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Abstract—This study examines how individual-level 

compassion influences organizational decision-making 

regarding inclusiveness in impoverished countries. Surveying 

four types of Japan-based hybrid organizations that initiate 

market-based approaches to enhancing global health in 

developing countries, this paper explores how compassion 

affects the poverty level of the beneficiaries as a result of 

organizations’ targeting. Based on the prosocial cost-benefit 

analysis, compassion for a particular individual reduces risk 

aversion and increases the perceived benefit to commit to take 

an action at the expense of self-interest. Despite this 

contribution of compassion, organizational-level constraints 

prevent compassionate individuals to serve the extreme poor. 

Individuals in strategy-based hybrids have less influence on 

organizational decision on selecting a country as beneficiary. In 

contrast, compassion-based hybrids make decisions regarding 

target populations based on founders’ unintentional 

encountering, thus their beneficiaries are not always the 

extreme poor. Within these organizational constraints, 

individuals with compassion for a particular individual make 

every effort to involve the extreme poor in their business 

process. 

 

Index Terms—Compassion, hybrid organization, Japan 

study, global health. 

 

I. INTRODUCTION 

Literature regarding Bottom of the Economic Pyramid 

(BOP) business and inclusive business suggests that 

market-based approaches are more effective at alleviating 

poverty than philanthropic approaches. The private sector 

plays an important role in development, using a 

market-oriented approach to transform enterprise resources 

into development resources. 

Despite rich discussions on inclusive business models and 

hybrids’ sustainability, scant attention has been paid attention 

to the gap between the poor and the extreme poor. This gap 

may be widened by serving only the poor with purchasing 

power and by excluding the extreme poor. Shedding light on 

eliminating disparity as the guiding concept of the post 

Millennium Development Goals (MDGs), it is worth 

studying whether market-oriented activities can deliver 

utility to the extreme poor and/or the marginalized population 

to improve their quality of life. 

Hybrid organizations that aim to alleviate poverty are 

expected to make up for government failure, business distrust, 

and nonprofits’ resource shortage for scalability. This paper 

explores the possibility that hybrid organizations may be able 

to serve not only the poor but also the extreme poor. 

The previous individual-level research on hybrid 
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organizations focuses on compassion as a key factor in 

differentiating social entrepreneurs from commercial 

entrepreneurs [1]. Developing the discussion, this study 

quantitatively assesses how compassion impacts 

development performance at the organization-level. 

Carrying out a survey of four types of hybrid organizations 

in Japan, this paper intends to uncover relationship between 

individual-level compassion and organization-level 

inclusiveness. 

 

II. LITERATURE REVIEW 

A. Hybrid Organization 

“Social enterprise” and “hybrid organization” are often 

used interchangeably, yet social enterprise is widely thought 

to be nonprofit. The recent research on socially motivated 

for-profits puts emphasis on their heterogeneity of legal 

forms, missions, and the diverse contexts [2]. Hybrid 

organizations have been recognized as organizations that mix 

aspects of for-profit and nonprofit realms to solve specific 

social or environmental issues while striving to remain 

economically sustainable [3]. 

Pragmatic and moral legitimacy encourages social 

entrepreneurs who venture hybrid organizations [1]. Since 

the early 1990s, more than 2,000 U.S.-based hybrid 

organizations have adopted legal status such as Limited 

Liability Companies (LLC), Low-profit Limited Liability 

Companies (L3C) and benefit corporations [4]. 

Other than legal status, B Lab has certified more than 

1,338 for-profits that use the power of business to solve social 

and environmental problems, of which approximately 800 

are U.S.-based entities as of July 2015. Those certified B 

corporations earned at least 80 out of 200 points on the B 

impact assessment. Developed by independent professionals, 

including a representative of USAID, the assessment 

contains questions on inclusiveness such as, “Which of the 

following underserved populations does your business 

explicitly target: low-income, minority, and/or disabled? And 

how do you track your beneficiary figures?” Certification for 

B corporations provides moral legitimacy, whereas legal 

structure affords pragmatic legitimacy. 

Outside of the United States, hybrid 

organizations-companies with dual focus on social and 

economic goals-have typically three options for their legal 

structure: “a for-profit hybrid structure” that integrates a 

strong social mission; “a nonprofit hybrid structure” that 

earns some or all of its revenue; and “a mixed-entity structure” 

that associates a for-profit with a nonprofit [3]. 

Scholarly attention has recently shifted from legal 

structure to hybrids’ unique business models because social 

entrepreneurs often change their legal status according to 

location and phase [3], [5], [6]. 

Organizational-level studies dominate the previous 
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research on hybrids (74 out of 95 articles) [7]. Moreover, 

most individual-level literature highlights heroic social 

entrepreneurs depending on narrative or qualitative research 

[7]. Complementing this scant amount of individual-level 

research, Battilana examines factors of occurrence of 

institutional entrepreneurship [8], [9]. Based on the concept 

that individual actions shape organizations and institutions, 

Miller focuses on psychological aspects of social 

entrepreneurs [1]. Her research illustrates how three 

mechanisms (“integrative thinking”, “prosocial cost-benefit 

analysis” and “commitment to alleviating others’ suffering”) 

transform individual-level compassion into social 

entrepreneurship. Although individual-level research on 

hybrid organizations has increased, quantitative research at 

the individual level is still very limited [7]. 

