example, some employees are not sure 

about the organization alignment with their mission or with their profit motive (Tracey & 

Phillips, 2007). Being more connected with one specific organization mission could generate 

internal conflict and subgroups. Hiring people with commercial and social backgrounds 

could cause this kind of tension (Battilana & Dorado, 2010). 

Moreover, belonging tensions could also arise due to the different types of 

stakeholders that are characterized by SEs. Different stakeholders focus on different logics 

(Nielsen et al., 2019). Therefore, they have different expectations about how objectives 

should be prioritized and sometimes these expectations could not correspond to reality 

(Nielsen et al., 2019). 

2.2.4. Learning Tensions  

Learning tensions emerge from different time horizons. Financial measures can be measured 

with accuracy and tangibility in the short term, however, social mission outcomes require 

more time to be tangible (Smith et al., 2013). It is easy to see if the revenues increase or the 

costs are control, but it is very hard to evaluate the level of poverty, the increase of literacy, 

or the overcoming of economic problems (Hoffman et al., 2012). These different time 

horizons create tensions, especially at a strategic level. 

Defining the proper growth and size of the social enterprise also creates learning 

tensions in SEs (Smith et al., 2013). As any organization to increase the impact of its mission, 

SEs want to grow, however factors that help the social mission in small organizations 

diminish with size (Smith et al., 2013). This means that organizational growth could lead to 

mission drift and value violations (Hoffman et al., 2012). Many SEs depend on the trust built 

through local connections to succeed and this trust is very hard to foster as these 

organizations expand (Foreman & Whetten, 2002; Smith et al., 2013).   
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2.3. Management Styles  

The concept of Management and Leadership has been studied for many researchers, 

however, there is not much consensus about the differences and similarities of the two terms. 

Kotter (1990) said that managers produce standards, consistency, predictability, and order, 

while leaders produce the potential for dramatic change, chaos, and even failure. In other 

words, Management is tactical, focusing on dealing with the here and now, whereas 

Leadership is strategic, focusing on dealing with the future (Kotter, 1990; Kotter, 1995). 

Moreover, Maccoby (2000) makes the distinction that Management is a function that must 

be exercised in any business and Leadership is a relationship between leader and led that can 

energize an organization. However, Nienaber (2010) found after a synthesis review that the 

concepts of Management and Leadership are intertwined, and all of the tasks fall within the 

boundaries of management, while leadership tasks overlap with management. In a nutshell, 

companies need good management and good leaders, and their roles should be seen as 

complementary to one another (Algahtani, 2014).  

Social enterprises are no exception, so in this study, we opted to use the term 

management because the majority of problems in social businesses are linked to the 

management aspects of running a social organization (Heinecke et al., 2014). Furthermore, 

as we have seen the complexity of running a social enterprise puts a lot of pressure in the 

social entrepreneur and manage the different tensions that could emerge is not an easy task.  

Hersey (2014) state that training employees in multiple management styles is more 

common than adapting actions to different contexts. On the other hand, according to 

Gregory and Keil (2014) and Ramos et al. (2016), people's cognitive and behavioral 

constraints generally result in a single style that is linked to their beliefs and skills. However, 

if we take into consideration social enterprises, the entrepreneurs who first develop the idea 

are motivated by passion and are not always suited with the required competencies to manage 

the organization (Nicholls & Cho, 2006). Therefore, the management style developed by the 

social entrepreneurs should be analyzed. 

In this section, we describe some theories and models of management styles. First, we 

describe three models with a brief explanation of each style, and then we present the choice 

and justification of the model that will be used in this study that merge the theories previously 

presented. 
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2.3.1. Models of  management styles 

The classical theory developed by Adizes (1976) provides a methodology to classify different 

management styles. The manager needs to permutate between the roles to make sure the 

organization is effective and efficient in the short and long run (Yaari et al., 2020). The four 

roles are: productive (P), administer (A), entrepreneur (E) and integrator (I). 

Productive (P) is the one, who focuses on achieving outcomes and performance in 

order to make the organization effective. Administrator (A) is the director who focuses on 

procedures, who generate structured processes of control and evaluation to achieve 

efficiency. Entrepreneur (E) is the innovative, creative, and independent director, the one 

who is responsible for change. Integrator (I) is the director of the people, integrates the 

people’s needs with the demands of the task at hand, and integrates the different parts of the 

organization (Adizes, 2004a, 2004b). Any permutation of these roles creates a style. The 

manager performed well when combining the right role in the right task. This approach was 

used by (Yaari et al., 2020) to examine the management style in Work Integration Social 

Enterprises in Israel.  

INPUT  THROUGHPUT OUTPUT 

The roles Make the organization To be In the 

(P)roduce results  Functional Effective Short run 

(A)dminister Systematized Efficient Short run 

(E)ntrepreneur Proactive Effective Long run 

(I)ntegrate Organic Efficient Long run 

 

Table 2: Management styles by Adizes  

Source: Adizes (2004a) 
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Another theory proposed by Klijn et al. (2008) stated that the different types of 

management are based on interaction with parties, strategic orientation, style of management, 

and process dynamics (Ramos et al., 2016).  This model was also adopted by Ramos et al. 

(2016) to explore the Brazilian PMs’ management styles, by Chaudhry et al. (2019) to examine 

the PMs’ management styles in the software industry in Oman, and by Ghanbaripour et al. 

(2020) to discover the effectiveness of PM style on project delivery success in construction 

projects. The model acknowledged that the management styles are determined by: 

  

 

These categories are directly correlated with how the manager approaches the issues 

and here the degree of flexibility and the way managers interacted not only with members of 

the organization but also with outsiders play an important role (Klijn et al., 2008). 

A simpler and more recent model was proposed by Olmedo-Cifuentes and Martinez 

Leon in 2014. They believe that the way a director manages and controls their employees 

depends on their attitude and leadership (Olmedo-Cifuentes & Martínez-León, 2014). Thus, 

they propose only two types of management: participative and competitive: 

• Participative is more democratic and focused on relationships. The decisions are 

made by consensus and the organizational goals are set only after all involved 

members are consulted. Thus, members of the organization have a voice in the 

decision-making process, which creates better intrinsic motivation of the staff 

Table 3: Management styles by Klijn 

Source: Klijn et al. (2008) 

 

Management Styles Description 

Results – Interaction 
Actions are mainly aimed at achieving results or at achieving 

good relations; 

Internal – External 
The orientation is more internal (the project organization 

itself) or external (other actors involved); 

Reactive – Proactive 
The manager is more likely to react to other initiatives or take 

the initiative themselves; 

Flexible – Determined The manager has clear goals or adapts to new circumstances. 
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(Dutot, 2017). They perform better and are satisfied with their jobs (Olmedo-

Cifuentes & Martínez-León, 2014). 

• Competitive is more autocratic and task oriented. It is focused on the individual and 

the completion of the goals. Teamwork is limited and the morale of the group is less 

important. The employees have a large commitment to their personal objectives to 

achieve the rewards of their successes(Olmedo-Cifuentes & Martínez-León, 2014). 

 

  

In this study, having into account the definitions of each style and also the dimensions: 

results, people, innovation, and processes, we try to combine all the theories above in a single 

framework in order to have the most robust alternative. In Table 5, we can see the model 

that we will use in this study:   

Table 4: Management styles by Olmedo-Cifuentes and Martinez Leon 

Source: Olmedo-Cifuentes and Martínez-León (2014) 

 

Management Styles Description 

Participative more democratic and focused on relationships 

Competitive more autocratic and task oriented 

Styles Definition 

Competitive style Autocratic, focus on performance and results. 

