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External environment of embattled corporation

· Technological 

· Economic

· Labor

· Resource

· Customer

· Legal and regulatory

· Global

· Competitive

Entrepreneurship definition – the process of creating value by bringing together a unique combination of resources to exploit an opportunity

7 perspectives on the nature of entrepreneurship

· Creation of wealth – involves assuming the risk associated with the facilitation of production in exchange for profit

· Creation of enterprise – entails founding of a new business venture where none existed before

· Creation of innovation – concerned with unique combination of resources that make existing methods or products obsolete

· Creation of jobs – concerned with employing, managing and developing the factors of production, including the labor force

· Creation of value – process of creating value for customers by exploiting untapped opportunities

· Creation of growth – defined as a strong and positive orientation toward growth in sales, income, assets and employment

Corporate entrepreneurship is the sum of a company’s innovation, renewal and venturing efforts

Management is the process of setting objectives and coordinating resources including people,, in order to attain those objectives. In essence, it involves getting things done through other people. Management is concerned with efficiency and effectiveness

Organisational life cycle

· Start up and early growth 

· Encompasses the launching of a new venture and the initial penetration of the market.

· Highly creative

· Work environment in early stages is exciting, stressful, demanding, uncertain. 

· Organisation run informally
· Employees feel they part of something

· Growth through direction

· Companies fail because the will not formalise

· Where management put necessary systems and structures in palce, and augments the leadership team with functional area professionals, another period of sustained success growth ensues. 

· Growth through  delegation

· Delegation takes form of creating semi autonomous product divisions and strategic business units

· Operations given targets to achieve.

· Senior management focuses on major strategic moves and acquisitions 

· Management lose control 

· Growth through coordination

· Companies respond to this loss of control by centralising operations.

· Head office staff is developed to co-ordinate operations

· Centralisation over times tends to breed bureaucracy and a crisis of red tape eventually occurs. 

· Myrid of procedures and systems will be developed

· Growth through collaboration

· Very nature of the enterprise has to be reinvented

· Companies must simplify structures and procedures, reduce staff
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Entrepreneurial realities – understanding the process

· Identify the opportunity

· Begins with an opportunity
· Many concepts fail because there was no opportunity

· Just because it is better does not mean it is needed.

· Key questions include: source, size and sustainability of opportunity

· Defining the business concept

· With an opportunity clearly in mind, the entrepreneur specifies a business concept.

· Opportunities represent potential

· Business concept is defined as an innovative approach for capitalising on an opportunity

· A well conceptualised concept has certain characterisitics: overt benefit to a user; unique and not easy to imitate. Comprehensive in that it represents an entire value propositions. It is feasible. 

· Assessing the resource requirements

· Entrepreneurial success is often a function of other resources, some which money can’t buy. 

· Need to identify nonfinancial needs requires insight, judgement and patience. 

· Obtaining endorsement from sponsor is key

· Acquiring the resources

· Entrepreneurs are great at resource leveraging, meaning they know how to share and borrow resources.

· Must be a trader, bargainer, negotiator, networker and borrower.

· Implementing and managing the concept.

· It is typically hectic, uncertain and ambiguous when creating the “new”

· Entrepreneur is faced with myrid of decisions that must be solved quickly.

· Obstacles arise and assumptions could be wrong – leading to a re-think

· Key at this stage is tolerance of ambiguity and adaptability

· Must set target and timeframes for concept completion at each stage
· Harvesting the venture

· We live in age of diminishing opportunity windows and shorter life cycles. 

· Therefore must have an exit strategy

· Harvesting is concerned with how returns will be realised

7 ways in which entrepreneurship is manifested in established companies

· Traditional R&D

· Many companies have dedicated staff who are technically qualified that work on improving existing products and developing new ones.

· Any numbers of projects are underway at a given time.

· Projects are closely tied to strategic direction

· Makes it easy for everyone else in the company to escape responsibility for innovation

· Ad hoc venture team

· Senior management commits to an opportunity, or finds itself needing to respond to an impending competitive threat.

· Put together a team of employees, charge them with coming up with a specific innovation and set them up autonomously, out of the mainstream. 