B. Compassion and Hybrid Organization 

Compassion is a key motivating factor for launching a 

hybrid organization [1]. Compassion creates a distinct 

motivated reasoning process that complements traditional 

theories of entrepreneurship, resulting in the creation of a 

hybrid organization when paired with institutional factors 

[10]. Compassion is here defined as the heartfelt experience 

of sharing the pain of another and the wish for alleviation of 

their sufferings, directing towards others as opposed to the 

self [11], [12]. Empathy and sympathy are often used 

interchangeably with compassion, and there is no consensus 

on the difference [11], [13]. 

From the perspective of prosocial cost-benefit analysis, 

establishing a hybrid organization seems to be a rational 

career choice for a compassionate individual. An individual 

first comes into contact with a person in suffering, and has 

compassion. Then, an individual generalizes his/her concern 

to a group of people suffering from similar issues [1], [14]. 

This psychological process may explain the reason that social 

entrepreneur goes beyond personal remittance or donation. 

The compassionate individual starts a hybrid organization to 

scale his/her socially motivated activity to serve the people 

suffering from similar social issue. 

Compassion, a response to an other’s vulnerability, is 

contagious and directly relevant to other-oriented hope 

(being hopeful for others) [15]. Hope is a psychological asset 

that benefits individual’s psychological and mental health 

such that being helpful toward others reduces stress [15]. In 

addition, other-oriented hope reduces risk aversion [16]. 

Thus, compassion biases perceived benefits by promoting 

health and bringing personal utility, and causing individuals 

underestimate their personal risks such as fear to fail. Based 

on prosocial cost-benefit analysis, a compassionate 

entrepreneur/intrapreneur rationally makes a decision on 

founding hybrid organizations and contagious compassion 

makes individuals to work for hybrid organizations. 

Criticizing Miller’s approach, Arend expects further 

discussion on the differentiating aspects of social 

entrepreneurship such as how the exploitation mode can 

address the market failures that produced the social problem 

[17]. If, as Miller illustrates, compassion distinguishes social 

entrepreneurs from traditional commercial entrepreneurs, 

how does compassion affect not only the emergence of a 

hybrid organization but also its development performance? 

This answer remains unclear. 

C. Inclusive Business to Alleviate Poverty 

International NGOs often criticize multinational 

companies, and the main role of the public sector has been to 

regulate for-profits’ harmful activities. Yet, both NGOs and 

the public sector are gradually changing their attitudes 

towards for-profits, and tending to regard them as their 

partners to achieve MDGs. Due to the inherited trait that 

prioritizes social and environmental problems, hybrid 

organizations may be more favorable partners to tackle social 

problems than pure for-profits. Encouraged by C. K. 

Prahalad’s discovery of the BOP market, traditional 

for-profits expanded their business to developing countries 

[18]. In recent five years, an overwhelming number of 

companies have applied M. Porter’s Creative Shared Value 

(CSV) concept to their business strategies in order to improve 

and/or justify their commercial activities in impoverished 

countries [19]. 

Differentiated from BOP businesses that target the poor 

with purchasing power, inclusive business models engage 

people living at the base of the economic pyramid in 

corporate value chains as consumers, producers, and 

entrepreneurs [20]. Traditional aid agencies such as the 

World Bank Group and the United Nations (UN) have 

promoted inclusive business as a method of poverty 

reduction. In 2005, International Finance Corporation (IFC) 

in the World Bank Group launched the Development 

Outcome Tracking System (DOTS) to measure the 

development effectiveness of for-profits. The United Nations 

Development Program (UNDP) plays a primary role in 

facilitating the private sector’s engagement in development 

through Business Call to Action (BCtA), an initiative to 

promote an inclusive business model. 

Going beyond a “do no harm” policy, a growing number of 

for-profits involve poor people in their business. As of July 

2015, IFC’s 2,000 clients operated their businesses in 

developing countries and approximately 8,300 for-profits had 

singed the UN Global Compact to show their commitment to 

the UN goals, such as MDGs. Especially in the global health 

sector, private development assistance has far exceeded 

Official Development Assistance (ODA). 108 BCtA member 

companies have collectively improved health outcomes for 

63 million people. In addition, U.S. corporations have been 

major players in international development assistance, 

contributing $7.7 billion in 2008 [21]. In this way, hybrid 

organizations including for-profits have been important 

actors and key partners in programs aiming at poverty 

alleviation [2]. 