Conservative style Bureaucratic, focus on procedures and reduction of uncertainty.  

Participative style 
Democratic, focus on relations with people and decisions are usually 
based on group discussions. 

Innovative style 
Controller in unstructured situations. Focus on creativity, innovation, 
and a wide margin of maneuver in the actions of staff. 

 
Table 5: Management styles 

Source: Author based on referenced papers 
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2.4. Similar Studies  

In spite of being very present in the literature the important role of the manager when we 

are talking about social enterprises, to our best knowledge, few studies address the topic of 

management styles in the context of social enterprises.  The Table below contains the studies 

on management styles and synthesizes the main aim of each one of them. 

 

 

Yaari et al. (2020) examined management styles among entrepreneurs of work 

integration social enterprises (WISE) in Israel using a case study methodology. One of the 

findings of this study was that the management style of entrepreneurs in WISE organizations 

can be characterized by entrepreneurial-productive-integrator (EPI). However, this study has 

some limitations because could not provide a generalized overview of social enterprises. The 

sample was very small and only focus on WISE organizations.  

On the other hand, Chaudhry et al. (2019); (Ghanbaripour et al., 2020; Ramos et al., 

2016) present findings in different types of industries. They all used a similar methodology 

and despite different hypotheses, the main goal was the same, to examine the management 

style of project managers. Ramos et al. (2016) conclude that Brazilian project managers 

declare a “reactive” and “determined” management style and that gender and organizational 

sector are not determining factors. Ghanbaripour et al. (2020) took a step further and not 

only examine the management style of construction project managers but also their effect on 

success. The results indicate that the “determined” style is the favorite one, but management 

styles “interaction”, “flexible”, “proactive”, and “external” would increase the likelihood of 

Table 6: Similar studies about management styles  

Source: Author based on referenced papers: Yaari et al. (2020), Ramos et al. (2016), Ghanbaripour et al. 

(2020), Chaudhry et al. (2019) 

 

Author(s) Year Country 
Object of the 

study 
Aim of the study 

Yaari, et al. 2020 Israel 
Work Integration 

Social Enterprises 

Examine the management style, challenges, and strategies of managers in 

various stages in the life cycle of social enterprises. 

Ramos, et al. 2016 Brazil 
Brazilians project 

managers 

Identify the management style adopted by Brazilian project managers and 

explore this behavior according to several determining factors. 

Ghanbaripour, et al. 2020 Iran 

Project managers 

in the 

construction 

industry 

Explores the type of management styles adopted by construction project 

managers in Iran and more importantly, to investigate the relationship 

between the four types of management style and project success. 

Chaudhry, et al. 2019 Oman 

Project managers 

in the Software 

industry 

Examine the management styles adopted by project managers in the 

software industry in Oman. 
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project success. Finally, Chaudhry et al. (2019) conclude that Omani software industry 

project managers are people-oriented, task-oriented, and organization-oriented. Moreover, 

the manager's experience, age, and organizational structure are factors that affect the style of 

management of project managers. 

2.5. Theoretical framework and Hypotheses 

One of the aims of this study is to complement the existing research in this field by raising 

awareness of the importance of social enterprises in our society. A small number of studies 

have Portuguese social enterprises as their object and the ones who do, normally, use 

qualitative research. That’s why in this study we will focus on quantitative methods in order 

to have a large sample to test our hypotheses.  

Several authors addressed the topic of tensions or paradoxes in social enterprises 

arguing that the social entrepreneur has a crucial role and the responsibility for managing any 

tensions that could arise (Cornforth, 2014; Smith et al., 2012; Tracey & Phillips, 2007). Yaari 

et al. (2020) have started the path of examine management styles in social enterprises but 

recommended to continuing develop this topic by examining larger samples and using 

quantitative methods. As we have seen in the prior section, the study of management styles 

has been done in some industries but having a large sample of social enterprises as the main 

object is something that, up to our best knowledge, has never been made. 

Having this in mind and being social enterprises so special in terms of their 

characteristics in the pursue of a dual mission, we intend to test the effects management 

styles could have on the intensity of tensions experienced by social enterprises. The research 

framework is represented in Figure 2. The figure represents a higher-order structural 

equation modelling (SEM) in which Management Styles and Tensions in SE are second-order 

constructs. These two constructs are consequently measured by first-order constructs and 

their variables, that for reasons of space and comprehension are not present in Figure 2. 

Thus, we formulate the following hypotheses: 

H1-1: Management styles will have a significant relationship with tensions in Social 

Enterprise 

H1-2: Management styles will have a negative relationship with tensions in Social 

Enterprise  
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H1 
Management 

styles 

Competitive 
style 

  

Participative 
style 

  

Innovative 
style 

Conservative 
style 

  

Tensions in SE 

Performing 
Tensions 

  

Organizing 
Tensions 

  

Belonging 
Tensions 

Learning 
Tensions 

  

Figure 2: Research Framework  
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3. Methodology  

This section states the methodology used to conduct this research. First, we start with a 

revision about the methodologies used in the similar studies that we have already presented. 

Then, we introduce the method selected for this study. 

3.1. Methodological aspects of similar studies 

The Table below presents similar studies that were selected to better understand the topic 

management styles. The data collection methods of each study, the sample size and the 

method of analysis, are the categories in the examination. Additionally, we present another 

Table with some studies that have social enterprises in Portugal as object of analysis. 

 

  

Management Styles 

Author(s) Year Data Collection methods Sample Size Analysis method 

Olmedo-Cifuentes 

and Martınez Leon 
2014 - Mailing questionnaires 

148 questionnaires 

from employees 

(response rate: 27.66%) 

• Cronbach’s alpha 

coefficient 

• Path analysis 

Ramos, et al 2016 - Questionnaires 

129 project managers 

professionals 

(response rate: 39.81%) 

• Multivariate analysis 

• Levene's test 

• One-way ANOVA 

• Kruskal–Wallis test 

Yaari, et al 2020 

- Case study methodology 

- Reports and interviews in 

the printed and electronic 

media 

- Interviews  

4 work integration 

social enterprises in 

Israel 

• Content analysis  

• MAXQDA 

• Cross-analysis 

Ghanbaripour et al 2020 

- Validation test 

- Questionnaire  

- Interviews 

139 construction PMs 

(response rate: 37.5%) 

• Cronbach’s alpha 

coefficient 

• Confirmatory Factor 

Analysis  

• Multiple linear regression 

• CFA analysis 

Table 7: Methodological aspects of  similar studies about management styles  

Source: Author based on referenced papers 
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According to Table 8, we can conclude that the methods for collecting data are mostly 

questionnaires and interviews. Moreover, it can be observed that almost all the authors 

conducted statistical analysis. Despite Yaari et al. (2020) used a qualitative method based on 

a case study methodology, he suggests for future research a quantitative analysis with a larger 

sample. To conclude, some authors have performed validity tests for data using Cronbach’s 

alpha coefficient. 

3.2. Methodology selection 

There are several different methodologies, each one with a different purpose. In this study, 

the methodology chosen was a combination of qualitative and quantitative methods, using 

interviews and questionnaires. Our goal is on the first stage performed a validity test via 

interview with some directors of social enterprises. Then we will target managers of social 

enterprises in Portugal to answer our questionnaire. We chose Portugal because, we intend 

to examine social enterprises in a limited geographic area to minimize variations in the sample 

that are introduced by environmental factors, such as, socio-political context, business 

climate, resources, and also, due to information accessibility (Park, 2020). 

