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Abstract: This paper argues for the emotional embeddedness of the entrepreneurial act as a moderator of its social embeddedness. Building on the theoretical grounds of the sociology of emotions, we propose the study of entrepreneurial affect as an element of the social-emotional interaction between the entrepreneur and others influenced by the entrepreneurial process. The empirical context of corporate entrepreneurship is used to illustrate how the emotion cycle around the entrepreneurial act, involving the emotions of corporate entrepreneurs and others, indicates the emotional embeddedness of the latter. The emergence of envy towards members of two venturing programs is used to exemplify low levels of emotional and consequently social embeddedness.
Introduction
This paper argues for the emotional embeddedness of the entrepreneurial act in its social context. The entrepreneurship literature so far has focused on the intrapersonal emotions of the entrepreneur and how they affect the entrepreneurial process (i.e. Baron, 2009; Cardon et al., 2005; 2009; Goss, 2005; Shepherd, 2003; 2009; Shepherd, Covin & Kuratko, 2009). We extend this “within-person” view on the role of emotions in the entrepreneurial act to involve the emotions of others. We argue that emotions resulting from and influenced by the interaction between entrepreneurs and non-entrepreneurs in a given social context affect the entrepreneurial process and its outcomes. Bandelj (2009) defines this dimension of embeddedness as emotional. We propose that the level of emotional embeddedness of the entrepreneurial act moderates its level of social embeddedness and the social perceptions created around it.
The social embeddedness of the entrepreneurial act is important in the corporate entrepreneurship context as part of its contagion, institutionalization (Venkataraman et al., 1992) and rationalization (Burgeleman, 1983) in the corporate environment. Entrepreneurial programs lacking sufficient levels of social embeddedness fail to survive in the corporate context (Marx & Lechner, 2005). We draw inferences from this context to gain understanding in the reciprocal influence of emotions (Barsade, Brief & Spataro, 2003) on the entrepreneurial act. We propose that the enactment of entrepreneurial behavior by entrepreneurs can shape the emotions of other people in the same social setting, who in turn develop and display emotions toward the entrepreneurs, and thereby shaping the behavior of the latter. Further, we suggest that the emotions of others may also shape the behavior, emotions and actions of third parties, who observe the dyadic emotional exchange and display between the entrepreneurs and the non-entrepreneurs. We propose that these emotional exchanges, and the type of emotions involved (positive /negative) determine the level of emotional embeddedness the entrepreneurial act can achieve, which in turn influences its level of social embeddedness. The paper draws its theoretical grounds from the emotional influences ( Hareli & Rafaeli, 2008), and the sociology of emotions (Kemper, 2000; Lawler, et al. 2000) literature.
Involving the emotions of others in understanding the entrepreneurial act implies the presence of social emotions. In order to illustrate the paper’s proposition, we use the case of envy; a social emotion by nature, which presupposes social interaction and comparison between the envier and the envied. Envy, a prevalent emotion largely overlooked in organizational research (Patient, Lawrence, & Maitlis, 2003), has received significant attention by sociologists and economists. In corporate entrepreneurship literature, Walton (1975) and Kanter and Richardson (1991) provide anecdotal evidences of the emergence of envy toward entrepreneurial programs, but little is known about how envy impacts the entrepreneurial process (Choi, 1993). Turning our attention to envy will allow for a more detailed understanding of its impact on the contagion and institutionalization (Venkataraman, et al., 1992) of venturing programs. Envy is experienced as an outcome of a negative upwards social comparison with a relevant other (Salovey & Rodin, 1984). We envy the performance of those relevant to us, when we assess our performance to be inferior to theirs. There is semantic difference between jealousy and envy. Jealousy is triggered on the grounds of the belief or suspicion that a desired relationship is in danger of being lost, while envy is triggered by the desire for another’s possessions (Smith &, Kim, 2007). Longing is also different from envy as it focuses “on the thing itself that one would like to possess, rather than on the person possessing it” (Smith & Kim, 2007: 47).
The occurrence of envy in organizational settings is likely, considering the competitive nature of social interactions in the workplace; either through the promotions and remuneration systems employed by organizations (Adams, 1963), or through intangible rewards, such as recognition of an employee’s performance by the supervisor in front of the rest of the team (Leventhal, 1976). We approach the emergence of envy towards members of a corporate entrepreneurship activity as an indicator of low levels of emotional embeddedness of the latter in the organizational context. In turn, we approach the absence of envy toward the members of a corporate entrepreneurial activity as an indicator of high levels of emotional embeddedness.
We gain understanding from the empirical setting of two venturing programs, which achieved different levels of embeddedness within their corporate context. The paper starts by arguing for the emotional embeddedness of corporate entrepreneurship activities as a moderator of their social embeddedness. The empirical part of the paper serves to illustrate how in the case of high levels of envy (low levels of emotional embeddedness) towards members of a venturing program, the social embeddedness of the venturing program was low, while in the case of low levels of envy (high levels of emotional embeddedness) the program achieved higher levels of embeddedness. Appropriate propositions are developed. The paper concludes with a discussion on the analytical importance of considering the emotions of others toward the entrepreneurial act in studying the entrepreneurial phenomena, and its implications for theory and practice.
the emotional embeddeness of corporate entrepreneurship
Corporate entrepreneurship as a socially embedded behavior
Sharma and Chrisman (1999)’s definition of corporate entrepreneurship, as the set of actions and behaviors through which organizational members create a new organization and instigate renewal or innovation within an organization, implies that the enactment of corporate entrepreneurship is a social process, embedded in a wider set of interactions within the organization. The corporate entrepreneurship practice requires the corporate entrepreneurs[footnoteRef:1] to socially interact with other organizational members, who do not necessarily share the same enthusiasm in or have the same understanding of entrepreneurial activities. Van de Ven and Engleman (2004) argue that the legitimization process of corporate entrepreneurship within a corporation has both cognitive and socio-political dimensions. Middle managers through their negotiation and political behavior affect their entrepreneurial ventures. In Burgelman’s (1983; 1985) work, middle managers have a critical role in negotiating with the existing structural context and its members, attempting to delineate the strategic contexts of the new ventures. Marx and Lechner (2005) propose that the social context (formal and informal social relationships) affects the survivability rates of strategic initiatives. Any corporate entrepreneurial process is highly dependent on other organizational members and groups, in gaining legitimacy and access to resources (i.e. access to intellectual property, access to internal champions, and finances), and in achieving a level of integration and embeddedness within the organization.  [1:  We use the term “corporate entrepreneurs” as equivalent to the “middle managers” construct used by Kuratko et al. (2005) and Burgelman (1985). They are organizational members, who individually or collectively, enact on entrepreneurial opportunities on the behalf of the parent organization.] 

On the other hand, the complexity of the division of labor (Hage, 1999: 612) in an organization provides a representation of how organizational knowledge is “packaged”. Specialization, functional differentiation (Damanpour, 1991), professionalism, and job complexity Zammuto & O’Connor, 1992) categorize organizational members and groups broadly into those directly involved in entrepreneurial activities and those who are not involved, but influenced by them. Such a categorization implies the existence of dyadic interactions among the entrepreneurs and the non-entrepreneurs. 
Adopting a Granovetterian view, the quality of the interaction between those involved directly in the entrepreneurial activities of an organization and those influenced by the entrepreneurial activities is proposed to affect the embeddedness of the entrepreneurial activities within an organization. Granovetter (1992: 33) refers to embeddedness as “the fact that economic action and outcomes, like all social action and outcomes, are affected by actors' dyadic (pairwise) relations and by the structure of the overall network of relations. As a shorthand, I will refer to these as the relational and the structural aspects of embeddedness”. Marx and Lechner (2005) include the cognitive and positional dimensions of embeddedness to conceptualize the social context[footnoteRef:2]. In recent developments in the corporate entrepreneurship literature, the cognitive dimension of the interaction between corporate entrepreneurs and others has been proposed (Corbett & Hmieleski, 2007). We propose a shift of attention to its emotional dimension.  [2:  “Positional embeddedness refers to the position a particular unit occupies in the network, independent of the characteristics of its partner (Gulati & Gargiulo, 1999) … cognitive embeddedness refers to similarity in the mental representations, interpretations, mental models, and worldviews shared by the focal group with the other actors in an organization (Nahapier & Ghosal, 1998)” Marx and Lechner (2005: 138)] 