The Millennium Development Goals Report 2015 

highlights significant gains such as the rate of children dying 

before their fifth birthday, which has declined by more than 

half. On the other hand, this report also raises deep concerns 

on uneven progress and significant gaps. “No one left behind” 

is an overarching concept of a post-2015 development 

agenda [22]. However, previous research on private-sector 

engagement in development has barely discussed how to 

involve the extreme poor at the very bottom. Rather, research 

on the hybrid business model encourages private sector to 

prioritize the poor with purchasing power to achieve 

organizational sustainability. Hybrid organizations with 

primary objectives to create social value are more likely to 

take a leading role in addressing the disparity between the 
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poor and the extreme poor. How does the compassionate 

individual leverage an organizational-level decision? This 

study aims to shed light on whether compassionate individual 

can be influential when their organizations identify target 

populations. 

D. Characteristics of Japanese Organizations 

Japan provides both an encouraging and discouraging 

environment for hybrid organizations. “Sampo-yoshi (good 

for three parties; the seller, the buyer, and society)” is a basic 

management principle in traditional Japanese companies. For 

example, the mission statement of 150-year-old Itochu 

Corporation, one out of seven BCtA member companies in 

Japan, tells: “Building on our history that we moved through 

together with the philosophy sampo-yoshi, we will practice 

our CSR that is rooted in this principle also during the next 

150 years” [23]. Contrary to this positively oriented principle, 

some irresponsible companies’ tremendous industrial 

pollution generated distrust of for-profits and anti-business 

sentiment in Japanese society in 1960s [24]. 

Considering the inherited managerial philosophy and 

environmentally-sensitive consumers, Japan may favorably 

accept the concept of hybrid organizations at the individual 

level. At the organizational level, as well, more than 200 

Japanese organizations have shown their willingness to 

commit to a global agenda by signeing the UN Global 

Compact. Moreover, major multinational companies in the 

Global Compact Japan Network spontaneously discuss 

inclusive business and other global agendas quarterly. 

“Sampo-yoshi” is a driving force for good, however, it is 

still based on a strategic concept of profit-making. Hybrid 

organization, on the other hand, regards the market-based 

approach as a more sustainable method of development. In 

this sense, social entrepreneurs are still expected to take a 

leading role in establishing hybrid organizations whether 

inside or outside of traditional Japanese organizations. 

Yet, the Global Entrepreneurship Monitor 2014 illustrates 

that Japan is the least developed country in terms of the 

perception of social values toward entrepreneurship [25]. In 

its survey, U.S. respondents show the lowest fear of failure 

(29.7%), whereas 54.5% of Japanese respondents express 

fear of failure. In addition to salient risk aversion, Japanese 

social perception towards entrepreneurship is significantly 

low. 64.7% of the U.S. respondents consider 

entrepreneurship as a good career choice; on the other hand, 

only 31% of Japanese perceive entrepreneurship positively. 

This may be explained by high job security in Japan. Lifetime 

employment discourages Japanese to make a decision on 

launching a new venture. Even after the recent economic 

recession, Japanese companies still prioritize hiring new and 

pure university graduates and inspiring loyalty in their 

organizations in order to discourage career changes. 

Japan still has poor pragmatic legitimacy for hybrid 

organizations, although some heroic social entrepreneurs 

catching Japanese media attention increased moral 

legitimacy. Japan has no legal structure for hybrid 

organizations that are entitled to pursue social and 

economical objectives simultaneously. Nonprofits 

technically did not exist until the Japanese Diet enacted “The 

Law to Promote Specific Nonprofit Activities” in 1998. 

Before the so-called NPO law was legislated, Public Benefit 

Corporations had been formally certified organizations that 

worked for social benefit [26]. Yet, profit-making by Public 

Benefit Corporations has not been socially acceptable in 

Japan. According to Japan NPO center’s survey, Public 

Benefit Corporations having less transparency and 

governance than nonprofits hardly gain social credit, so it is 

almost impossible for Public Benefit Corporations to raise 

funding from banks and investors [27]. 

Japanese nonprofits were born under the NPO law in 1998, 

three years after the so-called “start year of volunteerism in 

Japan.” In 1995, the Kobe Earthquake destroyed the region, 

and unexpectedly hundreds of compassionate Japanese 

rushed into the devastated area. Again, the massive 

earthquake in 2011 stimulated volunteerism in Japan. Not 

only individuals but also for-profits donated enterprise 

resource to people in suffering [28]. Stimulated by this 

phenomenon, the Japanese Diet passed a revised NPO law to 

reduce nonprofits’ administrative and operative burden. 

Japanese nonprofits have developed along with 

disaster-related volunteerism, so nonprofits in Japan are 

widely recognized as organizations that should not make 

profit intentionally. 

Considering this background, neither Public Benefit 

Corporations nor nonprofits are able to transform themselves 

into hybrid organizations in Japan. Instead, Japanese 

multinational companies have focused on market-based 

approaches to poverty alleviation for the last five years. Since 

social entrepreneurs and nonprofits are not idealistic career 

options in Japan, socially motivated individuals in for-profits 

have started projects based on market-oriented approaches to 

poverty alleviation. Partly because for-profits have been the 

main financial source of Japanese nonprofits, more 

market-based actions have been popular among nonprofits. 