Social Enterprises in Portugal 

Author(s) Year Data Collection methods Sample Size Analysis method 

SEFORÏS 2016 - Interviews 
111 Social enterprises 

from Portugal 

• Factorial analyses  

Bernardino et al. 2018 - E-mail survey 

44 NGOs  

(response rate: 44,9%) 

24 PSSE projects 

(response rate: 82,8%) 

• Cronbach’s alfa 

• Factorial analysis 

• ANOVA 

• Binary logistic regression 

Pinheiro et al.  2020 

- Cross-sectional survey 

design; 

- Web-based questionnaire, 

created on Google Forms 

805 Portuguese 

organizations 

(response rate: 23%) 

• SmartPLS 

• PLS-SEM 

Table 8: Methodological aspects of  similar studies about social enterprises in Portugal 

Source: Author based on referenced papers 
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The interview was divided in three parts. Firstly, we ask questions about the social 

organization itself: mission, business model, the role inside the organization, etc. Secondly, 

we make questions to understand the interviewee's management style, for example, 

management people, goals, decision making process, etc. Finally, in the last topic we wanted 

to better understand the tensions experienced within the SE. The full script of the interview 

(Portuguese version) can be found in Appendix 1. 

After the interviews the next step was to build the questionnaire. The questionnaire 

was also divided in three parts (complete questionnaire in Appendix 2). Part 1 captures the 

social entrepreneur profile and the style he adopts to manage the organization. Part 2 has the 

goal to capture if the social enterprise face tensions in the daily basis activities and finally, 

part 3 assesses the organization profile and personal information of the social entrepreneur. 

This description can be seen in Table 9: 

In terms of the statistical approach used to evaluate the sample, PLS-SEM, or partial 

least squares structural equation modeling, was used to evaluate how management styles 

affected tensions in social enterprise. This approach was chosen because when the theory is 

less established and data are not normally distributed, PLS-SEM is more resilient and yields 

better estimates of the population parameters than other statistical approaches like regression 

and Covariance-Based Structural Equation Modelling (CB-SEM) (Hair Jr et al., 2021). Based 

on Henze-Zirkler multivariate normality test the items in our study are not normally 

distributed as required by CB-SEM. Moreover, PLS-SEM enables complicated cause-effect 

connection estimation in a wide range of study contexts and its requirements are flexible, 

Table 9: Structure of  the questionnaire  

Part Content Description 

I Management Styles 
27 questions: 5-point Likert scale about different 

management styles; 

II 
Tensions in social 

enterprises 

15 questions: 5-point Likert scale about possible 

tensions in social enterprises; 

III General information 
6 questions: size of  the organization, job position, age, 

gender, education, experience;  
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when we are talking about number of variables used to measure a construct for example 

(Hair Jr et al., 2021).  

3.3. Measures definition 

In order to assess the management style of each manager it was used an instrument adapted 

from the one proposed by Ramos et al. (2016), it is composed by different affirmations about 

the way a manager act in their daily life taking into account different dimensions. This part 

of the questionnaire (section II) has been used by other authors and have been proved to be 

a validated one (Chaudhry et al., 2019; Ghanbaripour et al., 2020). Despite the original 

version is composed by 29 questions we had to adapted to the context of social enterprises, 

so this section had 27 questions as you can see in the appendix. Every item requires the social 

manager to describe their intensity on a 5-point Likert scale, with 1 indicating “never” and 5 

indicating “very regularly, if not always” in order to measure each dimension in the profile 

of each social manager. The Table 10 describes in detail all the questions and variables: 

 

Adapted from Ramos et al. (2016) 
Item 
Code 

Question  

When working I always prioritized the results. CPS1 1 

I am extremely satisfied when I get the expected results, regardless the 
circumstances. 

CPS2 2 

My focus is always on the conclusion of the activities. CPS3 3 

I try to develop practical and objective actions.  CPS4 4 

I believe the mission will be completed despite the obstacles.  INVS1 5 

I listen the work team information. PTS1 6 

 I encourage the collaboration of team members.  PTS2 7 

I am open to listen the staff concerns.  PTS3 8 

 I am looking for a good relationship with the members of the team.  PTS4 9 

I usually reconsider my point of view. PTS5 10 
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I dedicate myself to the conclusion of the activities. CPS5 11 

I follow the activities delegated by me.  CPS6 12 

I take the initiative.  INVS2 13 

I'm always looking for a better way to perform an activity. INVS3 14 

External factors can have influence in my way of managing tasks.  INVS4 15 

 I'm sure that the mission will be completed and that my decision was the 
right one.  

CPS7 16 

I'm confident and I have no doubt about my decisions. CPS8 17 

I usually look forward the changes in the environment to take some 
initiative.  

CSS1 18 

I'm often surprised by the changes in the environment. CSS2 19 

I always try to analyze the external factors to make any decision.  CSS3 20 

I usually do not modify my management style. CSS4 21 

I seek internal guidelines. CSS5 22 

I always follow the internal rules of the company, even though I believe 
they are not suitable.  

CSS6 23 

I always try to take my actions in order to make good relations. PTS6 24 

It is important to be flexible to manage projects INVS5 25 

I seek to see the big picture.  INVS6 26 

I seek to manage with the customer’ ideas.  PTS7 27 

 

 

As we have seen, social enterprises are complex organizations that face tensions during 

their lifetime. The next section has the goal to evaluate the intensity of the four different 

tensions that the literature argues social enterprise face (Smith et al., 2013). Having in mind 

the framework propose by Civera et al. (2020), we elaborate the section III of the 

Table 10: Measures of  Management style  
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questionnaire, composed by 15 questions. Each manager was asked to evaluate on a 5-point 

Likert scale, with 1 indicating “never” and 5 indicating “very regularly, if not always”, the 

intensity of each tension in the context of each organization. Table 11 displays all the 

dimensions of each tension and in Appendix 3 details of each question are presented.  

Adapted from Civera et al. (2020) 

Item 

Code 
Question  

Performing tensions 
Goals/Mission 

PT1 28 

PT2 29 

Metrics PT3 30 

Organizing tensions 

Legal status OT1 31 

Workforce Composition 
OT2 32 

OT3 33 

Governance OT4 34 

Organizational culture and activities OT5 35 

Belonging  

tensions 

Ownership BT1 36 

Brand strategy BT2 37 

Target population BT3 38 

Mobilization of financial resources BT4 39 

Inter-organizational relationships BT5 40 

Learning  

tensions 

Strategies for localization LT1 41 

Outcomes horizon LT2 42 

 

 

  

Table 11: Measures of  each Tension 
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3.4. Sample 

The sample was built using the data base presented on Base de Dados Social 1 and also in the 

Mapa Social 2. In fact, despite the importance of the social sector in Portugal economy, the 

few existing data sources offer reduced and disjointed information, low level of interaction 

and poor visualizations. To close this information gap, Nova SBE Data Science Knowledge 

Center within a partnership between the 'laCaixa' Foundation, BPI and Nova SBE launched 

the Base de Dados Social in November of 2020. This online platform intends to make publicly 

available information about Portuguese social impact organizations in an integrated and 

dynamic way. The main goal is to promote knowledge about not only each social 

organization in particular, but also about the social sector in general, among potential 

beneficiaries, families, researchers, volunteers, employees, founders, companies, 

Government agencies and civil society in general3.  