Entrepreneurial affect at the interpersonal and intergroup levels of analysis
Reviewing the attention affect and emotions have received by entrepreneurship scholars, it can be argued that there is a predominant focus on entrepreneurial affect at the intrapersonal level (e.g. Baron, 1999; 2009; Cardon et al., 2005, 2009; Shepherd et al., 2009; Shepherd, 2003; 2009). However, emotions have a powerful social influence, and entrepreneurial affect is no different in this matter. Baron and Markman (2003) suggest the role emotional intelligence plays in constructing the social competence of entrepreneurs in acquiring resources. Brundin et al., (2008) outline the role of positive emotional contagion from the top management in encouraging the involvement of middle and lower level management in corporate entrepreneurial activities. 
These studies highlight the social dimension of the emotions developed by or displayed toward the entrepreneurs when interacting with others at a given social setting. Instead of focusing solely on the emotions corporate entrepreneurs experience (Shepherd et al., 2009) and the emotions top management displays towards them (Brundin, et al., 2008), we propose the shift of attention to the exchange of emotions between another dyad; the corporate entrepreneurs and other organizational members, who are at the same hierarchical level as the corporate entrepreneurs, and who are not involved in the entrepreneurial activities of the parent organization but are affected by them. The dyadic interaction between entrepreneurs and other organizational members may be modeled at the interpersonal level (Individuals A and B) and at the intergroup level (Organizational Groups A and B). Individuals organized in groups may also conduct entrepreneurial activities on the behalf of the organization (Sharma & Chrisman, 1999).
Elfenbein (2007) provides a detailed review of the interpersonal emotional process and how the emotions of others are recognized by the self and influence our behavior and cognition. In the corporate entrepreneurship context the emotional displays of other organizational members toward the entrepreneurs are expected to influence the behavior, cognition and emotions of the latter. George (1990) argues for emotions at the intragroup level of analysis as an aggregation of the group members’ self-reports of emotions. Barsade and Gibson (1998) and Bartel and Saavedra (2000) have argued for group affect as a collective property shaped by group features, assuming that progressively group members tend to develop homogeneity with regards to the emotions they develop and express within the group boundaries. At the intergroup level, we expect that the emotional exchanges among a corporate entrepreneurship unit and other organizational units, under the assumption of high levels of group membership and identification (Mackie et al., 2000), to influence the entrepreneurial process.
Emotional cycles and emotional embeddedness
The notion of emotions as social entities is longstanding in the sociology of emotions literature (Kemper, 2000; Lawler, et al. 2000). Emotions exert influence on social interactions and are social events themselves, as they tend to occur in a context of socially shared meanings (Frijda & Mesquita, 1994; Keltner & Haidt, 1999). Emotions are recognized by others and shed light upon the emotional relevance of the environment; they affect interpersonal relationships and evoke responses from others. The social function of emotions has already been studied in organizational settings (e.g. Sutton, 1991; Van Kleef, DeDreu, & Manstead, 2004).
Emotions are portrayed as coordinating means of social interaction and relationships, and as dynamic processes that mediate the individual’s relation to a continually changing social environment (Ketlner & Haidt, 1999). Frijda and Mesquita (1994) suggest viewing emotions from the outset as dynamically changing structured elements in ongoing interchanges, which both influence and are influenced by external events, as well as by the attitudes and actions of other individuals involved. The social environment and cultural context influence emotions (Frijda & Mesquita, 1994). The social environment, by presenting feedback to an individual’s emotions, serves as an emotional regulator and provides emotional meaning to events. The cultural context establishes the focality of certain emotionally significant events, which represent recurrent themes in the social life of the cultural group concerned. 
The existence of emotion cycles is acknowledged by Hareli and Rafaeli (2008), who propose that emotion cycles depend on: a) the nature of the emotion associated with the initial sender of the emotion (agent), b) the extent to which other people notice and react to an emotion associated with the agent, and c) the way the other person is influenced by the agent’s emotion. They suggest three mechanisms through which one’s emotions may spread to multiple people: mimicking of emotion, producing emotion contagion between agent and others; emotion interpretation and reacting to emotion, evoking an emotion conversation between the agent and others; and drawing inferences, which creates an emotion extension into information about an agent presumed by others.
Individuals agree on the themes conveyed by emotions and through observation these themes can be elicited (Tiedens, et al., 2000; Smith & Ellsworth, 1985). Through observation an emotion as expressed by Individual A evokes to Individual B (i.e. the observer of the emotion) an emotional script, which can produce to Individual B an emotion complementary or even diverge to the original emotion. Unfolding this process leads to the emergence of a social emotional conversation among the involved parties. Secondary social sharing is an alternative method to make sense of emotions, where individuals who have become aware of emotional scripts themselves share them with other third parties (Rimé et al., 1998). Either through observation, communication or secondary sharing, the recipient of an evoked emotion receives signals containing information about the sender of the original emotion. The third-party observers use these signals to form an emotional reaction toward the initial emotional episode. These mechanisms provide the analytic basis to move from the intrapersonal to the dyadic (interpersonal/intergroup) level of analysis of the role of emotions in economic action.
Adopting an interactionist stance in viewing the way emotion elicit in the corporate entrepreneurship context, is in alignment with Granovetter’s (1985) argument on the social embeddedness of organizational actors and processes. The behavior and actions of organizational members is highly embedded and interdependent on networks of social interactions. Emotions, as elements of their behavior, are part of this interaction.. The corporate entrepreneurs’ interactional rituals (Collins, 1990) lead to the generation of positive emotional energy (i.e. pride (Goss, 2005), which they disseminate to their immediate organizational context. On the other hand, symbolic interactionists (Mead, 1938; Cooley, 1964) argue that in interactions self and identity are catalysts to emotional arousal. We confirm our view of one’s self through others involved in the interactions (Turner & Stets, 2006). Corporate entrepreneurs confirm their identity and their view of themselves through the emotional reactions of other organizational members. Brundin et al., (2008) imply this relationship, but only how top management’s emotional displays confirm the view the entrepreneurs have about themselves is explored. We propose that other organizational members’ (middle level management) emotions and emotionally driven behaviors toward the corporate entrepreneurs also confirm (or contest) the “feeling of belonging” (Shepherd & Haynie, 2009) corporate entrepreneurs can achieve.
Bandelj (2009) uses the analogy of social embeddedness to propose the “emotional embeddedness” of economic action. She argues that interaction-induced emotions challenge economic processes and their outcomes, as these emotions are generated during the interaction and they cannot be completely controlled or anticipated. As an economic process, the corporate entrepreneurship process is proposed to be emotionally embedded in the set of interactions between the corporate entrepreneurs and other organizational members. The level of emotional embeddedness of an entrepreneurial activity is proposed to influence the level of its social embeddedness in the corporate context. We define low levels of emotional embeddedness the case where strong negative emotions develop between the entrepreneurs and the non-entrepreneurs, resulting in both parties believing that the entrepreneurial act does not belong in the social context. Reversely, we define as high levels of emotional embeddedness the case where strong positive emotions develop between the entrepreneurs and the non-entrepreneurs, resulting in both parties believing that the entrepreneurial act belongs in the social context.
Illustrating the emotional embeddeness of corporate venturing activities: the case of envy
Considering the limited empirical work in emotional cycles and emotional embeddedness and in order to illustrate the paper’s main proposition, we draw observations from the empirical context of the corporate venturing (CV) programs of two multinational corporations (Corporation A and Corporation V[footnoteRef:3]). Both corporations did not have prior experience in venturing, and the initiation of a CV program represented an internal change. We retrospectively studied the two programs during the summer of 2003, and the data revealed the existence of strong negative emotions (envy) from organizational members toward the venturing programs’ members. The two cases were selected for this paper due to their instrumental role (Stake, 2000) in illustrating how the emotions of others may impact internal (the “Aster” venturing program of Corporation A) and external (the “Verde” venturing program of Corporation V) venturing activities[footnoteRef:4]. The analytic focus is on the emotion cycle generated by the emotion of envy around the venturing program’s members, and how this cycle influences the embeddedness of the program in the parent corporation.  [3:  Pseudonymous have been used to secure the anonymity of the corporations and the interviewees. ]  [4:  The “Aster” venturing program was initiated in December 1999 and spun off in May 2003. The “Verde” program was initiated as a formal venturing vehicle in 1997 and spun off in 2001.] 

