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39. Assessment of Entrepreneurial Learning
1. What is Assessment of Learning
In general, conventional approaches to assessment of learning serve three major purposes. First, to
indicate to the facilitator of learning whether goals have been achieved: if so why so, and if not why not?
Second as a means for students to assess their own progress in learning. Third, as a means for grading of
pupils for purposes of accreditation re. meeting standards. Assessments are usually undertaken by the
teacher or facilitator. An estimated 80% of assessments in Higher Education are undertaken by
examination, essay or report writing methods. They represent a process of benchmarking students against
each other with the ultimate goal of facilitating grading of students into degree categories. Research also
indicates that very often the students are not absolutely clear on standards and the criteria being used for
this benchmarking process.
There is much criticism of these forms of assessment in the education literature as overly reflecting
a power relationship in the process and enhancing the possibility that learners will be de-motivated and
lose confidence.
In an entrepreneurship education context it can be argued that the assessment process should be one
that helps to develop entrepreneurial capacities and understanding of the life world of the entrepreneur.
This involves therefore designing methods of assessment that:
- provide greater ownership and control to the learner
- allow learning from mistakes
- involve opportunity for repeat practice by „doing‟
- involve exposure to a wider range of stakeholder assessors
- build commitment to see things through and improve
- build confidence and motivation
- encourage assessment by problem solving
- set clear targets and opportunity for improvement
- couch assessments in terms of student knowledge of „how-to‟ do things.
- encourage students to understand the meaning of what they learn in different contexts and to different
people/stakeholders
There is much educational research to support he view that true understanding only comes about through
application of knowledge to practice and argument. Knowledge is internalised via a process of the brain
constructing „mind maps‟ in long term memory that form the basis for application of knowledge to
different contexts
2.How can exercises be constructed?
The major focus will need to be upon enhancing capacity for self assessment and peer assessment. This is
not always easy within the academic convention but there are a number of ways of moving closer to this:
- taking time out at the beginning of a programme to allow students to familiarise themselves with „how
to‟ deconstruct pieces of work undertaken by former students and develop their own frameworks for
assessment and setting of standards
- similarly rehearsing students in critiquing academic articles and setting standards for appraisal and
exploring how to best use academic work.
- getting students to develop frameworks for assessing the written work of the facilitator and discussing
this.
- getting students, by use of questionnaires and assessment forms, to critique the work of others. This is
best done anonymously
- provide facilities for students to truly expose their work to stakeholders and undertake prior preparation
for such exercises by group brainstorming exercises on how and why stakeholders might see the work
and assess it.
- getting students to rehearse delivery of the results of a project via presentations and role play of
different potential user groups

- instead of just marking a project and then moving on, provide feedback and discussion and then get the
students to do it again – and again?
- before asking students to write apiece of work or project show them examples of best practice and have
discussions of these and practice marking them.
- provide a set of agreed criteria in relation to a standard and allow the students to mark their own work
against this, indicating what they feel they have yet to learn
- engage stakeholders in a none-threatening manner to take part in open discursive assessments. For this
they will need training.
- set standards relating to the application of knowledge from the beginning of a programme making clear
that the end results will be measured in terms of knowledge of „how –to‟.- set out standards and discuss for different types of work. For example „what makes a sound consultant
report‟.
At first glance it might appear that application of much of the above would ne resisted within many
academic departments but there is ample precedent for many of the above in different contexts (see for
example the excellent review of assessment procedures undertaken by the Centre for Bioscience at Leeds
under the auspices of the Higher Education Academy1.
Some applications of the above principles are shown in the Annexes.
3. Relevance to Entrepreneurial Learning
The aim of the above is to provide the means for moving the learning process nearer to an entrepreneurial
mode. In particular to seek to simulate more closely the way that entrepreneurs themselves acquire and
assess their learning, by doing, benchmarking personally against peers and competitors, by trial and error,
by bouncing their ideas and offers off stakeholders in different contexts and by testing their mind maps of
ways of seeing and doing things by a process of constant practice and reiteration.
4. Outcomes
Students will be better able to take charge of their own learning and therefore be better equipped for a
process of Life-Long Learning. They will also be more strongly motivated to learn not just for the sake of
passing exams. Facilitators of learning will also be in a better learning position themselves.
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Orsmond, Paul (2004) „Self and Peer Assessment‟, Higher Education Academy Centre for Bioscience, Leeds (with case
studies)

ANNEX 1
An Example of attempted Entrepreneurial Assessment as applied to Pedagogical Note 37.
‘Exploring the Enterprise Culture in a Globalisation Context’
The use of Drama

STAGE 1. AIM TO GIVE THE STUDENTS OWNERSHIP OF STANDARDS AND MARKING
CRITERIA
Students are asked to read a paper as background to a Masters Module on the Entrepreneurial Society.
The paper is authored by the tutor (a version was subsequently published). But the students are not told
who the author is and the tutor presents it as a anonymous paper that has come into his/her hands. The
instructions given to the students are as below.
Attached is a background paper to the module.
Please read carefully
As Group Work in the next session you will be asked to Critique this paper.
The key tasks for the groups will be:
1. To establish a set of criteria for assessing an academic paper such as this.
2. To determine in the light of these criteria how you would allocate marks to different components
out of a total of 100
3. To mark the paper accordingly.
4. To present your view of what makes a good academic paper, how you set criteria to establish this,
and how you allocated different weights in a marking system and what mark you gave to it and
why?
This exercise is ultimately conducted in class and at the end there is a full discussion and attempt to
obtain agreement (under tutor guidance) as to what constitutes a sound paper and a good marking
schedule. This is then written up by the tutor and handed out.
The full paper is attached at the end of this Annex.
STAGE 2. AIM: TO ASSIST STUDENTS TO PERSONALLY INTERNALISE AND SEE THE
RELEVANCE OF LEARNING
Using the paper as a guide students are the asked to write a short essay, using the framework in the
paper, as to the impact of the issues mentioned in the paper on their own life world to date and their
work and social/community futures. The issues raised are then discussed in class.
STAGE 3. AIM:TO HELP STUDENTS EXPLORE AND UNDERSTAND THE WIDER
CONTEXT OF ENTREPRENEURSHIP AND USE EMPATHY IN CREATING FRAMEWORKS
FOR INTERVIEW.
Students are asked to go out and individually interview a random set of persons in society as he
impact of globalisation on their work, personal and social lives . They are given examples as
standards for discussion in class and then work in small groups to help each other to create frames for
interview of different types of people (see Note 37).
STAGE 4. AIM: TO HELP STUDENTS UNDERSTAND THE STANDARD AND HOW THEY
WILL BE ASSESSES AND MARKED,
Students are handed out an example of a very good write up of an interview and asked to discuss why
this is deemed good. The tutor then goes through the example with the aim, via discussion, to produce
a marking frame and bring to the attention of students why they lose marks. In particular to underpin
the notion that the focus of the interview and write up is not on what the interviewee thinks about the
issues of globalisation but what is happening to them as a result (and anticipated in the future). A
copy of a „good‟ paper used as an examplar in Croatis is attached below.