· Demanding deadline but ample resources

· Will not product sustained entrepreneurship

· New venture divisions

· Permanent unit is established where the objective is breakthrough innovation and the creation of new markets. 

· Difficulty in getting mainstream to accept the innovation

· Champions and mainstream 

· Entrepreneurship can originate from any person in company

· Develop concepts and attempt to sell to senior management

· Acquisitions

· Achieve entrepreneurial growth through acquisitions of other companies 

· Challenge is to instill its value and culture on acquisition

· Outsourcing innovation

· Companies buying some of the intellectual capital of other companies and individuals
· Hybrid approaches

· Reality is that organisations are experimenting today to spur entrepreneurial performance.  

· Try various approaches
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Corporate venturing takes 3 forms:
· Internal CV: 

· Created an owned by the organisation

· Resides within the corporate structure

· Occasionally may be located outside the firm

· Cooperative CV: 

· Refers to entrepreneurial activity in which new businesses are created and owned by the corporation together with one or more development partners. 

· They exist as external entities and operate beyond the organisational boundaries

· External CV:

· Entrepreneurial activity in which new businesses are created outside the organisation and subsequently invested in or acquired by the organisation

Strategic entrepreneurship takes 5 forms

· Strategic renewal

· Seeks to redefine its relationship with its market or industry competitors by fundamentally altering how it competes

· Sustained regeneration 

· Continuously creates new products and services or enters new markets

· Domain redefinition

· Proactively creates a new product market arena that others have not recognised or actively sought to exploit

· Organisational rejuvenation

· Seeks to sustain or improve its competitive standing by altering its internal structure and processes

· Business model redefinition
· Finds the firm applying entrepreneurial thinking to the design or redesign of its business model in order to improve operational deficiencies or otherwise differentiate itself in ways valued by the market.
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Change

No organisation is immune to immense pressure of change. In the past the playing field was level, if not to their advantage. The rules were obvious and structure was the managers friend. Hierarchy provided context and orientation. There was always sufficient time. Today’s environment is nothing like the past. Uncertainty is common place.

Complexity

Complexity is another critical force in the new landscape. Change comes from many different directions, often at the same time. There are new markets, technologies, economic realities, demographic patterns etc. customer groupings are shifting and becoming more differentiated. Competitors come and go. Further, change in one area interacts with change in other areas. The net effect is that there is more change to manage and it is much more complex!

Chaos

The common language meaning of term chaos is confusion, and confusion describes the new business landscape. Random events can cause extreme consequences in business. Small changes or shocks to the system, in which the business operates, can have a major impact on the business itself. 

Contradiction

Finally, the business environment is filled with many contradictions, and dealing with paradox becomes a critical aspect of managing the new competitive landscape. 
Not 1 or another but rather 1 and another. Embrace it and accept ambiguity

Dominant logic
· It’s the prevailing mindset of the business

· Managers focus on current climate and only consider information if it believes it fits with the dominant logic of the company

· Will limit future potential 

· Captures the current competitive advantage

· Must be periodically unlearnt

Technology, entrepreneurship and strategy

We can define technology as the tools, devices and knowledge that help transform inputs into outputs.

Technology is an important trigger for entrepreneurial activity. Represents opportunity and threat.

Innovation strategy should be complemented by a technology strategy. Technology strategy consists of the overall decisions and actions that relate to a companys acquisition and utilisation of technology. 

Elements of technology strategy include:

· Technological choices

· Sources

· Competitive timing

· Technological investment level

Technology push – with technology push approach employees within a company see a technical possibility and strive to capitalise on it. Suffer from perfection symdrome. 

Market pull – start with the customer and are typically driven by marketing people. Market research plays  a critical role. Customers are the source of new product idea. Limitation is that we often make the assumption that customers know what they like and what they don’t.

Entrepreneurial  strategy: some contributing factors

Developing an entrepreneurial vision

Great organisations are driven by clear visions. It is important that senior management conceptualise and communicate a vision of organisation wide entrepreneurship

Increasing the perception of opportunity

Entrepreneurial behaviour is opportunity seeking behaviour. Entrepreurial strategy represents a quest to find and exploit untapped opportunities. The organisation should broaden the opportunity horizon. 