Data collection
The paper uses data from an extended study on how CV programs are initiated and configured within the parent corporations and how they evolve as organizational entities[footnoteRef:5]. Employing a qualitative methodology to collect primary data allowed for envy to emerge as a construct not being a priori considered (Glaser & Strauss, 1967), and to gain “research access to situations in which strong or negative emotions may arise” (Patient et al., 2003: 1017). Without being prompt, four out of five interviewees in the “Verde” case mentioned the words “envy” or “corporate jealousy”, as a factor influencing the evolution of the program. In the “Aster” program, the two out of four interviewees referred to envy but less frequently in comparison to the “Verde” case[footnoteRef:6]. Once we observed the occurrence envy in their accounts, we incorporated a question about envy in the interview guide. However, the interviewees of the other cases avoided to elaborate on whether envy occurred around the venturing programs, supporting Stein’s (1997) observation that individuals are reluctant to admit that they have experienced envy or that envy exists in their immediate working environment. Table 1 provides an outline of the interviewees’ attributes. [5:  The extended study involved four CV programs and their parent corporation, constituting four case studies. A theoretical sampling technique (Eisenhardt, 1989) was employed to identify the cases combining two types of corporate venturing activities (internal and external) and two types of organizational contexts (pre-existence or absence of entrepreneurship focus) (Miles & Covin, 2002). ]  [6:  James was the first to be interviewed in the “Verde” case. Sara’s interview followed, and then Andrew’s and Colin’s. We interviewed Brian and Martin after we had interviewed Sara.] 

Insert Table 1 round here
For each case of the extended study, we conducted semi-structured interviews with members of the venturing programs (the champions and management staff), with senior corporate managers involved in the configuration of the programs, but not involved in the venturing program and with members of other venturing initiatives. Each interview lasted at least one and a half hour with the longest interview lasting for two hours[footnoteRef:7]. The interview guide of the extended study aimed to explore how the CV programs were initiated, how they were configured in terms of resources, their organizational form and their relationship with the rest of the organization, and how the programs influenced the parent organizations. Semi-structured interviews were chosen to allow sufficient openness to emerging themes (Wengraft, 2001). [7:  Out of the 18 individuals interviewed during the extended study, five individuals preferred a telephone interview due to time and travelling commitments. The rest of the interviews took place at the offices of the individuals or other premises. For the telephone interviews, a brief interview guide was provided prior to the interview (Rubin & Rubin, 2004). All interviews were tape-recorded. Each participant was interviewed individually. Fieldwork notes were kept.] 

	 The primary data used involve stories of and textual references (direct quotations from third parties) to emotional episodes of envy, containing the characters (envier and envied), the circumstances that led to envy, and subsequent interrelated events or actions undertaken by the individuals. Emotional episodes can be used as a natural unit of analysis for understanding human emotions (Parrott, 1991). Secondary data in the form of corporate annual reports and media releases were used to construct the cases and to verify the accuracy of the primary data.
Data analysis
The data were analyzed in two phases. In the first phase, all interviews were transcribed utilizing field notes and secondary data in order to develop case reports (Yin, 1994) for each program, producing a “thick” description of the data (Langley, 1999). The analysis revealed that the interviewees referred to emotional episodes of intergroup envy; non-venturing organizational members assuming a strong group identity paid more attention to collective outcomes in assessing their well-being in comparison to the members of the venturing programs (Brewer & Weber, 1994) resulting in feeling envy towards them. The level of envy as perceived by the envied individuals was calculated by counting the frequency the word “envy” or “jealousy”[footnoteRef:8] occurred in the transcripts of the seven interviews. We also considered the interviewees’ self-evaluation of the significance of envy in the evolution of the venturing program. In the case of the “Aster” program, Brian and Martin assessed the existence of envy as minimal, while in the case of the “Verde” program the words “envy” and “jealousy” were mentioned by all the interviewees (with higher frequency in Sara’s interview), associating it with the emergence of problems for the venturing program. The two cases were ranked to illustrate low (“Aster” program) and high (“Verde” program) levels of perceived envy. [8:  We analytically approached the occurrence of the word “jealousy” in the context of these interviews as equivalent to “corporate jealousy” rather than “personal jealousy”.] 