From the Base de Dados Social we were able to export 16 299 results, however only 3 

736 had the email contact. So, in order to become the database more robust, we use the 

database presented in the Mapa Social. From this space that brings together all institutions 

and their respective social responses in Portugal, we extract 11 583 results, where 6 156 of 

them included an email address. After deleting duplicate contacts, the final database 

accounted for 8 750 general e-mails. 

Despite the large number of results, not all of this organizations were suitable for the 

study. In fact, the legal status of “social enterprise” has not been consolidated in Portugal 

yet, so it becomes difficult in an early stage to have target only SEs accurately. Nevertheless, 

to overcome this situation, the first question of the questionnaire was asking each manager 

if their organization fell within the definition of social enterprise proposed by the European 

Commission through the Portugal country report of “Social Enterprises and their ecosystems 

in Europe”(Commission, 2015). If not, they were not able to continue the questionnaire and 

their participation were not valid.  

Moreover, it was critical that the questionnaire targeted the manager of each SE, 

therefore the first step was to contact each organization in the database to obtain information 

 
1 https://basededadossocial.pt/ 

2 https://www.mapasocial.pt/pt/listagem-de-instituicoes?Search= 

3 https://basededadossocial.pt/about-us 
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on the director's name, their e-mail address and also their willingness to cooperate in the 

study. After this phase a total of 1 870 emails were sent with a google forms’ link to access 

the questionnaire. 386 responses were obtained, but only 346 were suitable for the study 

(18.5% of response rate). Because some emails were already inactive or out-of-date, it is 

reasonable to conclude that the response rate is underestimated.  
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4. Results 

The data gathered through the questionnaire is analyzed in this chapter. To begin, a basic 

statistical description of  the sample is made. Then the hypotheses that were previously 

formulated is tested and evaluated. 

 

4.1. Sample demographics and descriptive statistics  

The sample has a decent coverage. We were able to have responses for all age groups and 

females stoud out with almost 60% of  the responses. Regarding the level of  education and 

years of  experience, 83% of  the sample completed higher education degrees and have a 

reasonable experience – 80% of  the respondents have 10 years or more of  experience.  The 

sample demographics are discriminated in the next Tables: 

  

 

Male Female 
prefer not to 

mention 
Total 

Age 
Groups 

Sample (%) Sample (%) Sample (%) Sample (%) 

20-29 7 2% 8 2%  0% 15 4% 

30-39 12 3% 53 15% 1 0% 66 19% 

40-49 43 12% 82 24% 2 1% 127 37% 

50-59 38 11% 44 13% 2 1% 84 24% 

60-69 20 6% 13 4%  0% 33 10% 

70+ 17 5% 4 1%  0% 21 6% 

Total 137 40% 204 59% 5 1% 346 100% 

Table 13: Age and Gender sample characteristics 

Education Total 

Basic education 3 1% 

High school 45 13% 

Professional course 12 3% 

Bachelor’s degree 172 50% 

Postgraduate studies 48 14% 

Master's degree 55 16% 

PhD 9 3% 

Other 2 1% 

Grand Total 346 100% 

 

Table 14: Education sample characteristics 

Years of 
experience 

Total 

0-9 69 20% 

10-19 106 31% 

20-29 93 27% 

30-39 46 13% 

40-49 24 7% 

50-59 8 2% 

Grand Total 346 100% 

 

Table 12: Years of  experience sample characteristics 
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The mean and the standard deviation of  each construct are discriminated in Table 15. 

  

Mean SD Min. Max. Mode. 

Management 

Style 

Competitive style (CPS) 3.8827 0.9124 1 5 4 

Participative style (PTS) 4.1680 0.8828 1 5 5 

Innovative style (INVS) 4.4202 0.7246 1 5 5 

Conservative style (CSS) 3.5949 0.9670 1 5 4 

Tensions in 

Social 

Enterprises 
 

Performing tensions (PT) 3.3680 1.0088 1 5 4 

Organizing tensions (OT) 2.8908 1.1040 1 5 3 

Belonging tensions (BT) 2.6231 1.0724 1 5 3 

Learning tensions (LT) 2.9668 1.0961 1 5 3 

 

The data suggests that Innovative and Participative style are the management style that 

most managers identify with, being their mean more than 4 pp. On the other hand, 

conservative style is the one with the lowest mean in the sample. These findings are in line 

with Yaari et al. (2020) who reported that social enterprises managers are characterized by 

being entrepreneurs and integrators which means having innovation and people in their 

focus. In terms of  tensions, performing tensions are the one that presented the higher mean 

and regarding standard deviation, organizing tensions has the highest value which means has 

the most variability. In the Appendix 4, a complete table with all items’ descriptive statistics 

can be consulted. 

  

Table 15: Constructs Analysis 
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4.2. PLS-SEM 

In order to evaluate the hypotheses of  this study, we use a partial least square structural 

equation model (PLS-SEM) in R, using package SEMinR 2.3.1 As we have seen in the 

theoretical framework in Section 2.5, the constructs Management styles and Tensions were 

considered second order, because there was a high correlation between both the second and 

the first order constructs. In fact, Table 16 shows the Spearman’s correlation between the 

Management styles and the Tensions respectively. By looking at the table, it is noticeable that 

the correlations are all significant, suggesting that the existence of  second order variables is 

reasonable. Moreover, as stated by Hair Jr et al. (2021), when the constructs are complex, 

using higher order structural models leads to more parsimony and facilitates its 

comprehension. 

The framework of  this study is modelled based on a reflective measurement model, 

indicating the assumption that the construct causes the measurement of  the indicator 

variables (Hair Jr et al., 2021). As theory suggests in a reflective measurement model, the 

causation flows from the second-order latent variable to the first order latent variable and 

from the first order latent variable to its items. 

 

  CPS PTS CSS INVS 

CPS  1.16E-07* 2.07E-13* 2.58E-14* 

PTS 1.161791E-07*  0,001963* 3.9E-10* 

CSS 2.07168E-13* 0.001963*  4.68E-07* 

INVS 2.57572E-14* 3.9E-10* 4.68E-07*  

4.3. Measurement model  

The structural model estimates are not assessed until the constructs' reliability and validity 

are proven. So, the first step in PLS-SEM assessment is to evaluate the first order 

measurement model in terms of  internal consistency reliability, convergent validity, and 

discriminant validity.  

Table 16: Spearman Correlations.  

*Significant at: p < 0.01 
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Consistency reliability measures how consistently a set of  items measures a given 

construct. Cronbach's Alpha (CA) is often used to quantify it, however, as stated by Hair Jr 

et al. (2021), Cronbach’s alpha is normally a conservative measure and have a tendency to 

underestimate the internal consistency reliability. Therefore, applying an alternative internal 

consistency reliability metric, known as composite reliability (CR), is technically more suitable 

(Hair Jr et al., 2021). The composite reliability (CR) ranges from 0 to 1, where values over 

0,6 are acceptable for exploratory research, values between 0,70 and 0,90 are good, and only 

values above 0.95 are problematic (Hair Jr et al., 2021). 