STAGE 5: AIM: TO INDICATE HOW THE KNOWLEDGE GAINED IN THE INTERVIEW WILL
BE USED VIA A DRAMA PROCESS AND WHY THIS IS IMPORTANT.
Students are led into a two fold brainstorming discussion/ First, on the use of drama and what they see
as the use of this in an entrepreneurship context. The results of such a discussion are shown in the
Note 37 annex. Second, why a drama exercise is important to academic work. The discussion will
focus here upon the emotional and subjective nature of all responses to questionnaires and interviews.
Also that academics rarely go back to their interviewee and ask, „Is that what you really meant?‟
Therefore they are to be asked to put themselves inside the shoes of the interviewee and also watch
for the body language during the interview.
STAGE 6. AIM TO GET STUDENTS TO TAKE OWNERSHIP OF THEIR LEARNING FROM
THE INTERVIEW, GET THEM TO SYNTHESISE AND DISCUSS WITH OTHERS AND
CREATE MEANING OUT OF IT.
Students are asked in facilitated groups to role play in a „hot seat‟ their interviewee, then determine
key common messages for their interviews, develop a message and a metaphor and build and perform
a drama.
STAGE 7. AIM: TO CREATE A FRAMEWORK FOR A PEER ASSESSMENT PROCESS
Also discussed at this stage is that the drama will be peer assessed. The marking, methods and criteria
for assessment are discussed (see Note 37). Students are given examples of previously assessed
dramas (see Note 37) and these are discussed. This enables the tutor to warn as to problems that might
occur (for example, that in the excitement of creativity and entertainment, the message is lost.
STAGE 8. AIM: TO REVIEW RELEVANCE OF LEARNING AND THE USE OF DRAMA.
After performance the class is debriefed on:
- what they feel that they have learned in respect of the relevance of entrepreneurial behaviours and
culture to society;
- what they „feel‟ about the drama process and their own personal reactions as to what they have got
out of it (if anything)
- what they think about he use of drama in the promotion of business and other organisations

Copy of Paper used for Student Deconstruction Exercise
Note to students
MASTERS IN ENTREPRENEURSHIP
ENTREPRENEURIAL SOCIETY MODULE
Attached is a background paper to the module.
Please read carefully
As Group Work in the next session you will be asked to Critique this paper.
The key tasks for the groups will be:
5. To establish a set of criteria for assessing an academic paper such as this.
6. To determine in the light of these criteria how you would allocate marks to different components
out of a total of 100
7. To mark the paper accordingly.
8. To present your view of what makes a good academic paper, how you set criteria to establish this,
and how you allocated different weights in a marking system and what mark you gave to it and
why?

THE ENTREPRENEURIAL SOCIETY
BACKGROUND PAPER

THE ENTREPRENEURIAL SOCIETY
BACKGROUND PAPER
Introduction
Although the title of this paper is „The Entrepreneurial Society‟ there is by no means universal agreement
as to: what this constitutes; whether such a society is desirable; whether the many changes over the past
decade or so have demanded of societies that they become more entrepreneurial; and if this has been the
case, how it has manifested itself. The nearest that societies have come to having a brand name involving
entrepreneurship is that of the „Enterprise Culture‟, much lauded during the 1980s and early 1990s in the
UK, particularly under the Conservative governments of Mrs Thatcher (Thatcher 1989). This led to a
great deal of academic work and associated writings which collectively did not succeed in defining
absolutely what this expression meant (Burrows 1991).
There is no intention in this paper to revisit the ideological or academic debates of the 1980s and early
1990s in-depth although reference will be made to them. Suffice it to state that no paramount definition
of the Enterprise Culture was arrived at by either politicians or academics. The „Culture‟ has been
variously interpreted as:
A society in which more and more small businesses will start, grow and innovate.
A society where the individual needs to be more „enterprising‟ in the personal sense of having greater
capacity for taking initiatives, acting independently, being creative and innovative, harnessing
resources in new ways, solving problems, being highly flexible and so on.
A society (in the public - ideological sense) in which the individual, above all, matters and is
responsible for his/her own future.
A society where the individual in particular is to be more responsible for finding employment and
making a living and where dependency upon state support is something to be closely scrutinised, as to
whether it provides a disincentive to individual self help.
A society where more and more decisions are left to the private, rather than the public, sector.
A society where consumer choice dominates.
Some of the above „ingredients‟ associated with the definition of „Enterprise Culture‟ have been loosely
packaged and articulated as a political-economic philosophy around the world. It is the purpose of this

paper, however, to look behind this rhetoric and to explore more closely the meaning of „enterprise‟ and
„entrepreneurship‟ for society, business and the individual.
The paper firstly begins with a review of the changing global political and economic scene which, it is
argued, constitutes the pressure for shaping a more entrepreneurial society. Secondly it considers some
of the results of these global pressures upon the environment. Thirdly it reviews the impact of change on
industry and business structures and changes in resource markets, particularly the labour market.
Fourthly, it considers the impact upon the individual as a manager, worker and consumer in the labour
market and society. Finally it reviews the overall implications for managers and their skills and poses the
question as to whether we really are living in a new kind of „entrepreneurial‟ society. The „model‟ for the
paper is therefore as set out in Exhibit 1.
EXHIBIT 1
The Entrepreneurial Society? An Exploratory Frame
Changing Global
Pressures
State

