Entrepreneurship – Assessment 1 
Sarah Clements 1706960

Introduction
[bookmark: _GoBack]This assignment is about Dr John Clements who, along with myself, established Communique Communications in the early 1990’s. The business provided mail-order business stationery and marketing materials to self-employed direct sales consultants. This work will cover the factors that motivated John and the characteristics that enabled him to set up this venture. It will also provide evidence that confirms that he did this as an entrepreneur, even though he didn’t realise that at the time.

The setting
In the early 1990’s my husband, John, was working as a professional structural engineer. He had a good education, secure career and a well-paid job. However, he decided to leave this behind to set up a small business manufacturing and retailing greeting cards. We enthusiastically invested all our savings into the business, yet, very early on we realised this initial business would not be the income generator that we hoped it would.

The opportunity
A friend of ours saw the greetings cards we had been producing in a local shop and sought John out to ask if he could produce some perforated business cards for her. She worked with an international direct selling company where all the consultants were provided with an art-board and told to go along to their local printer for their personal stationery production.

John responded to her saying he could and offered to produce a high-quality product at a very competitive price - if she could guarantee us twenty customers! He said this knowing full well that we would make a loss on the sale because of the additional equipment we would need to purchase in order to produce them. But also sensing, that if things went well, we might obtain a large number of future orders.

Kirzner’s definition of an entrepreneur is “a decision‐maker whose entire role arises out of his alertness to hitherto unnoticed opportunities.”[footnoteRef:1] John saw this request as a potentially significant opportunity in the few moments he’d had to think about it and guessed rightly, that if he didn’t take it someone else would (indeed another company tried later on, but by then we had obtained the larger market share). This would concur with Eisenmann’s supposition that “Entrepreneurs often perceive a short window of opportunity.”[footnoteRef:2] [1:  Kirzner I. (1973) Competition and Entrepreneurship. University of Chicago Press]  [2:  Eisenmann T.R. (2013) Entrepreneurship: A Working Definition, Harvard Business Review Jan 10, 2013] 


I agree with Bolton and Thompson when they say “Advantage - the ability to select the right opportunity from the many. It is this talent that enables entrepreneurs to pick winners and know instinctively what really matters”.[footnoteRef:3] I think that this is the primary talent required for an entrepreneur to be successful.[footnoteRef:4] It is “…the attribute that enables you to recognise an opportunity, the primary talent that an entrepreneur should possess, and everything else follows on from this.”[footnoteRef:5] [3:  Bolton B. & Thompson J. (2013) Entrepreneurs: Talent, Temperament, Technique (3rd Ed) Oxford: Elsevier Butterworth-Heinemann. Pg 67-72]  [4:  Clements S. (2017) UWTSD MBA Week 2 Activity 3 Forum Post]  [5:  Bolton B. & Thompson J. (2013) Entrepreneurs: Talent, Temperament, Technique (3rd Ed) Oxford: Elsevier Butterworth-Heinemann. Pg 67-72] 

The outcome
After these first few sales came advertising, networking, developing the product range, investment, and a lot of extremely hard work. The rest, you could say, is history. That particular business expanded its range and customer base, spreading across the entire UK, Ireland and some parts of Europe, having thousands of regular customers and successfully trading for 12 years. 

This was despite the fact that John had no academic or professional experience or training in this field of work, nor had I, as a biochemist by training. In contrast, “Studies have shown that as many as 90% of entrepreneurs launch their business in the same market and industry as they were previously working in.”[footnoteRef:6]  [6:  Brockhaus R.H. (1982) The Psychology of the Entrepreneur. In Kent C, Sexton D and Vesper K Eds., Encyclopedia of Entrepreneurship. Prentice Hall] 


Motivation
The term ‘motivation’ derives from a Latin word meaning movement.[footnoteRef:7] And intrinsic motivation is “the self-desire to seek out new things and new challenges, to analyse one's capacity, to observe and to gain knowledge.”[footnoteRef:8] So, what were John’s intrinsic motivations? What caused him to move away from where he was and to set out on this route, and what did he hope to gain from it? [7:  Steers R.M. et al (2004) Introduction to Special Topic Forum: The Future of Job Motivation Theory. The Academy of Management Review, 29, 379-387]  [8:  Ryan R.M. & Deci E.L. (2000). "Self-determination theory and the facilitation of intrinsic motivation, social development, and well-being". American Psychologist. 55 (1): 68–78] 


Bolton and Thompson say about entrepreneurs that “…they seek independence and want to be their own boss. Those with ideas and who show initiative often feel themselves squashed and stifled in large and even not so large organisations.”[footnoteRef:9] This was certainly true. John had become dissatisfied with his current profession and wanted to express something he couldn’t express within his engineering job. He realised that parts of his work he found more interesting and enjoyable than his structural engineering role. The things that engaged him most were project management, using new computer technology and being in charge of quality assurance. All these he was better at doing and found far more interesting than the central maths and physics parts of his job. “I knew I wanted to do something that made me feel more engaged and alive. I felt alive when I was doing project management, the rest of the time I felt… dead!”[footnoteRef:10] [9:  Bolton B. & Thompson J.(2013) Entrepreneurs: Talent, Temperament, Technique (3rd Ed) Oxford: Elsevier Butterworth-Heinemann. Pg 714]  [10:  Clements, John B (2017) Entrepreneurism Interview. Llanelli. 21/10/17 1.30pm] 