In addition to the globally blurred border between nonprofits 

and for-profits, reconstruction of a lifetime employment in 

Japan promotes individuals’ mobility across sectors [29]. 

This hybridity at the individual level may contribute to 

balancing two different kinds of objectives. 

Another challenge for socially motivated individuals in 

Japan is the highly bureaucratic structure of Japanese 

organizations. Traditional Japanese companies have “ringi” 

(decision-making by consensus while respecting and 

maintaining hierarchical relationships) system that requires 

all parties’ agreement step by step [30]. Unless the board 

member demonstrates sensitivity for people in suffering, 

bottom-up decision-making requires a tremendous 

commitment of time and energy. So, only highly motivated 

individuals are able to take a role in transforming their 

divisions into hybrid organizations. Compassion makes 

individuals resilient and encourages an organization to make 

greater efforts to involve the extreme poor in business 

process. 

 

III. HYPOTHESIS 

From the previous studies, the following hypothesis 

emerges: compassion encourages an organization to make 

greater efforts to include the extreme poor. In other words, an 

organization that is run by a highly compassionate individual 

is more likely to involve the poorer people in its business 

process. 
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IV. RESEARCH DESIGN AND METHODOLOGY 

The aim of this research is to examine the relationship 

between compassion and inclusiveness (including the 

extreme poor and/or the marginalized population in core 

operations). 

A. Sample Design 

This paper analyzes four organizations, each of which 

possesses a unique structure. They are noted as Company A 

(profit center), Company B (cost center), Nonprofit C 

(self-sustaining), and Nonprofit D (traditional). Considering 

the absence of legal structure for hybrid organizations in 

Japan, Company A is interpreted as a for-profit hybrid 

structure, Company B as a mixed-entity structure, Nonprofit 

C as a nonprofit hybrid structure, based on the typology of the 

previous research [3]. Compared with those new types of 

structure, Nonprofit D is a traditional nonprofit depending on 

donation and subsidy. 

In this research, the sample of for-profits was chosen from 

the list of BCtA member companies and Global Compact 

Japan Network member companies. Four out of seven BCtA 

companies run inclusive business in the field of global health. 

Among those four, a company running inclusive business for 

the longest time is chosen as a representative of multinational 

companies in which business unit operates global 

health-related business in the developing countries.  The 

other for-profit was chosen from the list of Global Compact 

Japan Network member companies. Out of 202 organizations 

on the list of the Global Compact Japan Network, a company 

of which CSR division invests the largest amount of 

resources in enhancing global health is chosen. This CSR 

division does not have a profit-making mission, and other 

for-profit divisions in the same company provide financial 

resource to this division. In this sense, this structure is similar 

to a mixed-entity model. 

 The sample of nonprofits was chosen from the list of 

Japan NGO Center for International Cooperation (JANIC) 

which manages the largest number of international nonprofits 

in Japan. 127 out of 412 nonprofits register themselves in the 

category either of health, alternative energy, or organic 

farming. Not only health-related nonprofits but also 

alternative energy and organic-farming-related nonprofits are 

included because activities in those two categories often 

primarily aim at improving health. 27 out of 127 nonprofits 

show interest in market-based approach, and 24 out of 27 

nonprofits have already taken market-oriented activities. The 

survey requests were sent to those 24 nonprofits. Six 

responded, but four of them were unable to participate due to 

their resource shortage. One of the remaining two is a 

self-sustaining nonprofit, i.e., a nonprofit hybrid, and the 

other mostly depends on donation and subsidy. 

B. Data Collection Procedure 

An online survey was set up on Qualtrics and consisted of 

approximately 30 questions. The number of questions 

displayed depends on respondents’ answer. 

The first section consisted of individual-level items. 

Participants were given one item of the short version of the 

Compassion Love Scale for Humanity: “When I hear about 

someone (a stranger) going through a difficult time, I feel a 

great deal of compassion for him or her.” Responses were 

given on a seven-point scale range from 1 (not at all true for 

me) to 7 (very true for me) [11]. 

In addition to the assessment on compassion for humanity, 

this survey examined interpersonal contact with someone in 

poverty and respondents’ compassion for him/her, asking 

“Do you have a friend who lives in a developing country?” 

and “Did you feel compassion toward him/her?” 

Respondents also responded to an item asking “How do you 

maintain a relationship with your beneficiaries?” with four 

choices: (1) Visiting in person; (2) Skype or other 

face-visible teleconference; (3) Social media, and (4) No 

personal relationship. This question was designed to measure 

how strong their ties were. 

Respondents were given a four-point response scale from 

“very risk-averse” to “not at all.” Additionally, respondents 

indicated whether they have a spouse to support 

economically and/or physically. 

Followed by the items associated with prosocial 

cost-benefit analysis, respondents evaluated their willingness 

to make an extra effort to involve the extreme poor in their 

business at the expense of self-interest. One was, “Are/were 

you willing to take steps to improve the quality of life of the 

vulnerable, even if it meant reducing your standard of living? 