Organisational

response

Response
Individual
Response
New Managerial
skill needs

The Global Drivers to the Entrepreneurial Society
Driving the move towards a more entrepreneurial society are said to be a number of global pressures
(Naisbett 1994). These, collectively, have made it difficult for localities, regions or indeed countries to
isolate themselves successfully from what is happening in the rest of the world. Increasingly, therefore,
standards for organisational performance and indeed for national performance whether it be in business
or in the arts or in sport are becoming international. The „pressures‟ include:
The end of the „cold war‟ and the division of societies that resulted from this including, to a
substantial degree, the ideological clash between communism and capitalism. As a result the
„transition‟ economies of Central and Eastern Europe and of the former Soviet Union have, more or
less, accepted free enterprise models for business activity. This has had a major impact upon global
competition and upon the allocation of resources internationally.
The opening up of the giant Chinese economy, perhaps within the next two decades to become the
largest economy in the world, has removed that last political constraint on international competition.
The emergence of strong regional groupings with a commitment to free trade, and the removal of
internal and other barriers to the allocation of resources and the „internationalisation‟ of standards has
affected all aspects of the „way of life‟ of the population. Foremost of these groupings is the
European Community (EC). To the West there is the counterbalance of the North American Free
Trade Area (NAFTA) currently involving the partnership of Mexico, USA and Canada but actively
seeking partners in Latin America. To the East there are the efforts of the Asean group of states
moving closer together as a trading bloc. The world is therefore dividing into groups of major trading
partners.

The potential for these groups to become protectionist „fortresses‟ has been somewhat weakened by
progress made through the activities of the World Trade Organisation (WTO) leading to the
intercontinental reduction of barriers to „doing business‟.
The „freeing up‟ of capital markets internationally has increased the power of corporate finance
globally but also meant that financial „shocks‟ in one country are more quickly transferred to others.
The international direct investment of capital has grown phenomenally. In the Organisation for
Economic Cooperation and Development (OECD) countries in the 1980s Foreign Direct Investment
was growing at four times the rate of GNP (Howells and Wood 1993).
The growth of telecommunications making it easier and simpler to break into markets and to
undertake and maintain business from a considerable distance. In this respect the role of information
technology via e-mail and the internet is paramount.
The massive growth of the travel industry enabling familiar „know who‟ network relationships to
develop more easily over vast distances and facilitating also the rapid transfer of ideas and
opportunities.
The growth of English, as a common international language, considerably reducing the barriers to
dialogue
The spectacular growth of the far eastern „Tiger‟ economies which, until recently, had, for over a
decade, experienced rates of growth two or three times the average of that achieved in the more
mature Western European and North Atlantic economies.
Overall the above „pressures‟ are said to have led to: much higher levels of competition; higher rates of
product obsolescence; higher rates of technological change and innovation; and increased exposure to
international competitive standards. It is argued that there are very few firms now who do not experience
„internationalisation‟ in terms of exposure to competitive or regulatory forces outside of their national
boundaries.
The State response
At a national (state) level the political response to the above pressures has been driven by a mixture of
ideology and pragmatism. Increasing international competition has underpinned arguments for greater
flexibility in economies which in turn has manifested itself in a number of discrete ways:
Moves to „free up‟ markets by de-regulation of industry, commerce and finance, and the associated
acceptance of private responsibility for self regulation. In this respect particular attention has been
paid to reducing the number of licences and permissions required by business and to streamlining and
reducing the costs of compliance, for example, in respect of health and safety standards, the hiring
and firing of workers and so on. In the UK the reform of trade union laws has created more flexible
labour markets by reducing the penalties for firms shedding themselves of labour and, restricting the
ability of trade unions to contest changes in working practices.
The introduction (particularly in the UK) of greater business representation into many aspects of
public life via the setting up of numerous quangos and self regulatory commissions.
The privatisation of public services and utilities including basic utilities such as telephones, water,
gas, electricity and basic industries such as coal and steel. This has been accompanied by attempts to
create competitive situations in some of these industries by the opening up of supply chains, the
opening of gateways to competition, and, in the absence of competition, the introduction of
„regulators‟ for the industry.
The attempt to create „market‟ conditions in public services and to encourage a greater sense of
individual ownership, manifested, for example, in the UK, in the Local Management of Schools
Initiative and in the creation of buyer/supplier relationships in the Health Service.
The attempt to „free up‟ resources and provide greater incentives for successful „enterprise‟ by the
reduction of taxation and the creation of greater financial incentives for business success. In the UK
these tax incentives have been particularly aimed at the higher income brackets.
The associated attempts to reduce public expenditure by cuts in public services and by subcontracting into private hands many previously internalised public services.

