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The objectives of th is s tu d y  w ere  to de te rm in e  (1) how  the 

dem ographic  characteristics of HRD consultan ts com pared to those of 

e n tre p re n e u rs  in  o th e r b u s in esses , (2) how  the  e n tre p re n e u ria l 

characteristics of HRD consultants com pared to those of entrepreneurs in 

o ther businesses, an d  (3) how  the en trep reneu ria l s tart-up  strategies of 

HRD consultants com pared to those of entrepreneurs in  other businesses.

The population of this study w as the HRD consulting agencies listed 

in  the 1993 A m erican Society for T rain ing  and  D evelopm ent (ASTD) 

B uyer's G uide  an d  C o n su ltan t D irector. The ran d o m  sam ple  w as 

com posed of Presidents/CEO s of the HRD consulting agencies.

The research questions of this study  required  the assessm ent of the 

strengths of the relative en trepreneurial preferences, start-up  strategies, 

an d  dem ograph ics of the responden ts . A n in s tru m en t, the C arland  

E ntrepreneursh ip  Index, w as used to yield an index of en trepreneursh ip  

an d  The R onstad t In s tru m en t 2b w as u tilized  to consider s ta rt-u p  

strategies. Demographic variables w ere assessed.
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The analysis of the data related to the dem ographic characteristics of 

the respondents to this study  revealed that the sales, num ber of em ployees, 

business form, role of s tart-up  respondent, education , age of business, 

ow nership objective, and technical background had no significant effect on 

the responses of the  participants to the dem ographic variables. Further 

investigation disclosed tha t the P residents/C E O s of the HRD consulting 

agencies w ere en trepreneurial in  nature and tha t the distinctions in s tart­

up  strategies in  the  current research w ere m inim al w hen  com pared  to 

o ther studies.
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CHAPTER 1 

INTRODUCTION TO THE PROBLEM

H um an Resource D evelopm ent Background 

D uring  the  p a s t fo rty  years, the field  of H u m an  R esource 

Developm ent (HRD) has grow n and m atured  into an essential com ponent 

of m ost organizations (Gilley, 1989). These are organizations tha t have 

realized the im portance of integrating hum an resource functions into both 

the m anagem ent and the strategic planning process (Byars, 1991, p. 10).

Today, an ever-increasing num ber of corporations are appoin ting  

executive level positions responsible for the enhancem ent, advancem ent, 

developm ent, and grow th of hum an resources. As a result, the field is 

being view ed as an im portant strategic approach to im proved productivity, 

efficiency, and profitability. In  addition , m any view HRD as a field of 

professional choice rather than  as a "pass through" activity on  route to a 

more prestigious and  im portant professional identity (Gilley, 1989).

The long-term  developm ent of hum an  resources is of grow ing 

concern to personnel departm ents. Through the developm ent of present 

em ployees, the personnel departm ent reduces the com pany's dependence 

on  h iring  new w orkers. If em ployees are developed properly , the job 

openings found th rough  hum an resource planning are m ore likely to be 

filled internally. Prom otions and transfers also show employees that they 

have a career, not ju st a job. The em ployer benefits from  increased
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co n tinu ity  in  o p e ra tio n s  an d  from  em ployees w ho feel a g rea ter 

com m itm ent to the firm (W erther, 1989, p. 257).

H um an  resource developm ent is also an effective w ay to m eet 

several challenges faced by m ost organizations. These challenges include 

em ployee obsolescence, sociotechnical changes, affirm ative action, and 

em ployee tu rn o v e r. By m eeting  these challenges, the  p e rso n n e l 

d epartm en t can help  m ain tain  an  effective w ork force (W erther, 1989, 

p. 258).