Institutionalising change

Change is good. It enriches people, adding experience and deepening inisights. It represents new opportunities. You must challenge the status quo.

Instilling the desire to be innovative

Innovation must be expected from people who do not see themselves as innovators. The desire to be innovative stems from a sense of involvement in and responsibility for innovative projects.

Investing in peoples ideas

Ideas, together with peoples personal commitment to them, represent the single greatest asset in a company. 

Sharing risk and rewards with employees

Sustainable entrepreneurship requires that employees experience some of the risk and meaningfully participate in the rewards. 

Recognising the importance of failure

Failure is a sign of experience, learning and progress.  New things mean experiementing. Experiementing means risk of failure. Should learn from failure.

Porters 5 fatal flaws

Flaw 1: misunderstanding industry attractiveness

There is a tendency to associate attractiveness with those industries that are growing rapidly. Attractiveness has much more to do with high barriers to entry, the ability to differentiate, the existence of few effective substitutes and the ability to influence suppliers and customers. The more high tech and glamorous a business is, the more likely there will be higher competitors entering the market and thereby making it unprofitable.

Flaw2: no real competitive advantage

Merely copying, imitating, or slightly improving upon the strategy of competitors is not entrepreneurial. It may seem easier and less risky but it means the venture has no real competitive advantage. To succeed, new ventures must be unique.

Flaw3: pursuing an unsustainable competitive position

Companies try to be customer service leaders when customer service innovations are easy to mimic. They attempt to be technology leaders when they do not have the necessary internal capacity to continually produce desirable technical innovations. Alternatively, they pursue strategies that place conflicting demands on different parts of the company.

Flaw4: compromising strategy for growth

A careful balance must exist between growth and the competitive strategy that makes a business successful. Pressure exist for companies to maximise sales growth , which often means captialising on short term opportunities that distract management from the core strategy. 

Flaw5: failure to explicitly communicate strategy internally

It is essential to clearly communicate the company’s strategy to every employee. The assumption that employees know the strategy and understand its implications for how they deal with particular issues or decisions is a dangerous one. Management must be explicit regarding the strategy and what it means for each functional department.
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The arenas in which people are creative

· Idea creativity – thinking up a new idea or concept

· Material creativity – inventing and building a tangible object 

· Organisation creativity – organising people or projects and coming up with a new organisation form  of structuring things

· Relationship creativity – innovative approaches to achieiving collaboration, cooperation and win win relationships with others

· Event creativity – producing an event or occasion

· Inner creativity – changing ones inner self. Being open to new approaches

· Spontaneous creativity – acting in a spontaneous or spur of the moment manner

3 components of successful creativity

Expertise, motivation and creative thinking skills. All these can be learnt

Creative process

· Preparation – process begins with a problem or question or challenge.  Individual attempts to define the problem, gather information, and look for the right answer. Ask creative questions before getting creative answers. Questions from skewed vantage points, interesting destabilising questions. 

· Frustration – solution gets circuitous, confusing and off track. Leads to a series of dead ends. Frustration sets in. magnified by creative blocks. 

· Incubation – if one consciously steps away from the problem and puts it on the back burner he is in the incubation stage. The individual is in effect non intentionally working on the problem. Further he or she will be removing key blocks. May be more data gathering although it may not be intentional. 
· Illumination – involves the employee coming up with the outline or core answer. The answer often needs refining or adaptation, expanded on and tested. Employee makes changes as he trys to sell the idea to management. This is called the elaboration stage.


quality of creativity
can be judged. 3 standards to judge

· Overt benefit

· Reason to believe

· Dramatic difference

Critical roles in entrepreneurship

· Initiator – identifies threat / opportunity / need.

· Sponsor - 

· Champion

· Innovation midwife – serves as translator between the language culture and needs of sponsors world and the language culture  and needs of champions world. Nurtures innovations that might be rejected by the organisations core.

· Supporter – augments the team, playing a secondary role or more minor role. Provides expertise, intelligence, analysis and marketing plans on behalf of the initiative. 

· Reactor – plays devils advocate. Provides market intelligence and insight. Pinpoint weaknesses
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Organisations out of control. Story of unintended consequences

· Trust problem
· As control measures evolve, they intrude further and further into the way an employee does their job. The eventually leads employees to believe employers don’t trust them and this undermines their willingness to tap into their creative energies.