The attempts to remove an alleged „dependency culture‟ by seeking to constrain or reduce benefits for
those out of work and capable of working, or at least to reduce the differentiation in financial reward
between being in work and out of work in order to provide greater incentive for job seeking.
The result of the above activity, which is not solely a UK phenomenon, has been to increase substantially,
levels of unemployment and, to widen, particularly in the UK, quality in the distribution of income and
wealth. This has led to considerable debate about the social consequences of unemployment and
inequality. A major role in this debate has been played by the church, which has controversially entered
into politics by articulating the needs of the disadvantaged. Overall there has also been some negative
reaction to what has been branded the „new managerialism‟ in public services as manifested in the setting
of targets, business plans and the introduction of business managers to a range of services hitherto run by
the „deliverers‟ themselves.
At an international level there has been growing concern about the impact of the above changes on the
abilities of governments to „regulate‟ in key areas for example in respect of environmental pollution and
the consumption of scarce natural resources. The domination of world trade by a limited number of
global corporations has changed the balance of power between the state and corporate business. There is
also increasing concern about the growing gap between richer and poorer countries.
While the above scenario relates to the UK, the trends towards reduction of public expenditure,
privatisation, deregulation, and the creation of market forces in public services has been evident
throughout the world.
The impact of global pressure upon industry and business structure
Large company restructuring
Throughout the West and indeed also in the transition economies of the Soviet Union and Central and
Eastern Europe business organisations have been facing a significant degree of change in response to the
international competitive pressures noted above. The global competition pressures noted above have
forced a re-evaluation of corporate structures, processes, cultures and resources in search for greater
flexibility. A major manifestation of this change has been the reduction in size of businesses.
„Downsizing‟ has become a common and established technique to enhance efficiency and effectiveness.
The impact of this downsizing in the UK and US in particular has been very substantial indeed (Solidev
and Vinnicombe 1997). It is estimated that in the United States 85% of the Fortune top one thousand
companies reduced their workforce in the 4 years from 1987 to 1991 releasing more than five million
jobs in the United States. The behaviour of UK companies has been similar: „between 1991 and 1995
British Telecom reduced its workforce by 37%, British Petroleum by 44% and Rolls Royce by 34%.
There are also indications that the trend towards downsizing has not yet ended.
There is much disagreement as to whether these changes have substantially improved the performance of
organisations (Kets de Viren et al 1996). Much of the evidence would suggest that they have not
(DeMeuse, Vanderfeidan, Buzman, 1994). Moreover there is also evidence to demonstrate that in many
cases, the downsizing and disaggregation process has been a hurried one, focused upon the short term
goal of reducing overheads and somewhat lacking in strategy in focus. A whole series of new terms and
expressions have become associated with this change process producing almost a new business language
(Exhibit 2). The impact of change on management is discussed later below.

EXHIBIT 2
THE CHANGING ECONOMIC AND CORPORATE LANDSCAPE
Down-sizing (or Rightsizing)
Intra Corporate venturing
‘Spin-offs’/’Spin-outs’
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Venture creation and growth
The corporate downsizing and restructuring process noted above has had a major impact upon industrial
structures in general. It has, for example, increased substantially the relative contribution to industrial
output of the small and medium enterprise sector. Large firms have released large numbers of services
previously internalised, into the market place and have sub-contracted out much more of their production
(adopting almost a Japanese model in this respect). This is a reminder that large companies are
themselves, agglomerations of small firms which can be internalised or externalised dependent upon the
comparative transactions cost. Many of the hitherto component parts of large firms noted in Exhibit 3.
have been released onto the market. The exhibit is a reminder that most large manufacturing firms have
always been mainly service businesses in employment terms.
The description of the component parts of a large business is also a reminder that technical economies of
scale do not necessarily involve company ownership on a large scale. In the Japanese model, of a steel
works for example, there may be as many as 200 small sub-contracted companies undertaking services
and indeed production processes that might be „part of the business‟ in the British Steel Industry,
(although the UK industry has moved much more to the Japanese model in recent times). The
downsizing and restructuring processes and the spin-off/spin-out and divestment into small and medium
enterprises has emphasised, however, the importance of being able to manage disaggregated networks of
suppliers and relationships. This demands the ability to establish and maintain strategic alliances focused
supply chains and supplier partnerships. The „new world‟ is one of managing disaggregated ownership
structures. Large firms have been striving to develop systems to reduce the transaction costs under these
new disaggregated regimes including the implementation of „just in time‟ and „zero reject‟ policies which
they seek to impose upon suppliers.
Exhibit 3
The Component parts of Small Business in Large
Internal Business Services
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This „new‟ industry structure scenario has been variously interpreted by academics. There are those that
argue the „lean is mean‟ model is a fundamental reflection of the new global competitiveness picture and
is here to stay because of the fundamental changes in technology and the nature of customer needs and
demands (Piore 1986). There are others however who argue that the effect of the downsizing
restructuring has been to create an „underbelly‟ of small firms with lower labour standards and working
conditions thus enhancing the distinction between the formal and more informal and the primary and
secondary labour markets (Rainnie 1991). This latter group also argue that the restructuring and
downsizing that has taken place has not necessarily increased competition. They argue that large firms
have merely transferred their energies from managing operations within the firm to managing markets
and supplies on a more global scale via the creation of „alliances‟, merges and acquisitions and the
internationalisation of purchasing and supply. They show, for example, that the reductions in barriers to
trade within Europe have been matched by a substantial growth of mergers, take-overs and alliances
between large companies in financial services, transport and so on. Large firms, it is argued, have
therefore increased their grip upon international markets in an attempt to reduce uncertainty.
The emergence of the ‘small firm’ phenomenon
Whatever the view taken of the above argument it is undoubtedly the case that small firm have increased
their share of output and employment in most, but not all, European countries and indeed around the
world
Small and medium enterprises and owner managed business, have always been the dominant form of
enterprise, in market economies (usually accounting for 99% of all business establishments and most of
business sector employment). For example in the European Union there are only between fifteen and
sixteen thousand firms with over 500 employees out of a total of 17mn or more: and firms with under 100
employees, constituting over 95% of all companies. The average size of a manufacturing company in
Europe is about 15 employees and of the service firm 8 employees. Small and medium firms, defined in
the European context as those having under 250 employees contribute annually around two-thirds of
employment and over 50% of output. They generally account for most of the net new jobs created in
Western economies over the last decade or so. Most of these jobs are in the service sector reflecting that,
in mature economies, the service sector will now contribute over 70% of total employment. The growth
in the small firm employment in Europe has not, however, been in what might be called simple consumer
services but in many white collar type businesses including: consultancy; information technology;
insurance and financial services; and health and leisure. (European Commission 1995)
The re-configuration of industrial structures as noted earlier has thrown emphasis upon the way in which
small and medium enterprises might work together to achieve many of the economies thought hitherto to
be the domain of the large firm. There has, for example, been a growing interest in the models of
„flexible specialisation‟ (drawing mainly from Northern Italy examples). By flexible specialisation is
meant the development of a grouping of firms which might „specialise‟ in different phases of making the
same product: for example in the shoe industry one company that might make the „uppers‟, another the
heels, another the internal padding for the shoe, another the eye holes for the laces, another the laces,
another specialising in design, another in marketing and so on. This kind of specialisation might be of a
„vertical‟ or „horizontal‟ nature. In the vertical model the small businesses are engaged at different levels
of the manufacturing process: in the horizontal model firms are working unilaterally in working towards
the assembly of a product with specialised component parts.
A further aspect of the interest and new configurations is that of „clusters‟. A wide variety of meanings
are given to this expression. The most common is that of a group of firms that work together for a
particular purpose. They may for example be: a supply chain; collaboration in tendering for a particular