H u m an  R esource D evelopm ent (HRD) is the in teg ra ted  use of 

tra in in g  an d  d ev elo p m en t, o rg an iza tio n  d ev elo p m en t, an d  career 

d ev e lo p m en t to  im p ro v e  in d iv id u a l, g ro u p , a n d  o rg a n iz a tio n a l 

effectiveness. In tegrated  m eans that HRD is m ore th an  the sum  of its 

parts . It is m ore th an  tra in in g  and  developm ent, o r o rgan izational 

developm ent, or career developm ent in isolation. It is the com bined use 

of all developm ental practices in  order to accom plish h igher levels of 

individual and organizational effectiveness than w ould be possible w ith  a 

narrow er approach (McLagan, 1989, p. 7).

A n u n d e rs tan d in g  of tra in ing  and  developm ent, o rgan izational 

d ev elopm en t, an d  career dev elo p m en t is im p o rtan t for im prov ing  

ind iv idual, g roup , and organizational effectiveness. This im provem ent 

m eans tha t HRD is purposeful. It is instrum ental to the achievem ent of 

higher goals. Because of HRD, people and organizations are m ore effective 

and  contribute  m ore value to p roducts and  services. The cost-benefit 

equation im proves (McLagan, 1989, p. 8).
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T rain ing  and  D evelopm ent

T rain ing  an d  developm ent, th o u g h  p rim arily  concerned  w ith  

people, is also concerned w ith technology, the precise way an organization 

does business (Laird, 198 ', p. 7). Personnel training was em phasized by 

bo th  industry  and governm ent during  W orld Wars I and II. A n im portant 

innovation during  W orld W ar II was the creation of the Training W ithin 

In d u s try  (TWI) p rog ram  w hich  he lped  superv isors to becom e m ore 

effective in their current positions. The experience and know ledge about 

w hich w ere gained during  bo th  wars helped to make com panies aw are of 

the potential contributions of form al training program s. In recent years, 

tra in in g  p ro g ram s have been  b ro ad en ed  to inc lude  developm en ta l 

activ ities and  career p lann ing  for personnel at all levels (Sherm an, 

1988, p. 14).

T rain ing  helps em ployees to do their p resen t job; how ever, the 

benefits of tra in ing  may extend th roughou t an ind iv idual’s entire career 

and  m ay help develop that person for future responsibilities (Miller, 1981). 

D evelopm ent helps the ind iv idual hand le  fu tu re  responsibilities, w ith  

little concern for present job duties (Carnevale, 1983).

O rganizational D evelopm ent

O rganizational D evelopm ent (OD) is the process of planned change 

and  im provem ent of organizations through the application of know ledge 

of the behavioral sciences. O rganizational Developm ent can be used as a 

synonym  for organizational change, bu t it has taken on a m ore specific 

m eaning  over the past tw o decades. O rganizational D evelopm ent is a
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p lan n ed  p rocedu re  and  is in tended  for overall im provem ent. Thus, 

chance, h ap h aza rd , or d e trim en ta l changes, or those forced on the 

organization by outside pressures, are not included w ith in  the definition. 

O rganizational developm ent is no t based on  technological or financial 

considerations bu t on know ledge derived from such fields as psychology, 

sociology, and cultural anthropology (Van Fleet, 1991, p. 440).

Career Development

Career developm ent can  be defined as an organized, p lanned effort 

com prised  of s truc tu red  activities or processes tha t resu lt in  a m utual 

career p lo tting  effort betw een em ployees and  the organization. W ithin 

this system , the em ployee is responsible for career p lann ing  and  the 

organization is responsible for career m anagem ent (Gutteridge, 1983).