During this phase the relationship of the interviewees with the episodes of envy was also clarified. The interviewees were a) the receivers of emotional cues and post-emotional behaviors from groups who experienced envy (i.e. the envied members of the venturing programs: Brian, Martin, James, Andrew and Colin), b) those who observed envy emerging in the organizational setting (Sara) and c) those we observed the existence of resentment toward the venturing programs (Chris). Sara’s account is quite influential in the “Verde” case. She was a senior manager (corporate lawyer) involved in designing the governance structure of the CV program. She provides a textured illustration of how envy was expressed by some organizational members and groups, and of their resulting behavior toward the program. In the “Aster” case, Chris, even though he was not a core member of the venturing team, observed the resentment the program received in the first 9 months of its operations due to its popularity. Bartel and Saaveda’s (2000) study, using self-reporting and observers’ account of individuals’ emotional states, methodologically supports the use of observers’ accounts of emotions in natural settings.
In the second phase, second order coding revealed the post-emotional behaviors of the enviers (i.e. resentment, lack of collaborative behavior), the recognition of the envy by the corporate entrepreneurs and their emotional and behavioral reaction (i.e. elitism), and the recognition and interpretation of envy by third-party observers within the organization (i.e. skepticism over the fitness of the venturing program). We carried out this phase in iterative fashion, going back and forth between the data and Hareli and Rafeli’s model of emotion cycles to identify the mechanisms (i.e. development of complementary emotions such as frustration and feeling envied and isolated, interpretation of envy as a threat and as a violation of organizational justice norms, social sharing between enviers and third-party individuals) used by the involved parties in recognizing and sharing emotions. We associated “envy” with specific events (i.e. the introduction of a distinctive remuneration system for the “Verde” program, the media coverage of the “Aster” program by the FT), and relationships (i.e. between the members of the “Verde” program and the members of the technology office in Corporation V). In each case, we tried to identified the episodes of envy, the characters involved (who were the enviers and envied groups), and to unfold the emotional cycle of envy around the programs’ members (extent and length of cycle). We were also cautious in noticing specific conditions which elicited or prevented envy. In the across-cases analysis, we tried to see similarities across the two cases (i.e. the dimensions of envy) and differences (i.e. the role of the configuration of the two programs in eliciting envy, the extend of the envy cycle) in the way the emotion cycle of envy was unfolded and the consequences it had on the social embeddedness of the venturing programs. Further, as we aimed to link the occurrence of strong negative emotions with the levels of social embeddedness of the venturing programs, we assessed the levels of structural, relational, positional and cognitive embeddedness of each program, drawing from Marx and Lechner’s (2005) propositions and from secondary and primary data. 
Empirical setting
Corporation A is a telecommunications company with a £18,727 million group turnover employing 104,700 people worldwide (in 2003). It had a long-lasting commitment to R&D investments in order to ensure a technological edge in providing its businesses and clients with advanced communication services. Its technological park employed almost 5,000 scientists generating a portfolio of over 15,000 patents, and managing a R&D budget of £268 million (1999). However, over the years the R&D division remained a cost-generating centre.
The new CEO of the R&D division, appointed in 1997, observed that even though the division was producing a vast amount of patents, only a small proportion of them were commercialized. He approached Brian in 1999 to champion an initiative to change the commercialization activity of the division. Brian became the champion and founder of the “Aster” venturing program. His role was to set up the CV program. The new team created around him was primarily composed from individuals who had worked for a few years in the corporation, and were aware of its commercialization challenges. Martin joined the team in January 2000, a month only after Brian was asked to champion the program. Chris’s team joined the program in late 2000. The venturing program was operationally and financially autonomous, but fully integrated to the R&D division. Its operational objective was the creation of a new commercialization process for the division’s patents, through an incubation process, which could eventually spinoff as independent ventures. Martin’s role was to manage the business development phase of the incubation process of the patents, while Chris managed the external investors’ relationships. The scientists of the division were highly involved in the incubation process as champions of their patents.
	Corporation V operates in the information news services industry with an operating profit of £126 million and employs approximately 15,000 people in 86 countries (in 2003). With a global network of B2C and B2B customers, the organization was highly dependent on information technologies. Historically, Corporation V was keen in following developments in external “disruptive technologies”, as they represented potential new opportunities to explore. This was in parallel with the R&D activities of its in-house technology office.
	In 1992, James, a corporate salesman, noticed that the corporation was highly relying on its network technologies. He started developing an interest in them and by 1994 he realized that startup companies, such as Netscape, had developed network technologies (the internet protocol) similar to these of Corporation V. In the scenario that internet based technologies were successful and adopted by other companies, James could foresee that the corporation would lost its competitive advantage. He realized that the corporation needed to form a corporate venture capital fund and invest through minority investments in externally developed ventures. He convinced the Board and the CFO to allow him to relocate to the Silicon Valley where these startups were clustered. In late 1995, he did the first minority equity investment in “Delta” startup, reaching $848m market capitalization in the first week of its IPO. In 1999, James achieved the formal establishment of a formal corporate venture capital unit in the form of the “Verde” venturing program. Colin and Andrew joined James’ team at that time. Andrew had worked before for Corporation V in business development, while Colin was a venture capitalist. Colin’s role was to establish and oversee the investment process of the program, while Andrew acted as venture portfolio manager. While initially the “Verde” program’s focus was to internalize external technologies, after 1999 James’s team focused on the performance for their venture portfolio. Table 2 provides a summary of the programs’ configurations.
Insert Table 2 around here
The emergence of envy
Targets and dimensions of envy
The situations and the people we encounter in the workplace become the triggers for a cognitive appraisal process (Lazarus, 1991) and a self-evaluation process (Tesser, 1991), resulting in emotional reactions. We evaluate an event based on its novelty, pleasantness and its implications on our well-being (needs, goals and values), as well as based on our ability to deal with the occurring event within the workplace’s norms and values of justice (Ellsworth & Scherer, 2003). The “relational theme for envy is wanting what someone else has” (Lazarus, 1991: 254) and envy occurs when “the thing one lacks is in a domain that is central to one’s self-concept and the envious person perceives the envied person as similar to him or her” (Cohen-Charash & Mueller, 2007: 666). Envy results from a negative upwards social comparison, as the desired object is of significance to the goals and needs of the self (Salovey & Rodin, 1984).
Both venturing programs introduced a distinctive and highly specialized process, which the parent corporations had not experienced before. Brian and James were differentiating themselves from other organizational members. They enjoyed attention by the top management, frequently accompanied with financial autonomy and considerably high bonuses in comparison to what other divisions and organizational members received. Brian recalls that “there is probably some envy or jealousy just because [the “Aster” program] was a big idea and it was in the FT and all the Board sheets, and yet it was very small”. James mentions that “when we did have problems, later on, was when [the “Verde” program] became very successful and all of a sudden making significant salaries, people got jealous”. 
 	Such privileges were not necessarily understood or well-perceived by other organizational members and units, as James’s quote indicates. In the eyes of the others, James’s and Brian’s teams were a reference point of social comparison to evaluate their well being. Organizational members form perceptions of similarity and proximity with relevant others when they identify with commonly shared principles in the workplace. Organizational members build expectations on the division of labor and on how their participation and this of their colleagues are rewarded (Shetzer, 1993). In the case of Corporation A, the members of the “Aster” program were “rewarded” with recognition and appreciation by the top management and external parties, even within the first year of their participation in the venturing program, regardless of the program’s smallness and newness. In the case of Corporation V, the financial rewards the members of the “Verde” program enjoyed after 1999 became the main dimension of social comparison for other organizational members. The social comparison with a reference group is conducted at many levels and includes tangible and intangible areas of concern for the self (Tesser, 1991; Salovey & Robin, 1984). In the case of organizational relationships parameters of envy can be the inputs and outcomes of one at the workplace (Adams, 1963). Table 3 provides a summary of the dimensions of social comparison which occurred in the two cases.
Insert Table 3 around here
	Drawing from these preliminary observations, it is proposed that:
Proposition 1: The emergence of envy around a corporate entrepreneurial activity is directed at the rewards (tangible and intangible) the activity brings to the corporate entrepreneurs, as individuals and as a group.
The role of organizational factors in eliciting envy
The organizational context had a significant role in eliciting envy toward the two venturing programs, and especially in the case of the “Verde” program. Brian’s and James’s quotes mentioned above imply that the attributes of the two venturing units had upset other organizational members. In other words, the two programs had violated, to different extent, the other organizational members’ pre-existing perceptions of justice and what is perceived as fair within the two parent corporations. Table 4 provides a summary of the organizational conditions which elicited envy toward the two venturing programs.
Inert Table 4 around here
Perceptions on organizational justice are formed regarding: (a) the allocation of organizational resources (distributive justice), b) the procedures used in an organization (procedural justice) and c) regarding the interaction among employees (interactional justice) (Roch & Shanock, 2006). The feeling of fairness is informed by the three dimensions of justice and guides everyday social exchanges. Perceptions on organizational justice also inform future expectations on the reciprocity of fairness for all organizational members regardless of their hierarchical status or division of labor, guiding future social interactions. 