contract; working together in a „flexible specialisation‟ model; combining for marketing purposes or for
purchasing of raw materials and components; sharing design or research and development facilities; or
buying in certain processes essential to their product. More generally firms may group together for
purposes of training or management development. There is a great deal of policy interest in the cluster
phenomenon with some, not outstanding attempts to copy a Danish model of establishment of Network
Brokers to bring groups of firms together to „enhance their competitiveness‟.
A combination of deregulation, restructuring and the withdrawal of many public interventions has led to
the emergence of a variety of new forms of Non-Governmental Organisations (NGOs) covering a wide
variety of activities. These organisations are normally set up as „not for profit‟ and can cover such
activities as: local enterprise development (Local Enterprise Agencies); Community Business; employee
buyouts; environmental protection agencies and pressure groups; and co-operative services for business
and social sector development. The activities of „cluster groups‟, for example, as noted above can be
organised under a NGO status. In the Developing World, in particular, NGOs have become increasingly
recognised by international development agencies as the most favoured form of organisation particularly
for purposes of support of disadvantaged groups, poverty alleviation and small business development.
They are frequently preferred by aid agencies as development partners: bureaucratic public channels for
assistance have become somewhat discredited.
The growing importance of the small and medium enterprise in economic and social development has
orientated an interest in the distinctive organisational characteristics which dictate the „life world‟ of the
owner manager. Most small and medium enterprises are owned and managed simultaneously and are
frequently characterised as „family‟ businesses. Undoubtedly the combination of small scale and
ownership creates a distinctive management form in the market place.
The definition of owner managed firms shown in Annex 1 emphasises the impact of: ownership,
dependence upon customers, management of the environment by personal contact networks; the manager
having his/her own financial assets at risk; and of needing to undertake a wide range of tasks with limited
resources. It can be argued that this life world in turn enforces a „culture‟ (values, beliefs and attributes)
which are distinctive and can be loosely contrasted with that of the culture of bureaucracy and
corporatism. (Exhibit 4) It is this contrast in culture that often creates problems in transactions in the
boundaries between the smaller firm, the large company and the regulatory authorities

EXHIBIT 4
‘I WANT YOU TO BE LIKE ME!’
The Entrepreneurial Culture
Contrasting Metaphors
Government/corporate

Small business/Entrepreneurial?

Order

Untidiness

Formal

Informal

Accountability

Trust

Information

Judgement

Demarcation

Overlap

Planning

Intuition

Corporate strategy

Strategic awareness

Control

Autonomy

Standards

Personal observation

Transparency

Ambiguity

Functionalism

Holistic

Systems

Feel

Position

Ownership

Performance appraisal

Customer/network exposure

There is much controversy in the academic literature over distinctions between the entrepreneur and the
small business owner manager (Kets de Vries (1977). It can be argued, however, that the distinctive
characteristics of the interface between the individual and the environment in the owner-managed
business is likely to stimulate enterprising characteristics (initiative taking, creativity, opportunity
seeking, opportunity taking, making things happen, commitment to see things through, risk taking and
decision making by intuitive means and so on) (Gibb 1987). In larger organisations (public or private)
organisational design will determine whether or not entrepreneurial behaviour can effectively be pursued.
The „demand‟ for entrepreneurial behaviour in any organisation is derived from the task environment and
will be a function of the degree of uncertainty and complexity to which the organisation is exposed. In
highly complex and uncertain environments there will be a more substantial need for entrepreneurial
behaviour (Gibb and Scott 1985).
There remains, however, a major controversy in the literature in respect of enterprising behaviours and
attributes as to whether these are the result of „nature‟ or can be „nurtured‟ (Gibb 1993). The answer
seems to lie between the two - namely that some people will be more entrepreneurial in personality than
others but everybody can enhance many aspects of their entrepreneurial behaviour either by exposure,
experience or by training and development.
The impact upon the individual
The above changes have both impacted on the individual as a worker but are also reflective of the
individual as a consumer. The effect of changes upon managers and workers in both private and public
organisations has been substantial. For employees the new conditions have been euphemistically
described as the „flexible labour market‟ (Beatson 1995) This has meant in practice: high levels of
unemployment; and a growth in part-time working and contract jobs. In large organisations the concept
of a promised full career with the organisation and very clear paths of development and attainment with
high security and protection over time has become less common. The downsizing and restructuring noted
above has removed substantial layers of management. Those left behind are working longer hours, feel
greater insecurity of tenure, have demands for greater flexibility made upon them and are facing more
widely varied and uncertain career paths. Research evidence demonstrates that many middle managers
are suffering high levels of stress, from anxiety and are not really feeling „empowered‟ (de Uries et al
1996) For the workforce in general new forms of flexible working hours and flexible working contracts
have been imposed. In the training and development field the emphasis is increasingly upon helping
individuals to prepare themselves for flexible movement in the workforce rather than upon structured incompany programmes as part of a personal development package.
The net result of the above changes has been to reduce substantially the opportunity costs of managers
and workers moving from large company employment into self employment. If managers and workers
are increasingly facing future uncertainties concerning rewards, career paths, occupational security, job
security, greater lateral mobility within organisations and potentially also demands for greater
geographical mobility, then the opportunity cost of facing the uncertainties of self employment is
considerably reduced. As independent „entrepreneurs‟ managers have a greater freedom to deal with
uncertainty; a freedom which may be denied them within the larger organisation.
It is scarcely surprising that in these circumstances there has been a very substantial growth in self
employment in the UK as the distinction between a „permanent‟ status and a „contract‟ job becomes
narrower. On a wider scale it is clear that individuals may move in and out of self employment more
frequently during their „careers‟ in the future. The emerging flexible labour market therefore has
implications for vocational and basic education particularly in preparation of young people for work.