O rganizations have tw o prim ary  m otives for im plem enting career 

developm en t program s: (1) to develop  and  prom ote em ployees from  

w ith in  and  (2) to reduce  tu rnover. C areer developm ent p rogram s 

com m unicate strong  em ployer in terest, som ething em ployers w an t in 

o rder to m aintain  a positive recruiting image. Furtherm ore, a successful 

career developm ent program  is not view ed as a separate activity or entity 

b u t is integrated into the organization. Career developm ent should center 

a ro u n d  needs re la ted  to personal activities and  in terests, be flexible, 

develop appropriate  evaluation procedures, and  have the support of top 

m anagem ent (Gilley, 1989).
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Entrepreneurial Background

The essential function  of the en trep ren eu r is to recognize the 

commercial potential of a product or service; to design consistent operating 

policies in  m arketing , m arket research, p roduction , finance, p roduct 

developm ent, and  the o rgan izational s tru c tu re  and  system s for tha t 

p roduct or service; and  then  to supervise the changes requ ired  in  the 

strategy through the various changes of com pany grow th (Hosmer, 1977).

Successful H um an Resource D evelopm ent (HRD) consultants are 

people w ho have developed a special body of know ledge or expertise 

w ith in  the HRD profession (Robinson, 1986). They developed in response 

to organizational requests for perform ance problem  analyses, training, 

education, developm ent, feedback systems, contingency m anagem ent, job 

engineering, and organizational developm ent (Laird, 1985, p. 31). The 

ch arac te ris tic s  o f e n tre p re n e u rs  are co n cern ed  w ith  p e rso n a lity , 

innovation, risk taking propensity, and  strategic posture (Carland, 1992). 

Start-up strategies are the variables tha t people seek w hen starting  a new 

ven tu re .

The objectivity of this consultant is vitally im portant. As catalyst to 

- and observer of - the developm ent processes, the consultant needs to be 

im m une to the contingencies of the organization . That is to say, the 

consultant should be totally free to share observations, to focus discussion, 

to p ro v id e  in s tru m en ts  and  activ ities w hich  facilita te  the  process. 

C onsultants w ho m ay be rew arded  or p un ished  by the g roup  are not 

effective in those activities. Thus the th ird  pa rty  from  "outside the
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organization" is not an em pty description of a nice situation; it is a realistic 

and necessary criterion (Laird, 1985, p. 95-96).

H um an Resource Developm ent (HRD) consultants need to become 

m ore entrepreneurial in order to increase their ow n resources and  power. 

A d iscussion  of the origins and  background  of en trep ren eu rsh ip  is 

necessary  to illu s tra te  this en trep ren eu ria l o rien ta tion . The term  

’e n tre p re n e u r’ seem s to have been  in tro d u ced  in to  econom ics by 

R. C antillon (1755) in  the Essai sur la Nature dus Commerce en Generate, 

bu t the en trepreneur was first accorded prom inence by J. B. Say (1803) in 

A  Treatise on Political Economy: Or, the Production. Distribution a n d  

Consumption o f  Wealth. It w as variously  translated  in to  English as 

m erchant, adven turer and  em ployer, though the precise m eaning is the 

undertaker of a project. John Stuart Mill popularized the term  in  England, 

though  by the tu rn  of the n ineteenth century, it had  alm ost d isappeared  

from  the theoretical literature. The static approach  of the em erging 

neoclassical school d id  not readily accom m odate a concept w ith  dynam ic 

connotations, such as the entrepreneur. Alfred M arshall, for example, laid 

m u ch  m ore stress  on the ro u tin e  activ ities of m an ag em en t and  

su p e rin ten d e n c e  th a n  he d id  on the in n o v a tiv e  ac tiv ity  of the 

entrepreneur (Casson, 1982, p. 23).

There are two m ain approaches to defining entrepreneursh ip : the 

functional approach and the indicative approach. Economic theorists have 

adopted  a functional approach and  economic historians an indicative one. 

Economic theory offers a set of concepts and techniques w ith  w hich to 

analyze  the allocation  of scarce resources. In  the context of the
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en trepreneur, the functional approach says tha t an "entrepreneur is w hat 

an en trep reneur does." It specifies a certain function and deem s anyone 

w ho perform s this function to be an entrepreneur (Casson, 1982, p. 1)

The indicative approach provides a description of the entrepreneur 

by which h e /sh e  may be recognized. Unlike a functional definition, which 

m ay be quite abstract, an indicative definition is very dow n-to-earth. It 

describes an  en trep ren eu r in  term s of h is /h e r  legal s ta tu s, h is /h e r  

contractual relations w ith  other parties, h is /h e r  position in society, and so 

on  (Casson, 1982, p. 23).