Perceptions on justice motivate social comparison (Tyler, 1991). Norms regarding distributive (equity) (Adams, 1963) and procedural (equality) (Cohen-Charash et al., 2004) justice monitor the occurrence of envy within an organization (Cohen-Charash & Byrne, 2008). Adams’s (1963) inequity theory and the association of feelings of injustice and unfairness in the organizational context as triggers of envy have been used in studies examining retiring policies and the behavior of employees toward them (Mollica & DeWitt, 2000).
In the “Verde” case, the perceptions of other organizational members on distributive justice were heavily violated. Sara explains that “at the time, [James] was earning big bonuses because some of the earlier investments they had made had become very successful for us … earning ad hoc, big bonuses - big by [Corporation V]’s standards anyway... not particularly big by American or other investment standard- and everybody knew about them, so the people who weren’t doing this work and weren’t getting the bonuses got really hacked off, and that is when it (the envy) started”. The quote stresses the importance of the cultural context (in this case, what is perceived as high bonus) (Frijda & Mesquita, 1994) in understanding the focality of the social comparison process, and its significance for the Corporation V’s organizational members.
Balancing equity and equality in rewarding corporate entrepreneurs is challenging (Brazeal, 1993; Syke, 1992). Venture managers tend to demand equity rewards and are indifferent to other kinds of incentives offered to other organizational members. Sara recalls that the members of the “Verde” program “compared themselves against external venture capital companies, and they were therefore not prepared to be bound by the restrictions, as they saw it, of being part of a big corporation. And I think if you are moving in that kind of world, it is very difficult for them to behave and be rewarded as normal corporate people”. The increased levels of risk involved in new ventures “appears to require a reward potential which will make the risk worth taking” (Block & Ornati, 1987: 44). However, rewarding venturing managers with monetary rewards makes other organizational members feeling cheated (Brazeal, 1993), creating tension within the organization.
Further, perceptions on procedural justice were also challenged as the “Verde” program had access to corporate funds through a system which was not transparent to other organizational units. Access to corporate capital and ownership of financial resources is at the centre of envy within organizations (Goel & Thakor, 2005). James, capitalizing on his good relationships with the CFO had managed to secure a generous, as perceived by the other units, operational budget for the “Verde” program. This was not perceived well by other units, which did not enjoy similar privileges. Additionally, other organizational units perceived the “Verde” program not to financially contribute to the corporate centre and to disseminate its profits:
“[The “Verde program] enjoyed autonomy and there was a fair degree of irritation that they got funding for what they were trying to do and other people couldn’t get funding for what they were trying to do. And again, because it was never made really very clear how much funding was made available to them, and how much would be available to other people in the organization, there was a fair degree of irritation that they asked for money and ‘we asked for money and we didn’t get it’. Sara
In the “Aster” case, Chris observes that the access of the “Aster” team to resources which other organizational units did not have caused high levels of resentment toward the program in the first 9 months of its operations:
“there was a lot of resentment.… it is difficult to express this in a sense… people in [the “Aster” program] appeared to have unlimited funding, that they could have a new PC when there were cracking down on spending in other parts of [the R&D division]”
A violation of the capital hierarchy in a diversified firm creates favorable conditions for social comparison at the intergroup level to flourish, triggering the feeling of inequity, which consequently leads to envy. Structured as a venture capital fund, the “Verde” program was reinvesting its profits by expanding its portfolio. The structure (centralized or decentralized) of the capital allocation system in a diversified corporation has a critical role in the degree of envy generated among divisions. Channeling of resources between units is used in centralized capital allocation systems to minimize the levels of envy among divisions (Goel & Thakor, 2005).
A third contributing factor enhancing the occurrence of envy toward the two venturing programs was the violation of expectations regarding the participation in existing corporate processes. The division of labor, specialization, functional differentiation, professionalism and the complexity of the job inform organizational members’ perceptions and expectations on how labor is compartmented. Due to inertia, these expectations tend not to change, and organizational members use them to draw inferences to realize their self-satisfaction and self-pride (Bandura, 1988). The outcome of this self-evaluation process informs their motivation and commitment to their work role. The introduction of new processes, which may be perceived to overlap existing ones, is interpreted by organizational members as a threat to their self-worth and participation in the organization, triggering a comparative appraisal process.
In both cases, the establishment of the venturing programs involved the introduction of a new process in existing operational domains. In the “Aster” case, the corporation already had experience in commercializing IP through licensing. However, the venturing program was introducing an incubation process. Organizational members involved in licensing IP might have felt challenged by the incubation process, especially as it was gaining recognition and support from the top management and the scientists of the R&D division. In the case of Corporation V, the “Verde” program introduced a less costly and a time-efficient process in gaining access to disruptive technologies. In previous years, this would have been the role of the in-house technology office. The acquisition of externally developed technologies and the pressure to internalize them was not welcomed by the members of the in-house technology office. A non-invented-here syndrome emerged among them and other organizational members, making them feel threaten by the venturing team and inferior:
“Actually to an extent, there is a degree of ‘non-invented-here’, which is quite difficult to overcome. And at the time that [James] was trying to push these individual companies within the organization, it was a combination of ‘non-invented-here’, ‘why should l help [James], because if I help him and his businesses do well, he becomes personally rich and I don’t’, and ‘I don’t particularly need to be disrupted by this new technology, actually I have got plenty on my plate doing what I am doing’” Sara
One’s self-evaluation can be raised drawing from the reflected glory of the performance of others close to us (feeling pride), or it can be lowered by comparison to the outstanding performance of others close to us (feeling envy) (Tesser & Collins, 1988). Constructing what and who is relevant for us in the workplace is not solely an individual process in actively or passively acquiring comparative information (Greenberg et al., 2007). The “Verde” case illustrates how externally imposed conditions, driven by the top management and indirectly from James, created comparative standards around the program and led other organizational members to social comparison rather than reflection. Reversely, in the “Aster” case, the absence of comparative standards between the venturing program and the rest of the R&D division led to low levels of envy toward the program’s members. Drawing from this discussion, it is proposed that: 
Proposition 2: The probability of the occurrence of envy towards the members of a corporate entrepreneurship activity increases when the top management positions the corporate entrepreneurship activity in comparative standards within the organization.
Proposition 2a: The probability of the occurrence of envy towards the members of a corporate entrepreneurship activity increases when the configuration and organization of the corporate entrepreneurship activity is associated with violations of the perceived distributive and procedural justice norms of the organization.
Proposition 2b: The probability of the occurrence of envy towards the members of a corporate entrepreneurship activity increases when the corporate entrepreneurs’ domain of activity jeopardizes existing organizational processes and the participation of other organizational members in them.
The contribution of configuration factors in minimizing the occurrence of envy
	While it is implied in the social comparison literature that individuals can choose to engage in comparison or not (Brickman & Bulman, 1977), the data from the “Aster” case indicate that the way new organizational processes have been designed and embedded in the corporate context by the top and middle management may moderate the construction of comparative or reflective conditions. Table 5 provides an outline of the configuration characteristics of the “Aster” program in minimizing the occurrence of envy, while Table 6 provides an evaluation of the level of social (structural, relational, positional and cognitive) embeddedness each venturing program achieved.
Insert Tables 5and 6 around here
Comparing the two cases, the “Aster” program appears more integrated in the main function of the R&D division of Corporation A, while the “Verde” program was placed in a competitive position with the in-house technology office of the corporation. The human capital employed in the two programs illustrates this point. The members of the “Aster” program were internal to the corporation and had worked many years for it, establishing interpersonal contacts and relationships. Brian and his team utilized these strong relations (relational embeddedness) to involve the scientists of the R&D division as champions in the incubation process of their patents Further, the “Aster” program cognitively was close to the mental frames of the scientists and Chris’s team (commercialization of patents), while Brian and his team invested considerable time to explain to the scientists and to other commercialization teams what the incubation process would involved (cognitive embeddedness). Such actions by Brian and his team were critical in creating a wider set of good quality social relationships between the “Aster” program and other organizational members. As a consequence the program became more integrated in the corporate context, as “the culture that was created in [the “Aster” program] started to exhibit itself on the rest of the [R&D division], and a lot of the resentment went away” (Chris). It was also a program initiated and supported from the top-management, and it was structurally designed as part of the R&D division (structural and positional embeddedness). The venturing team intended to make the program embedded in the organizational context and to capitalize on the positive elements of its interdependence to the scientists, resulting in better collaboration and coordination of their social relationships.
On the other hand, in the “Verde” case, the data indicate that there was no intention to embed the venturing program in the corporate context. The program, an autonomous initiative, was configured as an independent, externally oriented entity (positional and structural embeddedness). Even though James and his team had excellent relationships and communication with the top management of Corporation V, they did not focus on establishing a wider network of contacts with other middle managers of the organization (relational embeddedness) to rationalize to other parts of the organization their role (Burgelman, 1983), especially after 1999. Neither the top management of the organization was involved in this process. Consequently, it was difficult for other organizational members to understand the role of the “Verde” program and why technology needed to be acquired through external startups and not from the in-house technology office (cognitive embeddedness). Culturally, the “Verde” was also more entrepreneurial than the rest of the corporation, according to Colin. Sara recalls that the disruption the “Verde” program brought within the organization was done “deliberately” and that “the tensions it created were meant to be creative tensions, and in the end…they were just tensions”. The intentional placement of the venturing program as an independent entity in combination with the privileges it enjoyed enhanced even further the comparative standards toward it, and the levels of interfirm competition (Birkinshaw & Lingblad, 2005). Drawing from these observations, it is proposed that:
