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Some experts have proposed “stages of growth” or “life-cycle” models to describe the evolution of businesses.Just as humans pass through similar stages of physiological and psychological development from infancy to adulthood, these models posit that businesses evolve in predictable ways and encounter similar problems in their growth.And, managers of firms at different “stages of growth” have different task and priorities, just as parents of children of different ages face different challenges.





-MANY DESTINATIONS AND PATHS





BUILDING THE SELF-SUSTAINING FIRM





LESSON 9�
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Strategic change can be more or less radical.In some cases we see a complete change in direction-completely new markets, products, and sources of competitive advantage. In other cases we find refinements and extensions -for example, geographic expansion, adding related products or services, or forward or backward integration.
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Entrepreneurs should also evaluate their firms’ internal or organizational sustainability: Does the firm depend on a few individuals or do its capabilities derive from the skills and knowledge of a large number of its staff? Do most decisions and conflicts flow to the top for resolution or just the most important ones? Is the firm a collection of independent agents or do many employees cooperate to get the job done? Do employees have a shared understanding of the firm’s goals and do they identify with these goals? Does the organization have the confidence and the resourcefulness to overcome unexpected adversities and crises?





-UNDERSTANDING THE FULL SITUATION





IMPLICATIONS OF IDIOSYNCRATIC (PERSONAL) DEVELOPMENT�
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The decision maker should consider changes ranging from minor modification in tactics to a fundamental redefinition of goals and strategies.Changes might cover pricing, product features, the elimination of undesirable customers, or the conversion of a line of credit into a term loan. More extensive changes could include geographic expansion, forward or backward integration, continuous flow instead of job shop production, the introduction of related products, entering new channels of distrubition, building a sales force, 





Entrepreneur should also consider a broad menu of alternatives, not just a progressive decentralization or “letting go”.





MULTIDIMENSIONAL OPTIONS�
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forming alliances or joint ventures, acquiring rivals, issuing new equity or going public. And, as an extreme measure, the principals may consider serving entirely new markets with entirely new products or even selling the firm.





Unlike established companies with market power, the young enterprise cannot easily shape its markets; it must adapt its competitive strategies to its changing environment.
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Employees who impair organizational growth may have to be let go, even if they are contributing to current profits.





Long-term success may require the entrepreneur to apparently “bet the company.” For example, to build a brand name an enterprise that has relied on word of mouth awareness may have to invest in an advertising campaign.





AUDACITY(DETERMINATION)








Building a sustainable business does require greater deliberation and planning.Even so, good analysis of the situation or alternatives isn’t enough.Given a reasonable concept, competitive advantages are typically determined by the quality of execution.





MAKING IT HAPPEN�
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Making it happen is not, however, exclusively about boldness and drawing imaginative pictures of the future.Building a long-lived enterprise requires balancing between what might be termed as visionary and pragmatic roles.





3.	VISIONARY AND PRAGMATIC LEADERSHIP








The future of a new market-the technologies that will succeed, the key factors for success, the size and nature of customer demand, and so on- cannot be predicted by extrapolating the past or applying first principles.And, in this uncertain climate, the skepticism of customers, investors, and potential employees represents a difficult hurdle for start-ups. The entrepreneurs who succeed are the ones who can tell a compelling story about how the market will evolve and why their strategy will win.





2. IMAGINATION�
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As visionaries, entrepreneurs set long-term goals and help shape the underlying values of the firm.They have to formulate disciplined strategies, defining what business the firm will complete is and forgoing opportunuties that don’t build sustainable competitive advantages. As pragmatists, the same entrepreneurs must demand immediate bottom line results and monitor day to day operating performance.





As visionaries, enterpreneurs have to break free of the constraints imposed by others’ perception.
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Visionaries try to recuit subordinates more capable than themselves.They coach others, tolerate mistakes, and prefer to develop consensus rather than impose their own views. As pragmatists, entrepreneurs have to prune their organizations, terminating employees who don’t fit and reducing the responsibilities of those who can’t handle them.They must be prepared to do as well as delegate and make decisions that others aren’t prepared to.





As visionaries, entrepreneurs take a holistic view. As pragmatists, entrepreneurs must also pay close attention to tactics and sequence. Even if a holistic analysis suggests the need for comprehensive change, they focus their attention an a few critical areas.
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