There are m ultip le  v iew s tha t define en trep reneu rsh ip . U nless 

en trep reneursh ip  ultim ately derives from a scarce resource, it is of little 

economic interest, even though it may be of social im portance. In order to 

analyze the allocation of the resource, and  to explain the valuation  it 

com m ands, it is sensible to define the resource in term s of the use to w hich 

it is put. For the economic historian, the starting point is a set of concepts 

relevant to the recording and interpreting of events. Such concepts form a 

descriptive ra ther than  an  analytical fram ework. Their prim ary  role is in 

the developm ent of a taxonomy rather than a theory. It is natural to w ork 

w ith  d e fin itio n s  w h ich  re la te  d irec tly  to observab les, and  w hich  

distinguish  the major types of economic agent observed in  practice. One 

problem  w ith  the theory of entrepreneurship  is that these tw o approaches 

have never been integrated. The functional approach should  predict the 

em ergence of a particu lar group of people w ho em body a unique set of 

characteristics - characteristics w hich enable them  to carry ou t their 

function m ost efficiently. Given that at least some of these characteristics
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are observable, they could then form the basis for an indicative definition 

of the en trep reneu r. A n en trep reneu r is som eone w ho specializes in 

m aking judgm ental decisions about the coordination of scarce resources 

(Casson, 1982, p. 23).

Statem ent of the Problem

The problem  is tha t the start-up  strategies and  characteristics of 

co n su ltan ts  in  H u m an  R esource D evelopm ent (HRD) are unkn o w n  

com pared to those of entrepreneurs in other businesses.

The purpose of this research is to provide an analysis of the start-up 

strategies and characteristics of consultants in HRD in  com parison to those 

of en trep ren eu rs  in  o ther businesses in  an  a ttem p t to  illu stra te  any 

varian ces  b e tw een  the  tw o sets  of s tra teg ies . H u m an  R esource 

D ev e lo p m en t (HRD ) p ro fess io n a ls  are  m o v in g  in to  an  e ra  of 

entrepreneurship . HRD organizations tha t flourish are characterized by an 

en trep reneuria l sp irit and  orien tation  (Sussm an, 1986). The term  HRD 

practitioner will be interpreted broadly. M any people contribute directly to 

tra in in g , o rg an iza tio n a l d ev e lo p m en t, an d  career d ev e lo p m en t in 

o rgan iza tio n s. Som e of these con trib u to rs  are HRD professionals, 

ind iv iduals w ho choose to focus on the "people side" of business. O ther 

p e o p le  are  HRD p ra c titio n e rs  b ecause  they  h av e  m an ag em en t 

responsibilities: all m anagers share responsibility for the developm ent of 

people, careers, and organizations (McLagan, 1989).

It m ay be necessary to nu rtu re  talent from  outside the organization 

in  order to ensure that prospective HRD staff m em bers are available w hen
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needed. O utside the firm, sources of talent include public and private 

universities as well as consultants w ho operate specialized m ajors and 

areas in H um an Resource M anagem ent (HRM), Industria l Relations, and 

H um an Resource Development (HRD) (Rothwell, 1988, p. 397).

This need for outside consultants in  HRD elicits a necessity for 

research regarding start-up strategies for these specialists. Specifically, the 

research will deal w ith the following questions:

1. H ow  do  the d em o g rap h ic  ch arac te ris tic s  of HRD 

consultants com pare to those of en trepreneurs in o ther 

businesses?

2. H ow  do  the en trep ren eu ria l characteristics of HRD 

consultants com pare to those of en trepreneurs in  o ther 

businesses?