· Trust problem

· Controls evolve to the point where they actually slow the organisation down. No flexibility. And extremely detailed documentation requirements.

· Means end problem

· Control systems are meant to be a means to an end. The goal is lost and the control system just becomes an end in itself. They look good in the control measure  but the actual goal is not being met / enhanced.

· Efficiency – effectiveness problem

· Efficiency is doing things right, while effectiveness is doing the right things. Sometimes efficiency is considered more important than effectiveness and ignores how effective the control measure is.

Critical elements of an entrepreneurial philosophy of control

· Control based on no surprises

· Looser but more effective control elements

· A mindset of giving up control to gain control

· Empowerment and discretion that is built into the job

· Mutual trust

· Emphasis on self control

· Organisational slack in terms of resource availability

· Pools of internal venture capital

· Varying levels of control based on the types of entrepreneurial behaviour being sought

· Open and shared control information

· Simultaneous loose tight properties. 

Open book management and entrepreneurship: the ingredients
· Every employee has access to the company’s financial and all other numbers that are critical to tracking the company’s performance

· The is an overt and ongoing attempt to get the information in front of employees

· The company teaches the basics of the business to everyone

· Employees learn that, whatever else they do, part of their job is to move the numbers in the right direction

· People are empowered to make decisions in their job based on what they know

· Employees have a stake in the company’s success, and share the risk of failure
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The entrepreneurial imperatives of strategic leadership ( top level)

Nourish an entrepreneurial capability -  invest in development of an institutionalised organisational capacity for innovation and entrepreneurship

Protect disruptive innovations – selectively protect the innovations that seem disruptive or threatening to the organisations mainstream operations  by “cocooning” them in their infancy

Make opportunities make sense – expand the opportunity “ radar screen” such that personnel can recognise and appreciate the hidden opportunities associated with their jobs

Question the dominant logic – challenge conventional strategic practices, norms and mindsets such that innovation is not hampered by tradition or other social constraints

Revisit the deceptively simple questions – identify growth opportunities through re asking basic questions such as “ what business are we in?” and “ what do our customers value?”

Link entrepreneurship and strategy – integrate the entrepreneurial and strategic processes of the organisation to facilitate the recognition and exploitation of strategically significant opportunities for innovation. 

The middle level manager’s entrepreneurial activities

· Endorse – endorse the entrepreneurial initiative by advocating its pursuit to important resource providers and other stakeholders

· Refine – refine the entrepreneurial initiative to fit the organisations strategy, structure and resources.

· Shepherd – shepherd the entrepreneurial initiative through the provision of developmental direction and sustained support

· Identify – identify the resources need to pursue entrepreneurial initiative

· Acquire – acquire the resources needed to pursue entrepreneurial initiative 

· Deploy – deploy the acquired resources to make the innovative idea a reality
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Forces working against the corporate entrepreneur

· Systems

· There is a misdirected rewards and evaluation system. The control systems are oppressive and display a lack of trust. The budgeting system is inflexible

· Structures
· There are 2 many hierarchical levels and there are narrow spans of control. There is responsibility without authority. There is a top down management and restricted communication channels

· Strategic direction

· There is an absence of innovation goals + no formal strategy for entrepreneurship.  No vision from top management. No role models

· Policies and procedures

· There is a long and complex approval cycle + extensive red tape and documentation requirements. There is unrealistic performance criteria

· People 

· There is a fear of failure , resistance to change, turf protection and complacency

· Culture

· Ill defined values, lack of consensus over value and norm priorities, values that conflict with innovativeness, risk taking and proactiveness

Coming up short: limitations of corporate entrepreneur

· Lack of political savvy: learning to work the system

· Lack of time: crisis management

· Lack of incentive to innovate: beyond tokenism

· Lack of financial: inability to project believable numbers

· Lack of people development skill: autocracy rules

· Lack of legitimacy: concept and untested entrepreneur
· Lack of seed capital: the problem of early resources

· Lack of open ownership: protecting turf

· Lack of a sponsor: someone to watch over you

· Lack of energy and shared enthusiasm: the inertia problem