Proposition 3: High levels of embeddedness in the configuration of the corporate entrepreneurial activity in the organizational context decrease the occurrence of comparative and competitive conditions toward it and indirectly lower the probability of envy to occur toward the corporate entrepreneurs.
Affective reactions and post emotional behaviors by the enviers
As argued by Ortony et al. (1988) and supported by the data, the emotional state of envy is followed by secondary affective reactions such as frustration, disappointment, resentment and anxiety. This appears to be the case in the “Verde” program, as the members of the technology office did not only want to enjoy the recognition and bonuses the members of the venturing team had, but they also felt anxiety over their future within the organization and disappointment, as their contribution to the corporation from previous years was not equally acknowledged.
The experience of envy is followed by behavioral reactions by the enviers toward the venturing team, especially in the case of the “Verde” program. Driven by the desire to destroy the object of envy (Lazarus, 1991) and the desire to destroy good things, if the alternative is that others have them (Smith & Kim, 2007), the data indicate that the members of the technology office and other organizational members refused to collaborate with the venturing team and to support its ventures and rationale, undermining its performance:
“People got jealous and then they stopped being co-operative” James
“Some people who actually could have made a big difference, a couple of main people, some of the people who are in our technology office … they were very negative about it (“Verde” program), sort of skeptical and more so. And they poisoned quite a lot of people’s attitudes toward [the “Verde” program]. I always thought that was partly to do with envy and partly to do with just not believing in it” Sara
“The whole success of the (Verde program) was based on the premise that [Corporation V]'s people would help them (CV managers), they would work with them, and they didn’t, they just made life as difficult as possible”… “then a degree of unwillingness to work with what the venturing team was trying to do, built up – and then the whole thing fell apart really .. So for a period there was a fairly uncomfortable culture of envy, and the CV piece was, to an extent, brought up on that” Sara
	Even though the data do not provide the enviers’ facial expressions and moods, Sara’s narrative is quite informative on the emotional dynamics (Huy, 1999) elicited from the members of the technology office by the experience of envy. Envy is evoked by degrading the object of envy (their character and/or performance) (Solevey & Robin, 1984), and retaliation toward the object of envy (Mui, 1995), rivalry and competition (Lehmann, 2001). The technology officers felt inferior to the corporate entrepreneurs, developing dissonance reduction mechanisms through which they blame the envied for their situation (Elster, 1998). An illustration of this is that organizational members started to question and to undermine the “Verde” program’s performance when it was undermined by the economic downturn in early 2001 (according to Sara). They were “sabotaging” (Mui, 1995) the legitimacy and rationale of the venturing program, but not directly its ventures. While the venturing unit required a minimum level of collaboration from the in-house technology office and other parts of the organization, such collaboration was denied, causing discontinuities to the venturing process.
	The experience of envy also prevented the diffusion of the venturing practices in other parts of the organization. Colin explains that the CV program was isolated as a consequence of the envy toward them, preventing any dissemination of learning from the venturing process to other middle level managers to occur. Walton (1975) reports the expression of envy as a self-limiting dynamic of resentment and resistance to the diffusion of new work structures in a Norwegian firm. Colin characterizes organizational units to behave as empires, where the level of rivalry among them resulting from envy prevents them from sharing good practices as “they want to get the spotlight on themselves”.
The data indicate that the post emotional behaviors of the envier organizational members have negative consequences for the venturing program’s legitimacy, as well as for broader organizational processes, such as organizational learning and innovation, and the institutionalization of the entrepreneurial act within the organization. In turn, significant short and long term costs (resentment toward venturing) emerged for the organization, resulting from the disruption of the relationships among the organizational units. Drawing from these observations, it is proposed that:
Proposition 4: The emergence of envy toward the corporate entrepreneurs gives rise to emotional behavior of resentment, competition and degradation toward the corporate entrepreneurship activities which affects its contagion, institutionalization and rationalization in the organizational context.
The recognition of envy by the venturing teams 
Even though the levels of perceived envy toward the two venturing programs are different, in both cases the members of the venturing programs (James, Andrew, Colin, Brian and Martin) recognized that other organizational members felt envy toward them. Hareli and Rafaeli’s (2008) argument on the occurrence of emotion cycles was replicated in both cases, according to which, the recipient of an emotion can either develop the same emotion as the one expressed by the sender of the initial emotion or to develop a complementary emotion. In both cases, the envied individuals did not develop envy toward their enviers, rather complementary emotions (feeling envied). This is quite expected as the envied individuals had not realized that they were violating any organizational norms or that they were privileged. They were just fulfilling their role as corporate entrepreneurs, supported from the top management.
In the “Aster” case, Brian and Martin, having recognized the emergence of envy toward them, anticipate their enviers’ emotional cues by amending some operational aspect of their venturing model reducing the operational cost of the program. Martin recalls: “[envy] was not a very strong thing, but we …in the same way that everyone in [Corporation A] had to tighten its purse strings, we did the same thing”. They interpreted the expression of envy towards them as an irregularity forcing them to take action and to moderate their behavior (Hareli & Faraeli, 2008). Hughes (2007) argues for the constructive role of envy as a legitimate reaction to inequalities, and the members of the “Aster” program tried to reestablish equality by reinforcing their ties with the rest of the organization, exemplifying good citizenship.
In the “Verde” case, James, Colin and Andrew recognized the occurrence of envy toward them, but they interpreted it as unreasonable reaction to the operations and the success of the program. As a consequence they became indifferent regarding their collaboration with others, forming firmer perceptions of superiority and advantage over their enviers. James recalls: 
“[Initially the members of the technology office] had no problems at all (with the CV program), they were excited by it, it was considered to be fun and creative and fast moving and successful and when we did have problems later on was when it became very successful and all of a sudden making significant salaries people got jealous and then they stopped being co-operative,… when it became obvious that what we were saying was true and that you could in fact use software from small companies and you didn’t have to write this yourself and that meant you could have many less people in the company, thousands less people, then they started getting much less co-operative because the middle managers realized that it was their jobs that were going to go, then they became less co-operative. And that’s okay because by then (late 1999) we had senior sponsorship and senior people knew”.
 As their enviers were denying any collaboration with the venturing team, the venturing team decided to focus on its portfolio. Colin recognizes that “success within a corporate can breed jealousy, and therefore breed isolation”. It became apparent to the team that relying on any collaboration with other organizational units was pointless, distancing themselves even further from the rest of the organization (Gray, 1990). Sara recalls that by early 2000:
“there was a sense that the [“Verde” program], in many ways quite rightly, were focusing their efforts on the companies in which they had invested, and were not focusing their efforts so much in terms of bringing the rest of [Corporation V] along with them in what they were doing, in being able to say why this particular investment in this particular company makes sense” 
In turn, this reaction by the venturing team was perceived as a display of elitism by the other organizational members, undermining the social embeddedness of the venturing function in the parent corporation. Drawing from these observations, it is proposed that: 
Proposition 5a: The recognition by the corporate entrepreneurs of high levels of envy toward them negatively affects their social interaction and exchange with the enviers, driving the corporate entrepreneurs to decrease the corporate entrepreneurial activity’s levels of social embeddedness in the parent corporation.
Proposition 5b: The recognition by the corporate entrepreneurs of low levels of envy toward them positively affects their social interaction and exchange with the enviers, driving the corporate entrepreneurs to increase the corporate entrepreneurial activity’s levels of social embeddedness in the parent corporation.
The recognition of envy by third parties
	Drawing from Goffman’s work (1981) work on “footing” of human discourse, Hareli and Rafaeli (2008) argue that non-involved third-party observers can become aware of the emotional displays of agents and develop their own emotions, even though they have not been involved in the initial emotional interaction between the agent and others. This was Sara’s case, as she observed and recognized envy and the resulting behaviors of both enviers and envied members in Corporation V. Considering the “social sharing” process (Rimé et al., 1991), Sara’s references to the enviers’ reactions and quotations could be explained. Gossiping and spreading rumors is one of the behaviors enviers may develop to harm their envied peers (Greenberg & Barling, 1999; Wert & Salovey, 2004). It might be that through gossiping Sara had access to the enviers’ direct quotations about the “Verde” program.
	The data from the “Verde” and the “Aster” programs are not explicit on whether other top managers became aware of the existence of envy toward the members of the venturing programs. However, Sara’s reference to the existence of a “culture of envy” within the organization leads us to argue that the observation of envy was not a single event, but a shared notion within the organization which top management might have been aware of. James claims that “senior people knew” why other middle managers and members of the technology office resented to collaborate with his team. 
Equally important is whether the observation of envy by the senior management influenced their perceptions and behavior toward the venturing program and its members. Sara implies in one of the quotes mentioned above that the occurrence of envy made “important people” within the organization to become skeptical toward the venturing program. While a few year back the same people were enthusiastic about the program, the “culture of envy” created around it triggered a reappraisal of its role in the organization. Figure 1 illustrates the emotion cycle of envy among the corporate entrepreneurs, their enviers and the third-party observers.