3. H ow  do the en trepreneurial start-up  strategies of HRD 

consultants com pare to those of en trepreneurs in o ther 

businesses?

Human Resource Development and Entrepreneurship

H u m an  R esource D evelopm ent is an  im p o rtan t e lem en t in  

organizations as they attem pt to gain a com petitive advantage (H arvard 

Business Review, 1988). Data suggest tha t U.S. corporations spen t over 

$30 billion in 1988 to provide some 17.6 million training courses (Fulmer,
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1988). A University of M ichigan study as well as a H ay Associates study 

found that the m ost profitable com panies (based on  the Profit Im pact 

M arketing  S trategy  database) show ed  the g rea tes t com m itm ent to 

m anagem ent and executive developm ent (Vicere, 1990).

The hum an resources of an organization represent one of its largest 

investm ents. G overnm ent reports show that approxim ately 73 percent of 

national income is used to com pensate em ployees (U.S. D epartm ent of 

Commerce, 1989).

The value of an organization's hum an resources frequently becomes 

evident w hen the organization is sold. Often, the purchase price is greater 

than  the total value of the physical and financial assets. This difference, 

som etim es called goodwill, partially reflects the value of an organization's 

h um an  resources. In addition  to wages and salaries, organizations often 

m ake o ther sizable investm ents in  their hum an  resources. These HR 

areas include:

* Quality of W ork Life
* Productivity
* HR Satisfaction
* HR D evelopm ent
* Readiness for Change

(VanFleet, 1991, p. 6-7).

As it is practiced today, HRD recognizes the dynam ic interaction of 

personnel functions w ith  each o ther and  w ith  the objectives of the 

organization. It recognizes that HRD planning should be coordinated w ith 

the organization's strategic and related planning functions. Efforts in HRD 

are being  d irec ted  to w ard  the p rov ision  of m ore su p p o rt for the
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achievem ent of the organization's operating goals. The present status of 

the field of HRD has been achieved only after years of progress w hich 

involved an evolutionary developm ent (Sherman, 1988, p. 4).

Com petence and professionalism  in  HRD are sure to m ake a major 

difference for organizations and individuals, bo th  nationally and globally. 

The d ev e lo p m en t of people and  o rgan iza tio n s  is im p o rtan t w ork, 

especially  d u rin g  these rap id ly  changing , h igh ly  com petitive  tim es 

(McLagan, 1989, p. 4).

C arland 's  (1992) research helped to estab lish  the im portance of 

s tu d y in g  the  characteristics of en trep ren eu rs . C arlan d  fo u n d  th a t 

researchers, educators, and m anagem ent assistance specialists could benefit 

from  a tool w hich w ould  assist in  reducing  sam ple bias. In  add ition , 

designing educational program s to expand the scope of en trepreneurial 

behavior could  be a resu lt of scaling responden ts  p lus un d ers tan d in g  

differences in  ow ners to im prove survival rates in sm all firms.

R o n s ta d t's  (1983) s tu d y  p ro v id e d  in s ig h ts  a b o u t s ta r t-u p  

m otivations, barriers, and  o ther factors influencing the v en tu re /ca ree r 

s ta r t-u p  process. This know ledge increased  u n d e rs ta n d in g  of the 

entrepreneurial start-up process and aided in understanding  the barriers to 

entry for w ould-be entrepreneurs.

In conclusion, Silver (1983) stated there is an inadequate am ount of 

venture capital and too few brave yet fanatical en trepreneurs w illing to 

risk  ev ery th in g  they ow n to cause the en trep ren eu ria l revo lu tion  to 

happen. W orkers in large companies will be the prim e movers, and  that is 

w hy it is im portan t that the entrepreneurial process be learned. W hereas
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corporations at one time bragged about how  m any w orkers they 

em ployed, in the future they will boast of how m any subcontracts 

they let to quasi-employee groups.