For John, the need for independence and personal development was strong. “Studies of the motivations of both nascent and accomplished entrepreneurs suggest that intrinsic motivation – desire for independence, innovation, personal achievement – is a significant factor in explaining people’s entry into the entrepreneurship process.”[footnoteRef:11] He also felt “a need to escape”.[footnoteRef:12] [11:  Carter S. & Jones-Evans D. (2006) Enterprise and small business: principles, practices and policy. 2nd. Ed. Prentice Hall. Pg 126]  [12:  Alange S. et al (1988) What motivates people to start their own businesses - a Nordic perspective. Presentation at the ISBC 1988 conference in Helsinki] 


This realisation initially planted the idea to look for another type of job. But when he got moved away from project management at work, he said “It was the final nail in the coffin - I had to jump ship!” [footnoteRef:13] [13:  Clements, John B (2017) Entrepreneurism Interview. Llanelli. 21/10/17 1.30pm] 


At this point, John recognised that entrepreneurship (although we didn’t identify it as that at the time) was the way ahead, a valid career option and that this was the time to do it. “it is inconceivable to think that people will recognise opportunities if they do not value entrepreneurship as a career option.”[footnoteRef:14] [14:  Carter S. & Jones-Evans D. (2006) Enterprise and small business: principles, practices and policy. 2nd. Ed. Prentice Hall. Pg 126] 


Characteristics
So, what were the characteristics and attributes that John had that enabled him to funnel this strong motivation into a defined course of action? Shane, Locke & Collins findings state that “Entrepreneurial activity depends on the decisions that people make, suggesting that the attributes of the decision makers should influence the entrepreneurial process.”[footnoteRef:15] This indicates that the characteristics of an entrepreneur affects what they are able to achieve. [15:  Shane S. et al (2003) Entrepreneurial motivation. Cornell University, ILR School ] 

Creativity 
We didn’t do anything particularly new:[footnoteRef:16] there were plenty of printers and designers around before us, but the way we developed the business was new and in the forefront of using new technology. Schumpter says “The defining characteristic (of entrepreneurism) is simply the doing of a new thing or the doing of things that are already being done in a new way” and “that the new thing need not be spectacular or of historic importance.” [footnoteRef:17] [16:  Clements S. (2017) UWTSD MBA Week 1 Activity 3 Forum Post]  [17:  Schumpeter J.A. (1947) The creative response in economic history. The Journal of Economic History, 7(02). Pg 151] 


What was new and innovative was:
· Centralising printing for direct sales companies
· Developing marketing materials for customers to distribute to other potential customers
· Developing products in collaboration with regional teams and rolling them out nationally in a short space of time
· Outsourcing services e.g. printing and other manufacturing, nationally rather than locally 
· Early adoption of website marketing and online ordering 
· Bespoke CMR (customer-managed relationship) database for tracking and invoicing customer orders
· CMS (content management system) website construction for regional teams 
These innovations fit with Schumpter’s assertions that entrepreneurism initiates change - a ‘creative response’, “whenever the economy or an industry or some firms in an industry do something else, something that is outside of the range of existing practice, we may speak of creative response.”[footnoteRef:18] [18:  Schumpeter J.A. (1947) The creative response in economic history. The Journal of Economic History, 7(02). Pg 150] 


Optimism
John always had an optimistic outlook. He states “I always thought there might be a new group of customers just around the corner and had a belief that things can always change for the better. I never doubted my ability to make things work one way or another and I believed in our ability to produce something really worthwhile.”[footnoteRef:19] This is an essential characteristic, as my fellow cohort Saeed Ahmed states “Optimism is a 'positive mental attitude' which sparks innovation, change, willingness to accept risks, need for achievement and self-confidence which are the required traits for a successful entrepreneur.”[footnoteRef:20] Although, John always tempered his optimism with a healthy dose of realism when making decisions, as Liang & Dunn’s research findings indicate “…while most entrepreneurs are optimistic, they are also realistic.”[footnoteRef:21]  [19:  Clements, John B (2017) Entrepreneurism Interview. Llanelli. 21/10/17 1.30pm]  [20:  Ahmed S. (2017) UWTSD MBA Week 2 Activity 4 Forum Post]  [21:  Liang C.L., Dunn P. (2008) Are entrepreneurs optimistic, realistic, both or fuzzy? Relationship between entrepreneurial traits and entrepreneurial learning. Academy of Entrepreneurship Journal. 14(1/2), 67] 