Convergent validity evaluates how well measures of  the same construct correlate with 

one another, it is assessed through the outer loadings of  the indicators and the average 

variance extracted (AVE). Values of  the AVE should be greater than 0,5 indicating that the 

construct accounts for at least 50% of  the variation of  its elements (Hair Jr et al., 2021). 

The degree to which one construct may be experimentally distinguished from other 

constructs in a structural model is known as discriminant validity (Hair Jr et al., 2021). 

According to the conventional metric provided by Fornell & Larcker, 1981, each construct's 

AVE should be compared to the squared inter-construct correlation (as a measure of  shared 

variance) of  that construct and all other reflectively assessed constructs in the structural 

model. However, Henseler et al. (2015) demonstrated that the Fornell-Larcker criteria is 

ineffective and suggested the heterotrait-monotrait ratio (HTMT) of  the correlations. When 

HTMT levels are high, discriminant validity issues exist. For structural models with 

constructs that are conceptually extremely similar, Henseler st al. (2015) suggests a threshold 

value of  0.90. An HTMT score over 0.90 in such situation would indicate the lack of  

discriminant validity. However, a lower, more cautious threshold value, such as 0.85 is 

recommended when conceptions are conceptually more diverse (Hair Jr et al., 2021). 

Additionally, the number 1 should not be included in the bootstrapped HTMT value's 

confidence interval (Henseler et al., 2015) based on 10000 sub-samples. 

Hair et al. (2019) recommends that the first rule to follow to achieve reliability and 

validity is to eliminate the indicators that exhibit very low loadings, as stated by Hair Jr et al. 

(2021) values of  0.40 and lower should always be eliminated from reflective scales (Hair et 

al., 2021). Lower loadings values mean that the latent variable explains a small part of  the 

items variance and as a result should not be part of  the analysis. Having this rule in mind we 

start to eliminate the items from “Competitive Style” one by one, reaching a point where 
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only one item remained and following the rule proposed by Diamantopoulos et al. (2012), a 

construct with a single-item measure should not be considered with sample sizes higher than 

50. Thus, “Competitive Style” was deleted from the model. We followed the same approach 

regarding construct “Conservative style”, which also led to the elimination of  the construct. 

In the remaining latent variables, the items “PTS6” and “PTS7” from the “Participative Style” 

and the items “INVS2”, “INVS4”, “INVS5” e “INVS6” from the “Innovative style” were 

also deleted from the model because the respective loadings were below the 0.40 mark. In 

the case of  loadings between 0.4 and 0.7, only the “INSV6” and “PTS5” are between the 

range. However, the item only needs to be removed if  it causes an increase in CR and/or 

AVE beyond the required minimum (Hair Jr et al., 2021). Moreover, in social science is 

frequently researchers obtain weaker outer loadings (Hulland, 1999) and in our case these 

values are very near the 0.7 mark. Having this in mind, it is appropriate to retain the items. 

After all this changes, Table 17 was created to evaluate whether the model is valid and 

reliable. 

In what concerns the internal consistency reliability, all the constructs fulfill the 

composite reliability (CR) requirements. We will only analyze the CR because as stated by 

Hair Jr et al. (2021) Cronbach's alpha (CA) is a less accurate reliability indicator. 

 The convergent validity of  each construct measure is the focus of  the next stage of  

the reflective measurement model evaluation. Looking to AVE (average variance extracted), 

we can say that, on average, all the construct explains more than half  of  the variance of  its 

indicators, meeting the criteria present by the authors (Bagozzi & Yi, 1988; Fornell & Larcker, 

1981). Having all of  this into consideration, we prove that the model is valid and reliable. 

Finally, The HTMT ratio is tested for determining the discriminant validity. As we have 

seen, there is a lack of  discriminant validity when the HTMT values are greater than 0.9,  if  

constructs are conceptually very similar, and 0.85 when constructs are conceptually more 

distinct (Henseler et al., 2015). We use bootstrapping with 10000 sub-sampls, as suggested 

by Hair Jr et al., (2021), to obtain the confidence intervals, and the results can be seen in 

Table 18. Following Ullah et al. (2020), we can infer that the constructs are distinct from one 

another, since the value 1 is absent from the bootstrapped HTMT's confidence intervals and 

the HTMT values are not greater than 0,85 (see Table 18 and Appendix 5).   
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Consistency 
Reliability 

Convergent Validity 

 CA CR AVE Outer Loadings  

              Criteria 
Constructs 

≥0.60 in exploratory research 
< 0,95  ≥0.5 ≥0.7 

PTS 0.825 0.876 0.588 

PTS1 0.79 

PTS2 0.77 

PTS3 0.84 

PTS4 0.76 

PTS5 0.66* 

INVS 0.481* 0.782 0.647 
INVS1 0.91 

INVS3 0.68* 

PT 0.823 0.880 0.712 

PT1 0.90 

PT2 0.75 

PT3 0.87 

OT 0.805 0.864 0.559 

OT1 0.74 

OT2 0.72 

OT3 0.74 

OT4 0.81 

OT5 0.74 

BT 0.883 0.914 0.681 

BT1 0.83 

BT2 0.85 

BT3 0.85 

BT4 0.77 

BT5 0.82 

LT 0.809 0.912 0.839 
LT1 0.93 

LT2 0.90 

MNGS 0.570* 0.823 0.699   

TSE 0.840 0.891 0.673   

 

 

 

Table 17: Measurement model Validation 

Where CA: Cronbach’s Alpha; CR: Composite reliability; AVE Average Variance Extracted 

Criteria based on the rules of  thumb suggested by Hair Jr et al. (2021)  

*Did not achieve the criteria proposed by the authors. 
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4.4. Structural model 

After removing constructs and items that failed to meet the validity and reliability 

criteria, the structural model was re-estimated using the remaining constructs and items. In 

this this final stage of  analysis, the hypothesized relationship between Management Styles 

and Tensions was evaluated. The structural model is evaluated in what concerns its 

explanatory power. For that matter, the coefficient of  determination (R²) of  endogenous 

constructs is calculated (see Figure 3). The R² associated to the structural path is 0,058 and, 

thus the explanatory power is low. However, R² should always be interpreted relative to the 

context of  the study and we should also be aware that R² is a function of  the number of  

predictor constructs – the greater the number of  predictor constructs, the higher the R² 

(Hair Jr et al., 2021). 

The next step is to present the model and test the hypotheses. Bootstrapping is used 

to estimate the model, using 10000 sub-samples. Figure 3 illustrates the results.  

The effect of  Management Styles on Tensions is illustrated in Table 19. When looking 

at the estimated coefficient, it is clear that is indicating a negative relationship between 

Management styles and Tensions. 

 

 PTS INVS BT LT OT 

 Original 
Est. 

Confidence 
Interval (95%) 

Original 
Est. 

Confidence 
Interval (95%) 

Original 
Est. 

Confidence 
Interval (95%) 

Original 
Est. 

Confidence 
Interval (95%) 

Original 
Est. 

Confidence 
Interval (95%) 

PTS                   
  

INVS 0.665 [0.529; 0.811]         

BT 0.259 [0.151; 0.376] 0.244 [0.103; 0.415]       

LT 0.176 [0.074; 0.303] 0.235 [0.079; 0.412] 0.752 [0.673; 0.822]     

OT 0.216 [0.128; 0.334] 0.262 [0.150; 0.456] 0.773 [0.678; 0.851] 0.754 [0.665; 0.836]   

PT 0.094 [0.067; 0.220] 0.146 [0.078; 0.316] 0.552 [0.458; 0.639] 0.627 [0.526; 0.718] 0.681 [0.594; 0.761] 

 
Table 18: Bootstrapped HTMT values and confidence intervals 
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Table 19: Results from the Bootstrapping Structural Model 

The findings support the hypotheses (H1-1 and H1-2). In fact, the relationship 

between management styles and tensions is statistically significant and negative (confidence 

interval only contains negative values). Therefore, we can conclude that the management 

style negatively impacts the tensions in social enterprises, which means that, if  we adopt a 

more participative and/or innovative style, tensions in social enterprises will tend to be lower. 