D efinitions

The following terms related to HRD consultants and entrepreneurs 

will be used in this research:

1. C o n su lta n t - A person  w ho gives expert or professional advice 

(The American Heritage Dictionary, 1982, p. 286).

2. E n trep ren e u r - A person w ho organizes, operates, and assum es 

the risk  for business ven tures, especially  an  im presario  (The 

American Heritage Dictionary, 1982, p. 437).

3. E x te rn a l  C o n s u l t a n t  - A p e rso n  w ho  has little  o r no 

o rg a n iz a tio n a l/p o litic a l re la tio n sh ip  w ith  the o rg an iza tio n . 

H is /h e r  purpose is to identify problem s and provide solutions 

w hen appropriate (Gilley, 1989, p. 183).

4. H um an R esource D evelopm en t - HRD is the in tegrated  use of 

tra in ing  and  developm ent, o rgan izational developm ent, and 

career developm ent used  to im prove ind iv idua l, g roup , and  

organizational effectiveness (McLagan, 1989, p. 7).

5. V e n tu r e  - An u n d ertak in g  tha t is dangerous, daring , o r of 

doub tfu l outcom e (The A m erican H eritage  D ictionary , 1982, 

p. 1421).
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A ssum ptions

1. The streng ths of the relative en trep reneu ria l preferences of 

respondents can be indexed.

2. The C arlan d  E n trep ren eu rsh ip  Index  is an  a p p ro p r ia te  

in s tru m en t for the m easurem ent of relative en trep ren eu ria l 

preferences.

3. R onstadt's Instrum ent #2b is an expedient in strum en t for the 

m easurem ent of start-up strategies.

4. The items included in the dem ographic questions are appropriate 

and relevant to the investigation being conducted.

5. The procedures used to select subjects for this study  provide an 

adequate representation of the population of this study.

6. The subjects w ho m ade up  the sam ple provided valid responses 

to the instrum ents used in this study.

7. The findings of this study will be useful to the Presidents/C E O s 

of HRD consulting agencies who are responsible for p lanning  

and developing entrepreneurial goals and objectives.

D elim itation and Lim itations

The follow ing are the delim itations and lim itations of this study 

design:

1. The findings of this s tudy  reflect the opinions of 204 of the 

P residents/C E O s of HRD consulting agencies listed in the 1993
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A m erican Society For T rain ing  and  D evelopm ent (ASTD) 

Buyer's G uide and Consultant Directory.

2. The sam ple of the P residents/C E O s participating  in this study 

m ay or m ay not represent the views of the entire population  of 

674 Presidents/C E O s listed in the 1993 ASTD Buyer's Guide and 

C onsultant Directory.

3. This study  w as subject to the inheren t w eaknesses of survey 

design.

Significance of the Study

It is hoped  this investigation w ill p rov ide inform ation  for HRD 

consultants and  HRD consulting agencies concerning the im portance of 

beco m in g  m ore  e n tre p re n e u ria l in  o rd e r  to  in c rease  re so u rces , 

competencies, and skills. It is believed that the inform ation will result in a 

stronger association betw een the ideas and philosophies of entrepreneurs 

an d  HRD consu ltan ts. Through the process of rev iew ing  lite ra tu re  

p e rta in ing  to th is study , HRD consulting agencies w ere iden tified  as 

m oving into an  entrepreneurial era. The successful HRD agencies have an 

entrepreneurial essence and exposure.

This s tudy  will help the P residents/C E O s, HRD consultants, and 

o ther key agency personnel com prehend how the en trep reneu ria l role 

should be accomplished. It is hoped this research will bring into focus the 

m erits and values of entrepreneurship into an HRD setting.
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CHAPTER 2 

REVIEW OF RELATED LITERATURE

Introduction

In today 's complex, changing work environm ent, people represent 

strategic resources. A n em ployee's goals, a ttitude  tow ards w ork, and  

perform ance are crucial to organizational success especially now w hen so 

m uch w ork is know ledge oriented -  and  change proceeds so rapidly tha t 

even a person  who sw eeps the floor is expected to seek "continuous 

im provem ent" (McLagan, 1989, p. 2).