Insert Figure 1 around here
	The emotion cycle unfolds over time with the appraisal of the situation by the enviers and the display of their post emotional behavior triggering (t1) a secondary appraisal process and post emotional behavior for the envied corporate entrepreneurs (t2), resulting in the creation of a new situation which is observed by the top management (t3) influencing the cognition and behavior of the latter (t4) toward the entrepreneurial act. There is an ongoing interpretation and reaction to envy, which creates an emotion extension into information about the venturing program’s fitness in the organization.
Hareli and Rafaeli (2008) suggest that the extent to which corporate entrepreneurs recognized and reacted to envy might be due to the relative power assigned to both the them and others. Hareli and Rafaeli draw from the existing literature on power relationships within organizations (Fiske, 1993; Keltner & Robinson, 1997) to discuss the differences between low and high-power individuals in being attentive to and influenced by the emotions of an agent. However, in the “Verde” case, the data imply the presence of a “battle of power” between the two groups (i.e. corporate entrepreneurs and members of the technology office) over the ownership of the technology function of the corporation, which made both groups highly attentive and quick to react to the emotional and behavioral displays of others. James’s quote on how the technology office managers reacted to “Verde” program’s new practices illustrates the conflict over which of the two mental models of acquiring new technologies would become the most dominant. Eventually, the “Verde” program’s model gained dominance leading to layoffs in the technology office. In the “Aster” program, such power relationships did not exist between the members of the venturing program and the other organizational members.
A second factor which might have affected the extent of an emotion cycle is argued to be the authenticity and appropriateness of the envier’s emotion and the exposure the corporate entrepreneurs had to envy (Hareli & Rafaeli, 2008). In the “Verde” case program, all three envied members of the program recognized envy towards them, and they interpreted the post emotional behavior of their enviers as a negative contributor to the program’s performance, perceiving the behavior and emotional reaction of their enviers as inappropriate. 
Discussion
The paper proposes that the emotional exchanges between the entrepreneurs and others in a given social context influence the embeddedness of the entrepreneurial act. Drawing from the sociology of emotions literature, the paper suggests studying entrepreneurial affect in relation to its social environment. We have expanded our thesis and explained why it is important to consider whose emotions and through which mechanisms influence the entrepreneurial process. Our primary contribution is to suggest that the social embeddedness of the entrepreneurial act is moderated by the level of emotional embeddedness it can gain in the social context resulting from the emotion cycles (Hareli & Rafaeli, 2008) developed between the entrepreneurs and the others, as an outcome of the entrepreneurial act. We propose that the emotional displays and emotionally driven behaviors of others toward the entrepreneurs moderate the “feeling of belonging” (Shepherd & Haynie, 2009) the entrepreneurs and their actions can achieve in the social context.
Implications for theory
The importance of our argument is analytical and methodological. Analytically, we have illustrated that the emotional embeddedness of the entrepreneurial act and the entrepreneur impacts their fitness to and sustainability in the social context. The empirical cases of low emotional embeddedness of the two venturing programs and their members in the parent corporation, as presented in the paper, provide an alternative explanation to contingency theory of the low survivability rates of corporate entrepreneurial acts. The two venturing programs did not cease operations only because of their performance. The interaction rituals developed between the venturing programs members and their enviers generated a negative emotional energy, or a “culture of envy” as expressed by one of the interviewees (Collins, 1990; Goss, 2005), which undermined the survivability of the programs. Further, the corporate entrepreneurs, feeling envied by their co-workers, contested their feeling of belonging in the organization (Turner & Stets, 2006), causing imbalances in managing their identity (Shepherd & Haynie, 2009). We propose the modeling of the emotional dimension of the exchange relationships entrepreneurs form with significant others (i.e. investors, government, other entrepreneurs, customers, co-workers) in better understanding the sustainability of the entrepreneurial act in the social context.
Methodologically, the paper calls for a shift of attention from the intrapersonal level to the interpersonal and the intergroup level in studying entrepreneurial affect. This requires methodological considerations in employing research designs which model the multiple interactions entrepreneurs form with significant others, and which capture through self-reports, historical data and observations the emergence and evolution of emotion cycles influencing the entrepreneurial act. Emphasis should be given on the dynamics of the emotion sharing processes between the entrepreneurs and others (i.e. how the mechanisms of spreading emotions impact each other (Hareli & Rafaeli, 2008)), and on capturing the initiating action of the cycle, while following up on a range of reactions of both the entrepreneur and the others. This might call for a more longitudinal approach in studying entrepreneurial affect. Further, studying strong negative emotions, such as envy, bears methodological challenges in gaining access to the empirical setting. The retrospective qualitative methodology we used allowed us to unfold the emotion cycle of envy utilizing the emotional scripts and episodes of the envied individuals and the observers of the emotion. Besides its limitations, the chosen methodology might allow other entrepreneurship scholars to gain access to the emotional exchanges of the entrepreneurs with others. Lastly, by focusing on envy we contributed to Barsade et al.’s (2003) call to study discrete emotions in organizational life, rather than overarching aspects of affect.
Implications for practitioners
The entrepreneur has a critical role in managing the emotional embeddedness of their actions and ventures by being attentive to the emotional reactions of others. This requires an emotionally intelligent individual (Goleman, 1995) who can identify, anticipate and manage successfully not only positive, but also negative emotions toward them and their actions. As part of their championing roles, corporate entrepreneurs have a crucial role in proactively identifying significant others and socializing their activities to them, in an effort to develop positive emotional exchanges between the entrepreneurial act and other parts of the organization. They need to ensure that for entrepreneurship initiatives to survive in an organization they do not only require to gain the top management’s support, but also to create conditions of relational, cognitive, structural, positional (Marx & Lechner, 2005) and emotional (Bandelj, 2009) embeddedness for these initiatives in the corporate context.
Top management has a crucial role in mediating the emotional embeddedness of an entrepreneurial act by creating reflective and not comparative conditions toward it. Choices over the configuration (level of autonomy, the remuneration policy and financial governance) of a venturing program can have critical consequences in upsetting longstanding perceptions of organizational justice in the organization. Top management needs to be considerable of creating reflection conditions around entrepreneurial activities in an attempt to enhance their diffusion in other parts of the organization. This can be done by integrating the entrepreneurial activity and by creating conditions of mutualism and collaboration with existing organizational process. The data indicate that this is more essential in the case of configuring external venturing programs, than internal programs. Further, top management also needs to be attentive to the emotional displays of other organizational members toward the corporate entrepreneurs in intervening and effectively managing them before they create costs for the organization. As part of their leading role, top management needs to enhance their emotional aperture (Sanchez-Burks & Huy, 2009); a key metaemotional recognition ability leaders need to develop and use in order to respond effectively to collectively shared emotions developed around emerging situations within an organization.
Direction for future research
	Besides the small number of interviews used in this paper, some significant observations emerged regarding the impact of the emotions of others on the entrepreneurial act. The theoretical propositions put forward suggest relationships (Yin, 1994) explaining the role the negative emotions of others have in moderating the social embeddedness of a corporate venturing activity, and to suggest the regulative role top management has in moderating this relationship. The propositions still need to be tested across organizational and national contexts in order to be generalized to the populations, as the social and cultural context influence emotions (Frijda & Mesquita, 1994). They can also be further tested at the individual entrepreneurship context, in order to gain understanding on whether similar mechanisms determine the emotion cycle in the interpersonal relationships of the entrepreneurs with others and impact the social embeddedness of their acts.
	The research design used in the extended study did not allow capturing the enviers’ perspective. In order to overcome this limitation, we have been cautious in interpreting the data by triangulating the events and relationships mentioned across the interviews in each case, and by being vigilant on the chronological order of the events which led to envy. Besides the methodological challenges in interviewing individuals who admin feeing envy (Stein, 1997), this begs for designing research projects which achieve high levels of trust to emerge over time between the researcher and the interviewees for the profiles of the enviers to be revealed and for these individuals to participate in the research inquiry. Involving the emotional scripts of the enviers in our analysis would have allowed us to analytically test further the propositions put forward. The enviers might have provided a different insight in how the venturing programs’ members elicited envy through their elitism or their distinctiveness (Shepherd & Haynie, 2009).
The paper focused on a negative emotion. An interesting extension of this study would be to explore whether positive emotions toward a corporate entrepreneurial act enhance its emotional embeddedness in the corporate context, and how that can lead to the diffusion of entrepreneurial behavior in other parts of the organization. More theoretical and empirical work is needed toward this direction. 
The paper also suggests the role top management has in mediating the emotional interactions between the corporate entrepreneurs and other organizational members. More theoretical and empirical work on the mechanisms of this process is needed by looking at how top management can better mediate the emotional impact of organizational changes caused by entrepreneurial initiatives and by looking at how they can channel envy into constructive opportunities for the organization. Huy (1999)’s work on the emotional capability of an organization to sustain and manage radical organizational change can guide such an exploration.
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[bookmark: _Toc166073513]Appendix
Table 1: Interviewees’ attributes 
	