 

  

Management 
Styles 

Participative 
Style 

  

Innovative 
Style 

Tensions in 
SE 

Performing 
Tensions 

  

Organizing 
Tensions 

  

Belonging 

Tensions 

Learning 
Tensions 

  

PTS1 

PTS2 

PTS3 

PTS4 

PTS5 

INVS1 

INVS3 

PT1 

PT2 

PT3 

OT1 

OT2 

OT3 

OT4 

OT5 

LT1 

LT2 

BT1 

BT2 

BT3 

BT4 

BT5 

r
2 
= 0.058  

-0.241*** 

0.851*** 

0.821*** 

0.659*** 

0.843*** 

0.792*** 

0.908*** 

0.685*** 

0.828*** 

0.873*** 

0.873*** 

0.695*** 

0.738*** 

0.741*** 

0.735*** 

0.831*** 

0.854*** 

0.817*** 

0.927*** 

0.905*** 

0.873*** 

0.753*** 

0.897*** 

Figure 3: Final PLS-SEM Model 

*** Significant at: p < 0.05 

Hypotheses 
Original path 
coefficients 

Mean 
bootstrapping 

Standard Error 
Confidence 

Interval 95% 

MNGS -> TSE -0.241 -0.265 0.047 [-0.359; -0.181] 
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4.5. Discussion of Results  

The findings of this study give useful academic and management insights. We put social 

enterprise in the spotlight, examine their management style and analyze the effects on the 

tensions that characterizes this type of organizations. 

The first results are presented in the descriptive analysis of the sample, where we can 

see that almost 60% of our population are female. Data from Pordata of 20214, show us that 

in terms of active population in Portugal 49% are woman and 51% are man, and when we 

are talking about managerial positions only 27%5 are female. So, it is interesting seeing that 

in case of social enterprises, in our sample, females are the ones most in charge. Could be 

curious to study what are the reasons that could explain this disparity or even if this disparity 

is confirmed in a different sample. 

Still in the descriptive analysis, we can infer that the innovative style was the one that 

most managers identify with, which is in line with previous research that stated that in social 

enterprises, creative and innovative management styles are required in order to face the 

constant challenges and tensions that could occur (Gidron, 2014; Kerlin, 2006; Yaari et al., 

2020). In terms of tensions, we can notice that the performing tensions presented the highest 

mean which is also consistent with prior research (Battilana & Lee, 2014; Nielsen et al., 2019; 

Smith et al., 2013). As a matter of fact, evaluating the overall performance of the social 

enterprise and the risk of mission drifting is something that is very present in the day-to-day 

reality of a social enterprise. 

While testing the hypotheses, we found that the adaptations we made to Ramos et al. 

(2016) questionnaire to assess management styles were adequate, but might be improved. In 

fact, we had to reduce the number of constructs to two in order to fulfill the model's validity 

criteria. One probable reason for this, in our opinion, is that the questionnaire may not be 

the ideal fit for the realities of social enterprises. On the other hand, the questionnaire that 

was built to evaluate the tensions in SE based specially in (Smith et al., 2013), met all model’s 

validity criteria. 

In terms of the hypotheses (H1), the results are consistent with the authors' claims that 

 
4 https://www.pordata.pt/Portugal/Popula%C3%A7%C3%A3o+activa+total+e+por+sexo-28 
5 https://eco.sapo.pt/2022/03/08/mulheres-representam-menos-de-um-terco-dos-cargos-mais-altos-das-
empresas/ 
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social entrepreneurs play a critical role in easing tensions in SE (Cornforth, 2014; Yaari et al., 

2020, Smith et al., 2012; Tracey & Phillips, 2007). The main finding is that management style 

has a negative impact on tensions in social enterprises, in other words, if you embrace a 

participative management style that focuses on human relations and/or in creative and 

innovative style, tensions in social enterprises will tend to be lower. This study innovates 

because, according to our best knowledge, it is the first one that combine the concepts of 

social enterprises, management styles and tensions in quantitative research. 
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5. Conclusion  

Despite of the increasing research in the last decades, the concept of social enterprises still 

needs a clear definition in Portugal, it is a path that has already begun, but it is still very long. 

We live in a globalize world which is constantly changing with humanitarian crises in every 

corner, and we, as a society, need to give importance and incentives for this kind of 

organizations to thrive. We are seeing a shift in the role of the state in the global economy, 

governments are not enough to help the ones most in need. If we want a more equitable and 

fairer society, with less poverty, less hungry and more wellbeing, we have to put our attention 

in social enterprises. This was the first mission of this study, put social enterprise in the 

spotlight, examine their management style and analyze the effects on the tensions that 

characterizes this type of organizations.  The results suggested that when managers adopt a 

more participative and/or innovative management style, tensions in social enterprises will 

tend to be lower. However, there is still lack of understanding on the concepts and we hope 

that with our results, obtained from a relatively large sample, we can boost the research on 

social enterprises in Portugal.  

This study offers insightful information on the relative value of management styles in 

social organizations, particularly with regard to easing the tensions that are typical associated 

to social businesses. Therefore, this research has a number of practical implications for 

managers of social enterprises.  

It has been shown that adopting a management style that promotes collaborative 

decision-making is crucial in social enterprises. Managers should build an environment focus 

on relations where the decisions are usually based on group discussions. This study also 

shows that being innovative and having the mindset of being constantly thinking of better 

ways of doing things could lead to alleviating tensions. Additionally, this research has built a 

framework that could help managers to figure out what tensions their organizations are 

facing. Being aware of these tensions will help managers to be better prepared to deal with 

them and take full advantage of their management style. 

The study of management styles has been done in some industries but having a large 

sample of social enterprises as the main object is something that, up to our best knowledge, 

has never been made. We developed a theoretical framework that studies management styles, 

social enterprises, and their tensions by combining two distinct methodologies: qualitative 

and quantitative. This enables academics to better understand the phenomenon and gives 
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them a conceptual framework on which to base their future work.  

Additionally, contributing to the literature on tensions in social enterprise, 

complementing the theory proposed by (Smith et al., 2013) and inspired by Civera et al. 

(2020), this research has developing a questionnaire which proved to be valid that could be 

used in the future. In fact, could be interesting to conduct surveys on several countries with 

various socioeconomic situations in order to advance the understanding in this field. 

This study has a few limitations to be aware of. The legal status of social enterprise 

doesn’t exist in Portugal, so we relied on the assumption that managers knew whether the 

organization they represent qualified for the scope of this study, based on the definition we 

gave to them. Furthermore, despite our best attempts, some responders could not be the 

organization's management, suggesting that some may be unfamiliar with the SE's general 

tensions. Then, the research findings were based on subjective opinions of the participants. 

It could be interesting to include the viewpoints of other stakeholders to this analysis, the 

beneficiaries, or the employees for example. 