(e.g., moving to a developing country or a cheaper house)” 

The other was, “Even though someone in a position of 

authority over you (such as a co-founder, an investor, the 

board or a boss) strongly disagreed with your idea of 

involving the extreme poor in your business, you would try to 

persuade them to change their mind as long as..” with five 

choices: (1) “business can be profitable”; (2) “its loss can be 

covered internally”; (3) “there is a possibility to collect 

donation or additional investments”; (4) “it is social justice,” 

and (5) “ there is no negative impact on my personal life (i.e., 

income, social relationship).” 

Closing the individual-level items, the next section 

assessed inclusiveness at the organization-level. Similar to B 

Impact Assessment created by B Lab, sample 

inclusiveness-related items are: “Indicate number of your 

beneficiaries at each level of poverty: low income (e.g., small 

farmers), poor (e.g., seasonal worker), very poor (e.g., the 

disabled)”; and “Which country, region and village do your 

ultimate beneficiaries live in?” Respondents provided a 

response in their own words. 

Four participants, sampled as described above, were 

provided with a link to an online survey site of Qualtrics. 

 

V. FINDINGS 

A. The Degree of Compassion 

The respondents were three males and one female. In terms 

of the gender difference, previous studies prove that females 

show significantly higher level of compassion for humanity 

than males. The sample of this survey included only a female, 

and this tendency was not observable [14]. Nonprofit D’s 

female respondent showed the lowest level of compassion for 

humanity, whereas three male respondents showed 4 out of 7. 

The respondent with the least compassion for humanity 

exhibited the strongest unselfish willingness to commit to the 

extreme poor, on the other hand, the respondent with 

moderate compassion for humanity demonstrated less 
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willingness to sacrifice his self-interest. These results do not 

support my assumption that more compassionate individuals 

indicate stronger willingness to dedicate themselves to 

marginalized people. 

However, the respondents who had interpersonal contact 

with a person in impoverished country and who felt 

compassion showed strong willingness to commit to action. 

Those respondents belong to nonprofits. Their career choices 

already illustrate how strong their commitments are because 

most Japanese are reluctant to work for nonprofits. 

Nonprofits such as Teach for America and Oxfam are listed 

on the Employer Attractiveness Rankings Top 10 in the U.S. 

and the U.K.; on the other hand, no nonprofit is ranked in the 

top 100 in Japan. Trailing far behind foreign nonprofits, 

Japanese nonprofits are still underdeveloped in some ways 

[31]. The respondents in this survey chose Japanese 

nonprofits to work for, which reflects their strong willingness 

to commit to underserved populations. 

 Much lower commitments are indicated by the other two 

respondents in for-profits: one does not have any personal 

relationship with a person in the developing countries; and 

the other did not feel compassion for his friend in the 

impoverished area. Considering this positive correlation 

between compassion for a particular individual and 

willingness to commit to the extreme poor, compassion 

produced by interpersonal contacts increases willingness to 

take risks. 

 
TABLE I: SUMMARY OF SURVEY 

 
 

B. Prosocial Cost-Benefit Analysis 

Prosocial motivation such as compassion may foster 

commitment to action such as the choice of launching a 

hybrid organization [1]. Nonprofit C’s responses show that 

his strong compassion for his friend may have increased the 

perceived benefit and reduced his strong risk aversion. 

Despite the fact that he has a spouse, he chose to become a 

social entrepreneur in Japan. Pragmatic and moral legitimacy 

is absent in Japan, however, the social group that inspires him 

may have slightly increased his perceived benefit. His 

compassion for his friend in suffering may strengthen his 

resilience and patience to serve the extreme poor.  Nonprofit 

D’s respondent also has the strongest risk aversion. However, 

her compassion for her friend in a developing country may 

reduce her risk aversion and encourage her to persuade her 

boss at the expense of self-interest. She is willing to fight 

against her boss to serve the extreme poor as long as “it is 

social justice.” 

On the other hand, Company B’s respondent with less risk 

aversion is reluctant to sacrifice his social relationship and 

economic success. He does not have any friend in the 

development countries, so the lack of compassion for a 

particular individual does not increase his perceived benefit. 

Company A’s respondent has more risk aversion than 

Company B’s and he has also no compassion for a particular 

individual. He does not have a willingness to take informal 

action, but he is willing to wait for the opportunity to involve 

the extreme poor in his business’ core operation in the future. 

His interpersonal contact with beneficiaries before launching 

his project may slightly affect his patience. 

The willingness to commit to the extreme poor is not 

significantly affected by their higher motivation for 

continuous learning on developmental problems, their 

interest in career change into public sector or nonprofits or 

their external social groups that inspire them. 

C. Inclusiveness at Organizational Level and Compassion 

In terms of the number of the beneficiaries, Company A 

and Company B are far superior to Nonprofit C and 

Nonprofit D. Yet, this study intends to discover the degree to 

which hybrid organizations can be inclusive from the aspect 

of the beneficiaries’ poverty level. 