Determination
John was driven by a determination to make a business work from the initial opportunity that presented itself. The result was to transform a tiny order into a business with thousands of customers across the country. I suggest, this is what truly defines an entrepreneur: hard word, determination and desire to succeed in the face of whatever obstacles are in the way. “Until you are actually in the position of being an entrepreneur, you don’t know yourself how well you will cope with the sheer amount of hard work and determination it takes to get through each day - knowing that things won’t get done unless you do it and that the buck stops with you.”[footnoteRef:22] [22:  Clements S. (2017) UWTSD MBA Week 2 Activity 3 Forum Post] 


Risk
Why was John prepared to take a risk? More than one person in his engineering office highlighted he was taking a risk, predicting he would be back within six months. They were not interested in his need for ‘creative expression’. Others thought he was courageous because we had two small children and they couldn’t conceive of taking such a risk. “The risk of starting everything from scratch is not the kind of risk everyone has the will and courage to take.”[footnoteRef:23] John states “It never occurred to me that I wouldn’t be able to care for my children - never felt I was risking my family’s future, I didn’t see it in those terms. I never felt like I was risking anything by moving away from engineering - I knew I wasn’t made for a future as an engineer, even after ten years of experience. And I knew I wasn’t going to miss it. I always thought ‘I can handle this, whatever comes at me it’s worth doing’”[footnoteRef:24] [23:  Friel D. (2017) What is Entrepreneurship? Entrepreneur Handbook]  [24:  Clements, John B (2017) Entrepreneurism Interview. Llanelli. 21/10/17 1.30pm] 


Quality
“A study conducted in various countries (Management Systems International, 1990) found ten behavioural characteristics of successful entrepreneurs. These characteristics are opportunity seeking and initiative, persistence, risk taking, demand for quality and efficiency, commitment to work, goal setting, information seeking, systematic planning and monitoring, persuasion and networking, and independence and self-confidence.”[footnoteRef:25] John demonstrated these characteristics, but in particularly had a high regard for quality and efficiency. “I wanted to make a difference with the products I produced for people, to make them with excellence. I listened carefully to what my customers really needed and then adapted and created products to meet their needs.”[footnoteRef:26] He also constantly introduced new systems to make the business more efficient and cost effective, such as the database mentioned previously. [25:  Gnyawali D.R. et al (1994) Environments for Entrepreneurship Development: Key Dimensions and Research Implications. Entrepreneurship: Theory & Practice. Summer 94, Vol. 18 Issue 4]  [26:  Clements, John B (2017) Entrepreneurism Interview. Llanelli. 21/10/17 1.30pm] 

Bootstrapping
Rogers, in his diffusion of innovations theory,[footnoteRef:27] states that innovators have financial liquidity and financial resources to help absorb failures. I would have to dispute this and agree with my fellow cohort Dichael Kankam-Boadu[footnoteRef:28] “Rogers describes Innovators as having the highest social status, financial liquidity, social connections and contact to scientific sources. This must have been probably true in 1962 but not in our world today.”[footnoteRef:29] Nor was it true in the early 1990’s, we had very few resources to fall back on and for many of the early years, all the profit and any other money we could raise was ploughed back into the business. Indeed, we took very little in wages and downgraded our car and took mortgage breaks when necessary. ‘Bootstrapping’ a business in this way i.e. starting up an enterprise with minimal financial resources, showed the strong motivation and commitment John had to ensuring the business became a success. “Many entrepreneurs bootstrap: they keep expenditures to a bare minimum while investing only their own time and, as necessary, their personal funds.”[footnoteRef:30] [27:  Rogers E. (1962) Diffusion of Innovations. (1st ed.). New York: Free Press of Glencoe]  [28:  Clements S. (2017) UWTSD MBA Week 3 Activity 4 Forum Post]  [29:  Kankam-Boadu M. (2017) UWTSD MBA Week 3 Activity 4 Forum Post]  [30:  Eisenmann T.R. (2013) Entrepreneurship: A Working Definition, Harvard Business Review Jan 10, 2013] 

Conclusion
Until studying entrepreneurism, I had never before considered what we did to be entrepreneurial. We thought it was simply ‘business!’ In that sense, the words of Schumpter are quite encouraging: “It can always be understood ex post; but it can never be practically be understood ex ante.”[footnoteRef:31] Looking back, I can see that John in particular had the characteristics and approach necessary to build this enterprise and for it to stand the test of time, especially when you consider the statistics according to Bloomberg that “8 out of 10 entrepreneurs who start businesses fail within the first 18 months.”[footnoteRef:32] [31:  Schumpeter J. A. (1947) The creative response in economic history. The Journal of Economic History, 7(02). Pg 150]  [32:  Wagner E.T. (2013) Five Reasons 8 Out Of 10 Businesses Fail, Forbes Sep 12, 2013] 


The evidence discussed shows that John acted as an entrepreneur in the way he started and developed Communique Communications. He had a motivation to move away from a job that he didn’t enjoy and build a venture that he found engaging and more satisfying. He then applied his entrepreneurial attributes to construct an environment where he could create worth; for himself, his family and many others, including his customers by providing them with materials that helped facilitate the growth of their own businesses. 
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