Likewise, this study conducted four interviews with four managers who play key roles 

in Portugal's social economy. The goal was to evaluate the relevance of the study and the 

importance of certain topics and variables to help the construction of the questionnaire. In 

this phase, however, some important directions for future investigation in this research field 

arise: How can social enterprises attract and keep people since the for-profit companies have 

much more bargain power? How can social enterprises grow sustainably? Do Lean practices 

make sense in social enterprises? Should social enterprises be for-profit organizations? 

It is no surprise that philanthropy’s reasons are normally associated with social 

enterprises, however without money and financial sustainability they can’t prosper, and 

consequently, the social impact created will not last. We, as a society, need to be aware of the 

importance of social enterprises and incentivize the government, the private sector and even 

our children to be part of the movement. We hope this study will give the motivation to do 

it, because something is certain, love doesn’t pay the bills! We need social enterprises in our 

society, now and specially tomorrow, it is up to all of us to make that happen. 
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Appendix 

Appendix 1 - Interview script (Portuguese version) 

Parte 1 | Empresa: questões para perceber melhor a empresa como um todo. 

1. Qual é a principal missão da organização? 

2. Qual é o seu papel dentro da organização? 

3. O que o levou a trabalhar nesta empresa? 

4. Qual é o modelo de negócio da empresa? Como funciona? 

5. A forma jurídica de “empresa social” ainda não se encontra estabelecida em 

Portugal, contudo acredita que o (nome da SE) pode ser considerada uma empresa 

social? 

Follow up: Para si o que é uma empresa social? 

Parte 2 | Estilos de Gestão: questões para perceber o estilo de gestão do entrevistado. 

1. Qual é a sua filosofia de gestão, como é que gere pessoas? 

2. Como é que estipula os objetivos e como é que garante que estes são cumpridos?  

3. Como é que diria que toma decisões?  

a. Fala com os outros ou toma decisões por si mesmo?  

b. É frequente tomar decisões em grupo?  

c. Toma por norma decisões intuitivas ou procura factos para basear as suas 

decisões?  

4. Incentiva a participação da sua equipa na formulação e implementação da estratégia 

competitiva da empresa?  

5. Pode partilhar um exemplo onde teve que tomar uma decisão difícil?  

6. Como é que delega trabalho para sua equipa?  

7. Como é que lida com situações de pressão ou stressantes?  

8. Como é que lida com o risco e com a incerteza? 

9. Quanto é que a sua equipa sabe sobre si e quanto a Joana sabe sobre eles?  

10. Quais são seus objetivos para os próximos cinco a dez anos?  

11. Como é que define seu estilo de gestão?  
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Parte 3 | Tensões: questões para perceber melhor as tensões vividas dentro da organização. 

1. Quais as tensões que enfrentou para conseguir simultaneamente acalçar a missão 

social, mas ao mesmo tempo garantir a sustentabilidade económica?  

2. Como é que geriu essas tensões?  

3. Já experimentou tensões ao identificar o sucesso/performance da organização: 

objetivos e métricas?  

Follow up: Como definir o sucesso em metas divergentes e contraditórias?  

4. Na sua opinião, quanto é que as organizações devem diferenciar versus integrar a 

missão social e a missão comercial? 

5. Relativamente ao processo de contratação, quais são os critérios para contratar a 

pessoa ideal? 

Follow up: É importante ter uma pessoa que tenha tido já experiência em 

organizações sociais ou com mais habilitações técnicas de negócio? 

6. As empresas sociais são caracterizadas por terem vários stakeholders. Como acha 

que as organizações podem gerir as expectativas divergentes desses grupos? 

(Funcionários vs beneficiários vs investidores vs estado) 

7. Com o crescimento da organização, foi desafiante manter a missão social da 

empresa?  

Follow up: Com esse crescimento sente que o seu modo de gestão mudou? Sente 

que houve outros fatores que tiveram um papel?  

8. Acha que o seu estilo de gestão influencia a maneira como lida com esses 

conflitos/tensões?  
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Appendix 2 – Questionnaire (Portuguese version) 
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Appendix 3 – Tensions in Social Enterprise 

Adapted from Civera et al. (2020) 

      Authors 
Item 

Code 
Question 

P
e
rf

o
rm

in
g

 t
en

si
o

n
s 

Goals/Mission 

I feel tension when evaluating the organization's overall 

performance when I have to ensure that the 

organization's mission is accomplished despite multiple 

goals being achieved. 

Battilana & Dorado, 2010; 

Doherty et al., 2014; 

Pache & Santos, 2013; 

PT1 28 

I feel tension when evaluating the organization's overall 

performance when I have to sacrifice social impact for 

economic value. 

Doherty et al., 2014; PT2 29 

Metrics 

I feel tensions when evaluating the organization's 

overall performance when I combine quantitative 

metrics (eg financial results) with qualitative metrics (eg 

beneficiary satisfaction, motivation of volunteers, ...). 

Ebrahim et al., 2014; 

Smith et al., 2013 

PT3 30 
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O
rg

a
n

iz
in

g
 t

e
n

si
o

n
s 

Legal status 
I feel internal tensions in the organization when 

choosing which legal form to adopt 

Ebrahim et al., 2014 

Pache & Santos, 2013; 

OT1 31 

Workforce Composition 

I feel internal tensions in the organization when 

managing the motivation and salaries/rewards of 

employees and volunteers. 

Battilana & Dorado, 2010; 

Battilana & Lee, 2014; 

Cornforth, 2014; 

Doherty et al., 2014; 

Pache & Santos, 2013; 

OT2 32 

I feel internal tensions in the organization by attracting 

and retaining volunteers with appropriate skills. 
OT3 33 

Governance 

I feel internal tensions within the organization in the 

process of selecting board members to provide a 

balance between social and commercial experience. 

Battilana & Lee, 2014; 

Cornforth, 2014; 

Pache & Santos, 2013; 

OT4 34 

Organizational culture 

and activities 

I feel internal tensions in the organization when 

integrating social and commercial activities versus 

differentiating social and commercial activities. 

Battilana & Lee, 2014; 

Pache & Santos, 2013; 

OT5 35 

B
e
lo

n
g

in
g

 t
e
n

si
o

n
s 

Ownership 

I feel identity tensions between different groups in the 

organization when choosing between mission guardians 

or capital holders. 

Pache & Santos, 2013; BT1 36 

Brand strategy 
I feel identity tensions between different groups in the 

organization when defining branding strategy. 

Pache & Santos, 2013; 

Smith & Lewis., 2011 

BT2 37 
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Target population 

I feel identity tensions between different groups in the 

organization when deciding whether to focus on 

beneficiaries or customers. 

Battilana & Dorado, 2010; BT3 38 

Mobilization of  financial 

resources 

I feel identity tensions between different groups in the 

organization in mobilizing financial resources. 
Doherty et al., 2014; BT4 39 

Inter-organizational 

relationships 

I feel identity tensions between different groups in the 

organization when choosing our inter-organizational 

partners: non-profits versus business partners. 

Battilana & Lee, 2014; BT5 40 

L
e
a
rn

in
g

 t
en

si
o

n
s 

Strategies for localization 

I feel tensions with the organization's growth when 

choosing between local commitment versus broader 

expansion. 

Foreman & Whetten, 2002; LT1 41 

Outcomes horizon 

I feel tensions with organization growth because 

financial results can be easily measured in the short 

term, while social mission results often require a long 

time horizon to measure. 