Reflecting this, there have for example, been a number of studies focused upon graduates and career
paths in small business (Hawkins and Winter 1996). There has also been a growth in „lifestyle‟
businesses and in the numbers of individuals engaged in „portfolios‟ of micro business activity. A
substantial number of former large company managers who have retired early with „golden handshakes‟
are now engaged in part or full-time self-employment based upon their previous experience or upon
hobbies.
A major „downside‟ aspect of the above changes has been the growth of „socially excluded‟ groups in
society. It is estimated, that in the UK, one in five families have nobody in work and the methods
introduced to provide incentives and opportunities for work to these families (more recently single parent
families) is a subject of much debate.
A further manifestation of the entrepreneurial society that has raised some concern for individuals is the
impact of reducing levels of taxation on the distribution of income. It is clear, in the UK, that the gap
between the higher earners and low earners has increased very substantially over the past fifteen years as
the taxation of higher income levels has been reduced as part of the „incentives to succeed‟ policy. This
has led to an increasing public concern about the „fat cats‟ and chief executives whose rates of earnings
and perks grow at levels substantially above those of average earnings and which do not always seem to
be highly „performance related‟.
It is a major and unresolved issue in philosophy as to whether individual behaviour is merely reflective of
changes in society (the environment) or dictates these changes. Undoubtedly the changes noted above
have been „accompanied by‟ substantial changes in individual and family behaviours. The growth of
„consumerism‟ with its associated demands for differentiation and wider choice has been fuelled by (or
fuels?) the availability of products in the local supermarket, for example, of products in the local
supermarket, for example, from all over the remotest parts of the world. Television and travel together
widen the vision of consumer choice and facilitate change. It has, for example, been extensively argued
that it was the consistent opportunity for East Germans to view, via TV, the lifestyle of West Germans
that created the condition for „reunification‟. International comparison of standards of living measure
ratios of numbers of cars, refrigerators, TVs, house ownership and other national acquisitions. The
growth in consumption has been accompanied by rapid growth in the female participation in the
workforce, and in higher rates of divorce (it is currently estimated that four out of every ten marriages in
the UK will end in divorce) and the growth of single parent families. In Western societies religion
(measured in terms of attendance at religious places of worship) continues to decline. Standards in sport,
in the arts and in education are now international not local.
Conclusion - The Entrepreneurial Society and Entrepreneurial Core Skills for Managers
In summary the Entrepreneurial Society manifests itself at the state, organisational and individual level as
follows:
At the state level it is manifested in reduced levels of public expenditure, the concern for deregulation
and the privatisation of formerly public services, a reduction in taxation and a concern for minimising
government interference and for supporting flexible and entrepreneurial responses to change in
society. This has raised ideological and religious debates as to the nature of care and concern for
groups who are less able to respond to pressures for entrepreneurial behaviour and therefore to help
themselves. The extreme manifestation of the entrepreneurial society is that of focus upon the
individual rather than on society itself.
at the organisational level by the restructuring process in large companies including downsizing,
decentralisation and disaggregation spin-offs, buy-outs and the general removal of whole layers of
management from the business. This has reinforced the trend towards the growth of small and
medium business many of which were formerly internalised in large companies. New small
businesses have emerged particularly in the service sector and there is growing interest in new
configurations of business particularly flexible specialisation and cluster models of industry structure
development. There is a growing interest in the family business and in the „way of life‟ that
characterises such businesses.
at the individual level managers and workers in particular are facing higher levels of uncertainty in
their jobs, a greater threat of unemployment, and demands for more occupational and geographical
mobility. More workers are likely to find themselves in part-time work, in short term contract work
and faced with a flexible portfolio of jobs. Faced with this scenario more and more workers are