From the perspective of location selection, Company A 

and B chose their target areas based on their corporate 

strategies. On the other hand, Nonprofit A and B chose their 

target area based on the beneficiaries for whom founders felt 

compassion. Company A operates its business in Ethiopia 

and the poorest country that Company B serves is South 

Africa. According to the World Bank’s classification for 

2016, Company A’s target country is categorized as a 

low-income economy ($1,046 or less) and Company B’s as 

an upper-middle-income economy ($4,126 to $12,735). Led 

by compassion, Nonprofit C targets the Philippines, a 

lower-middle income country ($1,046 to $4,125), and 

respondent of Nonprofit D did not specify its target area. As 

for Human Development Index (HDI) 2014, Company A’s 

target country is ranked at 173, Company B’s at 118, and 

Nonprofit C at 117 [32]. The strategy-based organizations 

such as for-profit hybrids (Company A) and mixed-entity 

structures (Company B) are capable of involving the 

underserved countries as Company A is. 

However, compassionate individuals in Japanese 

multinational companies have less influence on 

decision-making when a country is selected as beneficiary. 

For example, Ajinomoto, a BCtA member company in Japan, 

started their “The Ghana Nutrition Improvement Project” in 

Ghana for two main reasons: Ajinomoto planned to expand 

its business in Africa; and the majority of children in Ghana 

suffer from malnutrition. Having reviewed a hunger map, 

Company A Company B Nonprofit  C Nonprofit  D

Organization's 

financial 

characteristic

profit  center 

of 

a company

cost center 

of 

a company

self-

sustaining
donation-based

World Bank's 

category of targeted 

country

Low
Upper-

middle

Lower-

middle
N/A

HDI ranking of 

targeted country
173 118 117 N/A

Respondent's Risk 

aversion
3 3 4 4

Compassion for 

humanity
4 4 4 1

Compassion for a 

particular individual
No No Yes Yes

Willingness to 

involve the extreme 

poor

1 0 2 5

Willingness to 

commit to taking 

action for the 

extreme poor

1 0 2 5

TABLE I: SUMMARY OF SURVEY
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Ajinomoto strategically targeted Ghana to get the most out of 

Ajinomoto’s expertise in amino acid. Once Ghana was 

targeted, the inclusion of the extreme poor in northern Ghana 

depended mostly on individuals’ efforts. As such, individuals’ 

compassion affects organizational decisions regarding 

targeting population once a country is selected by the board 

member. When a region and a community in the selected 

country are chosen as beneficiary, individuals who have 

compassion for a particular individual may try to involve the 

extreme poor in the selected country at the expense of their 

self-interest. 

In addition to top-down decision-making, there is another 

organizational-level constraint: safety guidelines for 

employees in Japanese multinational companies. Japanese 

multinational companies’ strict safety guidelines often 

prevent employees from working in danger zones, so 

compassionate individuals should serve the poorer people 

within those constraints or informally spread the word to 

solicit help. 

Nonprofit hybrids have less scalability, but have more 

flexibility to make decisions to select a country and 

population. When it comes down to the details, however, its 

compassion-based targeting may heavily depend on random 

meetings, in other words, contingency. This may be why 

nonprofit hybrids do not necessarily target extremely poor 

countries. Strongly compassionate founders’ organizations 

target countries where they incidentally met their friends in 

need. 

This survey discovered additional organization-level 

constraints. Mixed-entity and nonprofits in this experiment 

have no plan for next year’s activities because their budget 

heavily depends on external financial resources. Absence of a 

plan makes hybrids run business on a day-to-day basis and 

public sector regards them as unreliable partners in 

development. On the other hand, although for-profit hybrids 

have more financial stability and predictable contributions, as 

described above, they have less flexibility to consider 

compassionate individuals’ opinion on inclusiveness. 

At the country level, compassion does not always affect 

the organizational-level inclusiveness such that Company A 

serves the poorest country and that Company B operates in 

the lower HDI country than the compassionate Nonprofit C. 

For-profits’ rich resources and strategy-based targeting may 

be able to benefit the poorer or the lower HDI countries. At 

the region or community level, however, generalized 

compassion may play a key role in involving the underserved 

population once a country is targeted in a top-down fashion. 

D. Limitations and Future Research 

Although this study intends to provide quantitative 

analysis on compassion and its impact on inclusiveness as 

performance in the context of development, there are a few 

limitations. 

First, the sample is limited because this study focused on 

Japanese organizations that tackle global health in 

developing countries. Future research can expand the sample 

to foreign companies or use snowball sampling to increase 

the sample and its response rate. 

Second, the collected data is not statistically analyzed due 

to the shortage of the sample. Assessment on compassion is a 

simplified version of the Compassion Love Scale that 

consists of at least five items. Similarly, the degree of risk 

aversion is self-reported. 

Third, detailed numeric data on hybrid organizations 

inclusiveness are absent. Despite the availability of the 

number of beneficiaries, it was difficult to collect data on the 

poverty level of those beneficiaries, e.g., where they live and 

how much they are marginalized. Future research will apply 

mixed research method to complement self-report data on 

inclusiveness and investigate inclusiveness at region or 

community level. 