	Association with venturing program
	Core responsibility in the venturing program
	Duration of involvement in venturing program
	Employment background

	“Aster” venturing program of Corporation A

	Brian
	Founder
	Manager and creative leader
	1999- time of interview
	Joined Corporation A in 1967

	Martin
	Head of Business Development 
	Business development and evaluation
	2000- time of interview
	Started his career in Corporation A as scientist, left the corporation to develop his own ventures and re-joined in 2000

	Chris
	His team merged with Aster in 2000
	External investors’ relationships
	2000- time of interview
	Joined Corporation A in 1985 as scientist -involved in commercialization activities

	“Verde” venturing program of Corporation V

	James
	Founder
	Executive director 
	1994-time of interview
	Joined Corporation V in 1984

	Andrew
	Partner
	Verde's portfolio manager
	1999-time of interview
	Joined Corporation V in 1996

	Colin
	Partner
	Verde’s investment process manager
	Early 2000-time of interview
	Private equity firm

	Sara
	Corporate Lawyer (no member of “Verde”)
	Governance structure of Verde program
	1997-time of interview
	Private law firm


Table 2: Corporate venturing program’s characteristics
	Case
	Characteristics of venturing units
	Level of perceived envy
	Organizational structure of venturing units
	Financial governance and remuneration system
	Composition of venturing team

	Aster
	Corporate initiative to reinforce commercialization of R&D division’s IP
	Low
	- Autonomous unit within the R&D division
- Direct cooperation to the R&D division
	- Budget allocation from the CEO of the R&D division
- Similar bonuses scheme as other corporate employees
	- Founder: corporate manager
- Team: corporate managers identified and selected by the champion of the CV team

	Verde
	Minority equity investments to external start ups
	High
	- Autonomous unit
- No direct cooperation with other business units / divisions
	- Budget allocation for operational and investment needs from the CFO
- Establishment of distinctive reward/bonus system, similar to a venture capitalist firm
	- Founder: corporate manager
- Team: corporate and non-corporate managers / The non-corporate managers had venture capitalists’ experience
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[bookmark: _Toc166073515]Table 3: Antecedents of envy
	Case
	Level of perceived envy
	Dimensions of social comparison

	Aster
	Low
	- Intangible rewards: internal recognition, media attention, admiration from the Board

	Verde
	High
	- Intangible rewards: internal recognition, media attention, admiration from the Board, access to resources
- Tangible rewards: bonuses, secured corporate funds, options in the ventures


[bookmark: _Toc166073516]Table 4: Organizational conditions eliciting envy
	Case
	Level of perceived envy
	Conditions increasing envy

	Aster
	Low
	- Violation of procedural justice perceptions: the program achieved internal recognition and media attention, besides its newness and smallness
- Violation of distributive justice perceptions: the program had privileged access to resources

	Verde
	High
	- Violation of distribution and procedural justice perceptions:
a. Financial governance of corporate venturing team: the venturing team had secured access to corporate funds without other divisions being informed of actual amount or on what grounds the funds were allocated
b. Distinctive remuneration system for the corporate venturing team: similar to the venture capital firms’ remuneration system
- Uncertainty of participation of the venturing program in the technology acquisition process : "non invented here" approach towards the venturing program’s acquired ventures
- Intentional competition between routines in the technology acquisition process: newly acquired technologies by the venturing program’s ventures perceived as destructive by the in-house technology office


[bookmark: _Toc166073517]Table 5: Configuration characteristics of the venturing programs decreasing envy
	Case
	Level of perceived envy
	Conditions preventing envy 

	Aster
	Low
	- Intra-organizational association between new and existing routines: corporate venturing managers collaborated closely with non-venturing organizational members in the identification and development phase of new ventures
- Integration of corporate venturing activities: the venturing program’s incubation process was diffused and adopted by other organizational members

	Verde
	High
	- Low level of integration of the venturing program: configured as an autonomous entity not coordinating its activities with the in-house technology office
- Intentional variation around the technology acquisition process: corporate tactic to generate tension within the corporate technology group
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[bookmark: _Toc178659375][bookmark: _Toc179848815]Table 6: The level of social embeddedness of each venturing program in the parent corporation
	Case
	Structural embeddedness
	Relational 
embeddedness
	Positional 
embeddedness
	Cognitive 
embeddedness
	Social
embeddedness

	Aster
	- Part of the R&D division throughout its existence as a CV program
- Aster’s commercialization process was fully integrated in the R&D division processes
	- Designed to introduce commercial capabilities and extract value from existing IP capabilities
 - High dependence on R&D division’s scientists on sourcing IP
- High dependence on internal champions from Corporation to incubate and launch new businesses
- Aster program initiated and approved from the R&D division’s CEO
	- 2000: part of the R&D division
- 2003: spun off to continue as a venture capital firm but still maintaining an active role with Corporation A in investing in its IP and commercializing its patents 
	- The “Aster” program developed distinctive cultural traits from the rest of the corporation, related though with the intent cultural change from the CEO of the BRD division
	High 

	Verde
	- Part of a corporate division but never fully integrated in it
- Autonomous business unit regarding its investment decisions
- Financially independent unit 
	- Designed to challenge existing innovation capabilities and processes and provoke competition among innovation routines
- High dependence on external venture capitalists and entrepreneurs
- No dependence or relationship with internal corporate units to integrate the portfolio’s ventures
- Verde program was initiated by James and required a lot of negotiation with top management to be formalized
	- 1995: part of Corporation V but operating autonomously
- 1997: operating as autonomous business entity besides its typical reporting to the corporation
- 2001: spun off as a venture capital firm and did not continue investing on the behalf of Corporation V, but it managed its venture portfolio
	- 1995: The corporate culture facilitated the emergence and adoption of the Verde program as corporate activity
- 1997: The “Verde” program had developed a more entrepreneurial culture than the rest of the corporation and its members perceived it as a distinctive entity
	Initially medium and after 1997 low



Figure 1: The envy cycle toward corporate entrepreneurs and its recognition by third parties
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