choosing the self employment option. There are many individuals, however, who as a result of the
above changes are „society excluded‟. In the developed world the above changes have been
accompanied by a growing diversity of consumption changes in household working patterns, in
„marriage arrangements‟ and in the impact of religion.
Overall the entrepreneurial society may therefore be defined as one in which greater emphasis is placed
upon individual and group entrepreneurial effort to cope with higher rates of organisational and societal
change and in turn where individual tastes and desires are becoming more diverse and demanding. It is
also a society, which, with the boundaries of government intervention receding, calls for greater business
responsibility, for self regulation, for fairness and for wider aspects of management of the environment.
Core skills for managers in the Entrepreneurial Society
Drawing down from the model proposed at the beginning of this paper (Exhibit 1) it is clear that there are
a number of major challenges for managers arising from the changes at the global, state, organisation and
individual level noted above.
In general (at the societal level) there is an increasing need for managers to have capacities to cope with a
„life world‟ dominated by greater levels of uncertainty, wider responsibilities to see things through, a
closer relationship with and dependency upon the customer for rewards, a need to manage a wider range
of tasks and to handle a more international network of relationships outside of the firm.With the
withdrawal of government there is also a greater need for managers to take responsibility for self
regulation, for the consequences of the actions of their firm upon the environment and the community and
in general to enforce strongly informal codes of conduct based upon sound ethical and moral judgement.
At the organisation level there is a need for managers to be able to redesign public, private and NGO
organisations in an entrepreneurial mode so that they are supportive of reward and channel effectively
individual and collective entrepreneurial behaviour. They will also need to take greater responsibility for
the holistic management of business development processes as their responsibility widens (either in terms
of managing their own business or within a more decentralised disaggregated organisation structure of
corporate or public business. Finally they will need to be able to cope effectively with a wider set of
stakeholder network relationships involving greater responsibility for dealing directly with customers,
suppliers, bankers, financiers, regulatory authorities, unions and other public and private organisations.
At the individual level the greatest personal need will be to maximise the capacity to display
entrepreneurial competencies such as opportunity seeking, innovation, creative problem solving,
capability to operate autonomously and achievement orientation.
They will also need to enhance their capability to learn to learn from experience and under pressures from
customers, suppliers, bankers and other stakeholders and to learn in an „enterprising‟ fashion by, for
example, doing, copying, experiment, failing and problem solving.
The skills and competencies associated with the above are spelt out in a separate paper to be handed out
during the module.
Skills, competencies associated with coping and enjoying a way of life dominated by coping with
greater levels of uncertainty on a day to day basis and greater interdependency of the individual on
the environment.
A set of skills associated with being able to underpin the success of entrepreneurial behaviour by
informal rules setting out ethical moral behaviour upon which trust is based.
Skills of working in different cultures and systems of governance
Skills relating to design of entrepreneurial organisational responses to the new environment ensuring
that entrepreneurial behaviour is to the benefit of the organisation.
Skills relating to effective management of the business development process in firms, allowing the
anticipation of problems and opportunities.
Networking skills designed to influence and support strategic networking and partnerships and
alliances.
Personal enterprising skills development underpinning individual capacity for entrepreneurial
behaviour.

Learning to learn skills thus maximising capacity to learn from stakeholders in an „action learning‟
manner
Skills linked with „personalising‟ ITC networks
It is these skills that collectively will underpin the effective utilisation of entrepreneurial
behaviour
to maximise organisational effectiveness in the private, public or NGO sector. (Exhibit 5)

EXHIBIT 5
Key Managerial Skills for the Entrepreneurial Society
Societal
1. Entrepreneurial ‘Way of life’ skills
2. Civil Society skills
3. Global cultural skills

Organisation

Individual

4. Enterprising Organisation Design skills

7. Personal enterprising skills

5. Business development process skills

8. Learning to learn skills

6. Network Relationship Management skills

9. Personalising Global Information
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ANNEX 1

The ‘Life World’ of the Owner Managed Business

Most small and medium businesses are owner-managed by individuals, teams and/or
families. Personal and family assets are often significantly at risk. Being a small business
person means fundamentally standing alone, coping with, and enjoying, high levels of
autonomy. Small businesses usually operate with limited resources, in, more or less,
uncertain environments with high levels of interdependency upon a range of stakeholders,
(customers, suppliers, regulatory authorities, banks, accountants, lawyers, property owners
and others). Coping with uncertainty on a day-to-day basis and managing these
transactional and regulatory stakeholder relationships is at the core of the „way of life‟.
Business networks become social networks and the entrepreneur‟s ego and social standing
in the community is affected by success or otherwise. Owner managers have to be close
to their customers and be able to cope with total responsibility managing a complete range
of tasks overt the whole of the business. Rewards are very directly, and often painfully,
linked to success in managing these tasks („if you don‟t sell you don‟t live‟). There is a
great scope for individual initiative and responsibility as well as for change and flexibility
in a, frequently, very informal atmosphere. It is personal relationships, externally and
internally, and the culture they create, that hold the organisation together and give
meaning in the environment rather than formalised systems or promotions. Critically the
development of the business is virtually synonymous with the development of the owner
managers, their team and the staff.

EXAMPLE OF GOOD WRITE UP USED IN SETTING
STANDARDS

ANNEX 2
EXAMPLE OF THE TESTING OF ‘HOW TO’S’ IN RESPECT OF THE START-UP PROCESS
AND MARKETING
The following are examples of the kind of standards of how to that might be set for students in respect of:
1. A start up programme
2. A marketing module
The aim is to produce a testing standard for the transfer of knowledge into clear entrepreneurial
frameworks or checklists in the mind – the essence of true understanding. The star up checklist is drawn
from Pedagogical Note
A CHECKLIST FOR SETTING ‘HOW TO ‘STANDARDS FOR PARTICIPANT KNOWLEDGE
BASE BY START –UP STAGE OF DEVELOPMENT
At the end of your programme do the students?
A – FINDING IDEAS AND MOTIVATION
1. Know how to find a business idea – knowledge of all the possibilities and know who’s
involved in the process?
2. Really understand the life world of the entrepreneur – can simply describe all the main
components?
3. Have clear role image pictures of it’s relevance to them
4. Are motivated to at least to explore the option
B – DEVELOPING FROM A RAW IDEA TO A VALID IDEA
5. Know what constitutes a valid business idea and how to assess it:
- Have capacity to see all products and services as combinations of needs met
- Can take an idea and explore precisely what it is
- Know where to go to develop a testable product/service
- Know how to identify and approach customers to explore whether they need it, want it, would
buy it, under what conditions
- Know how to do rough cost-profit – margin calculations
- Know how to undertake hands-on competitor analysis
- Know what a USP is and describe how to reach it
- Know how to ensure the idea will work in real life operating conditions
- Know how to set a quality standard
- Know how, if necessary, to ensure that it meets legal and regulatory standards
- Know how to protect it if necessary
- Have a reasonably clear idea of how best to get into business and of the barriers that might be
found in different situations.
C – FROM VALID IDEA TO SCALE OF BUSINESS AND RESOURCE NEEDS
6. Know how to set a scale for the business operation and how to identify and put together
physical and financial resource needs
- Know all the factors that determine scale
- Can give many examples of how and why scale is determined by different factor combinations
including: ambition, impact needed, customer demands, technology, making a living,
- Know how to calculate a ‘can I make a living’ determinant of scale
- Know the resource needed to reach different kinds of market – local, regional, service,
manufacturing, national, large company, export and how to reach them
- Know where to go to find different kinds of suppliers of goods and service and how to evaluate
them
- Know how to make decisions about subcontracting/outsourcing to reduce initial costs and how
they might manage this
- Know how to put together labour, materials, marketing and distribution costs