 

VI. CONCLUSION 

This paper explored the influence of compassion on hybrid 

organizations’ inclusiveness in impoverished countries. At 

the country level, compassion is not correlated with 

organizational inclusiveness. There may be two main reasons 

for this. First, individuals in hybrids based on strategy-led 

targeting have less influence when their organizations make a 

decision on a target country. Second, compassion-based 

targeting relies heavily on random meetings, so their target 

population is not always the extreme poor. 

However, the survey results indicate positive correlation 

between compassion for a particular individual and 

willingness to involve the extreme poor. In spite of their high 

risk aversion, individuals who felt compassion for particular 

individuals in impoverished countries showed a strong 

commitment to action at the expense of self-interest. Thus, 

the more compassionate individuals may potentially involve 

the poorer population in a country, region or community. 

On the flip side, the lower risk-averse individuals who do 

not feel compassion for particular individuals are less likely 

to commit to taking action. Even though a poorer country is 

selected at the organization-level, less compassionate 

individuals are less likely to make every effort to involve the 

extreme poor in the assigned country. 

Contrary to my assumption, compassion for humanity does 

not reduce risk aversion enough to increase individuals’ 

commitments. In addition, neither knowledge regarding 

development, inspiring social group outside the company, 

nor interest in career change into public or nonprofits 

significantly affect the perceived benefit. 

Organizational constraints prevent compassionate 

individuals from serving the extreme poor. Still, 

individual-level compassion for a particular individual 

significantly affects willingness to involve marginalized 

populations at the expense of self-interest. Making use of this 

psychological contribution, increasing interpersonal contacts 

with the underserved people may contribute to the emergence 

of hybrid organizations that serve the poor at a deeper level 

and an eventual narrowing of the gap between the poor and 

the extreme poor. 

REFERENCES 
[1] T. L. Miller, M. G. Grimes, J. S. McMullen, and T. J. Vogus, 

“Venturing for others with heart and head: How compassion 

encourages social entrepreneurship,” Academy of Management Review, 

vol. 37, no. 4, pp. 616-640, 2012. 
[2] D. Holt, “Identifying, mapping, and monitoring the impact of hybrid 

firms,” California Management Review, vol. 57, no. 3, pp. 107-126, 

2015. 

428

Journal of Economics, Business and Management, Vol. 4, No. 6, June 2016



  

[3] N. Haigh, E. D. Kennedy and J. Walker, “Hybrid organizations as 

shape-shifters: Altering legal structure for strategic gain,” California 

Management Review, vol. 57, no. 3, pp. 59-82, 2015. 
[4] K. Cooney, J. Koushyar, M. Lee, and H. Murray. (Dec 2014). Benefit 

corporation and L3C adoption: A survey. Stanford Social Innovation 

Review. [Online]. Available: 
http://www.ssireview.org/blog/entry/benefit_corporation_and_l3c_ad

option_a_survey 

[5] C. Seelos, J. Mair, J. Battilana, and M. T. Dacin, “The embeddedness 
of social entrepreneurship: Understanding variation across local 

communities,” Research in the Sociology of Organizations, vol. 33, pp. 

333-363, 2011. 
[6] E. D. Kennedy, “Positioning the beneficiary: The role of entwinement 

in social enterprise impact,” presented at the Academy of Management 

Annual Meeting 2015, Vancouver, Aug 7-11, 2015. 
[7] J. Short ed. Social Entrepreneurship and Research Methods, 1st ed. 

Bingley, U.K.: Emerald Group Publishing Limited, 2014. 

[8] J. Battilana, “Agency and institutions: The enabling role of individuals' 
social position,” Organization, vol. 13, no. 5, pp. 653-676, 2006. 

[9] J. Battilana, “The enabling role of social position in diverging from the 

institutional status quo: Evidence from the UK national health service,” 
Organization Science, vol. 22, no. 4, pp. 817-834, 2011. 

[10] M. Grimes, J. McMullen, T. Vogus, and T. Miller, “Studying the 

origins of social entrepreneurship: Compassion and the role of 
embedded agency,” Academy of Management Review, vol. 38, 3, pp. 

460-463, 2013. 

[11] E. A. Pommier, “The compassion scale,” Ph.D. dissertation, The Univ. 
of Texas at Austin, TX, 2010. 

[12] L. Hollis-Walker and K. Colosimo, “Mindfulness, self-compassion, 

and happiness in non-meditators: A theoretical and empirical 
examination,” Personality and Individual Differences, vol. 50, no. 2, 

pp. 222-227, 2011. 

[13] J. L. Goetz, D. Keltner and, E. Simon-Thomas, “Compassion: an 
evolutionary analysis and empirical review,” Psychological Bulletin, 

vol. 136, no. 3, pp. 351-374, 2010. 