Smith & Lewis., 2011 

Smith et al., 2013 

LT2 42 
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Appendix 4 – Descriptive Analysis 

• Management Styles adapted from Ramos et al. (2016) 
 

Item  
Code 

Question 
number 

Question Mean  SD  Min.  Max.  Mode. 

CPS1 1 When working I always prioritized the results. 3,83 0,88 5 1 4 

CPS2 2 
I am extremely satisfied when I get the expected results, regardless the 
circumstances. 

3,81 0,99 5 1 4 

CPS3 3 My focus is always on the conclusion of the activities. 4,04 0,83 5 1 4 

CPS4 4 I try to develop practical and objective actions.  4,36 0,68 5 1 4 

INVS1 5 I believe the mission will be completed despite the obstacles.  4,38 0,71 5 1 5 

PTS1 6 I listen the work team information. 4,54 0,58 5 2 5 

PTS2 7  I encourage the collaboration of team members.  4,60 0,56 5 2 5 

PTS3 8 I am open to listen the staff concerns.  4,46 0,60 5 2 5 
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PTS4 9  I am looking for a good relationship with the members of the team.  4,71 0,50 5 2 5 

PTS5 10 I usually reconsider my point of view. 4,33 0,65 5 2 4 

CPS5 11 I dedicate myself to the conclusion of the activities. 4,48 0,64 5 2 5 

CPS6 12 I follow the activities delegated by me.  4,10 0,72 5 1 4 

INVS2 13 I take the initiative.  4,36 0,60 5 3 4 

INVS3 14 I'm always looking for a better way to perform an activity. 4,66 0,51 5 3 5 

INVS4 15 External factors can have influence in my way of managing tasks.  3,62 0,82 5 1 4 

CPS7 16 
 I'm sure that the mission will be completed and that my decision was 
the right one.  

3,65 0,67 5 2 4 

CPS8 17 I'm confident and I have no doubt about my decisions. 2,89 0,82 5 1 3 

CSS1 18 
 I usually look forward the changes in the environment to take some 
initiative.  

2,89 0,73 5 1 3 

CSS2 19 I'm often surprised by the changes in the environment. 3,95 0,72 5 1 4 
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CSS3 20 I always try to analyze the external factors to make any decision.  3,75 0,65 5 2 4 

CSS4 21 I usually do not modify my management style. 3,39 1,13 5 1 4 

CSS5 22 I seek internal guidelines. 4,20 0,64 5 2 4 

CSS6 23 
I always follow the internal rules of the company, even though I believe 
they are not suitable.  

3,39 1,16 5 1 4 

PTS6 24 I always try to take my actions in order to make good relations. 4,58 0,63 5 2 5 

INVS5 25 It is important to be flexible to manage projects 4,72 0,53 5 2 5 

INVS6 26 I seek to see the big picture.  4,72 0,49 5 2 5 

PTS7 27 I seek to manage with the customer’ ideas.  4,40 0,67 5 2 5 
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• Tensions in Social Enterprise 

Item  
Code 

Question 
number 

Question Mean  SD  Min. Max. Mode. 

PT1 28 
I feel tension when evaluating the organization's overall performance 
when I have to ensure that the organization's mission is accomplished 
despite multiple goals being achieved. 

3,33 0,91 5 1 4 

PT2 29 
I feel tension when evaluating the organization's overall performance 
when I have to sacrifice social impact for economic value. 

3,37 1,08 5 1 4 

PT3 30 

I feel tensions when evaluating the organization's overall performance 
when I combine quantitative metrics (eg financial results) with 
qualitative metrics (eg beneficiary satisfaction, motivation of 
volunteers, ...). 

3,40 1,03 5 1 4 

OT1 31 
I feel internal tensions in the organization when choosing which legal 
form to adopt 

2,56 1,02 5 1 2 

OT2 32 
I feel internal tensions in the organization when managing the 
motivation and salaries/rewards of employees and volunteers. 

3,13 1,10 5 1 3 

OT3 33 
I feel internal tensions in the organization by attracting and retaining 
volunteers with appropriate skills. 

2,86 1,07 5 1 3 

OT4 34 
I feel internal tensions within the organization in the process of 
selecting board members to provide a balance between social and 
commercial experience. 

2,93 1,16 5 1 3 

OT5 35 
I feel internal tensions in the organization when integrating social and 
commercial activities versus differentiating social and commercial 
activities. 

2,98 1,03 5 1 3 

BT1 36 
I feel identity tensions between different groups in the organization 
when choosing between mission guardians or capital holders. 

2,47 1,08 5 1 3 
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BT2 37 
I feel identity tensions between different groups in the organization 
when defining branding strategy. 

2,58 1,00 5 1 3 

BT3 38 
I feel identity tensions between different groups in the organization 
when deciding whether to focus on beneficiaries or customers. 

2,46 1,10 5 1 2 

BT4 39 
I feel identity tensions between different groups in the organization in 
mobilizing financial resources. 

2,99 1,07 5 1 3 

BT5 40 
I feel identity tensions between different groups in the organization 
when choosing our inter-organizational partners: non-profits versus 
business partners. 

2,61 1,04 5 1 2 

LT1 41 
I feel tensions with the organization's growth when choosing between 
local commitment versus broader expansion. 

2,84 1,07 5 1 3 

LT2 42 
I feel tensions with organization growth because financial results can 
be easily measured in the short term, while social mission results 
often require a long time horizon to measure. 

3,10 1,10 5 1 3 
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Appendix 5 –Heterotrait-monotrait ratio (HTMT) 

 

 

 
Original 

path 
coefficients 

Mean from 
bootstrapping 

Standard 
Error 

Confidence  
Interval (95%) 

MNGS -> TSE 0.334 0.365 0.072 [0.233; 0.509] 

MNGS -> BT 0.330 0.345 0.076 [0.199; 0.493] 

MNGS -> LT 0.263 0.277 0.080 [0.124; 0.433] 

MNGS -> OT 0.320 0.337 0.076 [0.198; 0.485] 

MNGS -> PT 0.150 0.176 0.066 [0.070; 0.322] 

TSE -> PTS 0.227 0.244 0.055 [0.143; 0.357] 

TSE -> INVS 0.283 0.301 0.081 [0.147; 0.467] 

PTS -> INVS 0.665 0.669 0.072 [0.529; 0.811] 

PTS -> BT 0.259 0.261 0.058 [0.151; 0.376] 

PTS -> LT 0.176 0.180 0.061 [0.074; 0.303] 

PTS -> OT 0.216 0.223 0.053 [0.128; 0.334] 

PTS -> PT 0.094 0.124 0.040 [0.067; 0.220] 

INVS -> BT 0.244 0.250 0.081 [0.103; 0.415] 

INVS -> LT 0.235 0.239 0.087 [0.079; 0.412] 

INVS -> OT 0.262 0.286 0.079 [0.150; 0.456] 

INVS -> PT 0.146 0.177 0.062 [0.078; 0.316] 

BT -> LT 0.752 0.751 0.038 [0.673; 0.822] 

BT -> OT 0.773 0.772 0.044 [0.678; 0.851] 

BT -> PT 0.552 0.551 0.047 [0.458; 0.639] 

LT -> OT 0.754 0.754 0.044 [0.665; 0.836] 

LT -> PT 0.627 0.626 0.049 [0.526; 0.718] 

OT -> PT 0.681 0.681 0.043 [0.594; 0.761] 