- Know how to set standards for basis manufacturing and service operations (utilisation,
efficiency, wastage and quality)
- Know how to calculate unit costs on this basis including identification and absorption of all
overheads
- Know how to set prices/ margins based upon market and cost
- Know how, on the basis of the above, to do a rough profit calculation related to scale
- Know roughly how to calculate a break even to test the viability of the scale
- Know how to calculate the financial resources needed, available and the scale of any gap
D – FROM SCALE OF BUSINESS TO PLAN AND HEGOTIATING FOR ENTRY
7. Know how to put all of the above together as a basis for full appraisal of the proposed business
and negotiation for resources (the Business ‘Plan)
- Understand in general all the key components of a business plan and how to put them
together
- Know what different providers of resource will be looking for and why (bankers, venture
capitalists, angels, public providers f finance, large companies, family, potential partners)
- Know, in particular, the various formats for business plans used by major stakeholders
- Know how to develop business plans with different emphasis for relationship management
and negotiation in respect of the above
- Know how, if necessary, to make supplier and customer contracts and how to tender/ estimate
- Know how to present a business plan to different stakeholder groups
- Know how to negotiate with all the stakeholders above including customers
- Know how to find, evaluate and use properly, sources of advice.
- Know how to put together cash flow forecasts in a form appropriate to the business
- Know how to make financial projections
- Know how if necessary to put together a balance sheet and read one
- Know enough about the basic management control of a business (relevant to scale and need)
to demonstrate competence in an interview with a stakeholder
E – FROM PLAN TO BIRTH
8. Know how to deal with all those legal and other requirements needed to set up the business
- Know how to choose between different legal forms of business – advantages and disadvantages
- Know the procedures involved in each of these and who to use to help in this
- Know how to deal with all relevant aspects of legal requirements (health and safety, planning,
insurance, pensions, taxation, employment rules, VAT
- Know how to use different professions in these above respects (legal, accounting, advisory etc.)
- Know what makes a good banker, accountant, lawyer etc and how to choose and build
relations with them
- Know how to set up and run all basic business systems appropriate to scale of business –
(management control - cash books, sales and purchase ledgers, job cards, estimates books,
budget and costing systems, order books, sales reporting etc)
- Know how to recruit appropriate personnel if necessary
- Know how to launch the business to make maximum impact
- Know how to choose and build appropriate networks
F – FROM BIRTH TO SURVIVAL
9. Know how to learn quickly from likely experience in the early years
- Know how to anticipate and deal with problems that commonly occur in consolidating the
business, in particular, how to avoid:
- Choosing the wrong customers (involving knowledge of how to appraise
Customers, learn from them and build relationships)
- Under-pricing (the temptation to ‘buy’ customers)
- Confusing cash with profits (understanding the working capital cycle and the
way it ties up cash)
- Overtrading (running out of cash as the business expands too rapidly)
- Failing to get money in or manage payments to suppliers (poor debtor and

creditor control)
- Failure to communicate with the bank about changing credit needs (asking for too
little at the beginning and failing to renegotiate in anticipation of changes in need)
- Taking too much out of the business personally at too early a stage (a new car,
‘personal business trips, ‘paying’ the spouse, or simply ‘hand in the till’ confusion
of personal and business spending) etc
- Failing to anticipate the Inland Revenue lump sum demands.
- Under- capitalisation of the business - too high a gearing of loan to investment
capital with subsequent inability to manage funds flow
- Stress, through failure to manage time.
- Problems with partners over ‘who does what’ and ‘who is best at doing what’ as
the business develops
- Family/Business stress
- Problems in contracts with buyers, suppliers
- Sticking too rigidly to initial plan (not flexibly amending it and turning it into an
a simple operating budget system)
- Allowing overhead drift
- Know how and when to go out of business
- Know how to monitor the environment with limited resources
- Know how to create a relationship learning environment with stakeholders
- Know how to create a leadership role in the organisation and an image in he environment
- Know how to think and manage strategically (on the feet)
SOME ENTREPRENEURIAL HOW TO’S OF MARKETING
This list can form the basis for establishing clear outcomes with students
Do you know how to:
1. Price a product/service
2. Set about identifying customers
3. Approach customers
4. Assess what is a good customer
5. Identify customer needs
6. Segment the market
7. Assess competition
8. Assess market trends
9. Chose a location
10. Brand a product
11. Develop a company image
12. Do a presentation
13. Set up an exhibition
14. Design a product
15. Protect a product
16. Franchise a product or service
17. Develop a telephone sales campaign
18. Establish effective Point of Sale display
19. Advertise successfully
20. Evaluate and advertising agency
21. Operate mail order campaign
22. Design a brochure
23. Write letters to customers
24. Export
25. Find a distributor
26. Use a trading house

27. Select and use an agent
28. Set up a sales force
29. Manage a sales force
30. Set up a sales ledger
31. Track customer payments
32. Set up system for effective customer feedback
33. Do market research
34. Find, appoint and brief a market research firm
35. Educate the customers and market
36. Package a product attractively
37. Effectively display products
38. Appear on TV/radio
39. Operate successful after-sales services
40. Cost a product
41. Set up strategic partnership
42. License a product
43. Take out a patent