[14] K. D. Neff and E. Pommier, “The relationship between 
self-compassion and other-focused concern among college 

undergraduates, community adults, and practicing meditators,” Self 

and Identity, vol. 12, no. 2, pp. 160-176, 2013. 
[15] A. J. Howell and D. J. Larsen, “Understanding other-oriented hope: An 

integral concept within hope studies,” Springer, 2015. 
[16] L. Bovens, “The value of hope,” Philosophy and Phenomenological 

Research, vol. 59, no. 3, pp. 667-681, 1999. 

[17] R. J. Arend, “A heart-mind-opportunity nexus: Distinguishing social 
entrepreneurship for entrepreneurs,” Academy of Management Review, 

vol. 38, no. 2, pp. 313-315, 2013. 

[18] C. K. Prahalad and H. Stuart, “The fortune at the bottom of the 
pyramid,” Strategy + Business, 26, pp. 54-67, 2002. 

[19] M. E. Porter and M. R. Kramer, “The big idea: Creating shared value,” 

Harvard Business Review, January-February 2011, pp. 1-17, 2011. 
[20] C. Gradl and B. Jenkins, “Tackling barriers to scale: From inclusive 

business model to inclusive business ecosystem,” Harvard Kennedy 

School: Corporate Social Responsibility, pp. 1-36, 2011. 
[21] H. M. Little, “Role of private assistance in international development,” 

The NYUJ International Law & Politics, vol. 42, pp. 1091-1109, 2009. 

[22] The Millennium Development Goals Report 2015, United Nations, 
New York, NY, 2015. 

[23] Itochu Corporations CSR Report 2010, Itochu Corporation, Tokyo, 

Japan, 2010. 

[24] K. Tanimoto, “Sanpo-yoshi and CSR,” in Encyclopedia of Corporate 
Social Responsibility, S. O Idowu, Ed. Berlin: Springer Berlin 

Heidelberg, 2013, pp. 2107-2114. 

[25] Global Entrepreneurship Monitor 2014 Global Report, Global 
Entrepreneurship Research Association, 2015. 

[26] T. Kono, “The public benefit corporation and taxation in Japan law,” 

ICOMOS-Hefte des Deutschen Nationalkomitees, vol. 26, pp. 59-62, 
2015. 

[27] Hieiri houjinkaku sentaku ni kansuru jittai chosa (Status Survey on 

Nonprofits’ Selection of Legal Personality), Japan NPO center, Tokyo, 
Japan, 2015. 

[28] A. Brown and V. Mackie, “Introduction: Art and activism in 

post-disaster Japan,” The Asia-Pacific Journal: Japan Focus, vol. 13, 
no. 6, no. 1, February 2015. 

[29] R. Andre, “Assessing the accountability of the benefit corporation: 

Will this new gray sector organization enhance corporate social 
responsibility?” Journal of Business Ethics, vol. 110, no. 1, pp. 

133-150, 2012. 

[30] M. Ala and W. P. Cordeiro, “Can we learn management techniques 
from the Japanese Ringi process?” Business Forum, vol. 24, no. 1/2, 

California State Univ., Los Angeles: School of Business and 

Economics, 1999. pp. 22-29. 
[31] H. Ito and C. Pilot, “Why are nonprofit organizations financially 

strained in Japan? An analysis of Japanese NPO management and 

marketing strategies,” International Review of Management and 
Marketing, vol. 5, no. 1, pp. 1-8, 2014. 

[32] Human Development Report 2014, United Nations Development 

Program, New York, NY, 2014. 

 

Kyoko Tokuda is a visiting assistant in research at 

Graduate School of Arts and Sciences in Yale 
University, Connecticut, U.S.A. and a Ph.D. candidate 

at Graduate School of Arts and Sciences in University 

of Tokyo, Japan. Ms. Tokuda was born in 1982 and 
grew up in Tokyo, Japan. Ms. Tokuda studies at Keio 

University, where she received her bachelor degree of 

policy management in 2005. In 2012, Ms. Tokuda 
earned master’s degree from human security program 

at Graduate School of Arts and Sciences in University 
of Tokyo, Japan. 

She worked at SAP Japan, Osaka and Tokyo, Japan (2005-2010) as a 

software license sales, awarded “SAP Winner’s Circle (global top sales 
performer).” She worked at Global Issues Cooperation Division, 

International Cooperation Bureau in Ministry of Foreign Affairs of Japan as 

an Economic Development Researcher (2010-2014). She authored an article 
on case study of Japanese multinational companies’ inclusive business, 

Triangular Public and Private Partnership (PPP) to realize Human 

Security, Tokyo: Journal of Human Security Studies, 3(1), pp.52-77, 2014. 
She co-authored an article on Japanese SMEs’ inclusive business, 

Multi-sectoral Partnership Toward Global issues: International 

Organization for Migration (IOM)’s Water, Sanitation and Hygine(WASH) 
Programme to Assist Vulnerable Internally Displaced Persons (IDPs), 

Tokyo: CDR quarterly, 7, pp.43-55, 2013. Her research interests are 

inclusive business, social enterprise, behavioral economics, global health, 
and human security. 

 

 
 

Author’s formal 

photo 

429

Journal of Economics, Business and Management, Vol. 4, No. 6, June 2016