H um an  Resource D evelopm ent (HRD) consultants, as previously  

stated, are m oving into an era of entrepreneurship . C onsulting agencies 

and HRD organizations that are successful have an entrepreneurial spirit 

and orientation (Sussman, 1986). It is essential to report on  both the HRD 

background and  the entrepreneurial background to understand  how  this 

entrepreneurial orientation can lead to success.

Human Resource Development Background

H um an Resource Developm ent (HRD), at least in a prim itive form, 

has existed since the daw n of g roup effort. C ertain HRD functions, even 

though  in fo rm al in  n a tu re , w ere perfo rm ed  w henever people came 

together for a com m on purpose. D uring the course of this century, the 

processes em ployed to develop people have become m ore form alized and 

specialized. As a result, a grow ing body of know ledge concerning these
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p ro cesses  has been  accu m u la ted  by p ra c titio n e rs  an d  sch o la rs  

(Sherm an, 1988, p. 5). H um an Resource D evelopm ent is m uch  m ore 

integrated into both the m anagem ent and the strategic p lanning process of 

the organization than in the past (Ropp, 1987).

O ne reason  for th is expanded  role is th a t the o rgan iza tional 

en v iro n m e n t has becom e m uch  m ore com plex . The d e lu g e  of 

governm ent regulations and  laws places a trem endous bu rd en  on HRD 

practitioners. N ew  regulations are regularly issued in the areas of safety 

a n d  h e a lth , e q u a l e m p lo y m e n t o p p o r tu n i ty , p e n s io n  re fo rm , 

environm ent, and quality of w ork life.

The developm ent of people and of the organization itself is one of 

the m ost critical processes that an organization can undertake and sponsor. 

But the parad igm  for do ing  so is not well developed. The A m erican 

Society for Training and  Developm ent's (ASTD) 1989 study on  w orkplace 

training, underw ritten  by the U.S. D epartm ent of Labor, indicates tha t in 

the U.S. alone, organizations spend more than  $30 billion per year to train 

an d  d evelop  the w orkforce. To ap p recia te  the  full m ag n itu d e  of 

investm ent in  developm ent, ad d  to tha t sum  the cost of self m anaged 

learning - including the costs of failures tha t resu lt in learning, the costs 

associated w ith  inform al coaching and other inform al learning, and  the 

costs of career-related developm ent com pleted off the job. The cost of 

developm ent is high, b u t the need for developm ent is growing. A nd, the 

HRD field - as a d iscip line and  as a p rofession  - is still m a tu rin g  

(McLagan, 1989, p. 2).
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Trends in  H um an Resource D evelopm ent

H um an  Resource D evelopm ent (HRD) is in  an  age o f g reat 

em phasis on p ro ductiv ity , and  th is em phasis w ill likely continue. 

Robotics, com puters, and autom ation will bring productiv ity  gains. The 

m o st p ro fo u n d  advances in  p ro d u c tiv ity  w ill com e from  the 

organization 's hum an resources (W right, 1984).

The w orld  of w ork has undergone w renching changes in  recent 

years. These changes have affected every part of the organization, from the 

lowest-level jobs up to senior m anagem ent. The United State’s businesses 

and industries are struggling w ith people problem s - and the solutions will 

come from  bu ild ing  people's com petence th ro ughou t the o rganization  

(Yeomans, 1989).

The follow ing dem ographics contribute to an  u n d ers tan d in g  of 

trends in HRD. In 1970,47% of the labor force was em ployed in white collar 

jobs, while 53% was em ployed in blue collar jobs. As of 1980, white-collar 

jobs had increased to 51% while those on the blue collar level fell to 49% of 

the total. In June 1989, white-collar jobs had increased to over 55% of total 

jobs (U.S. D epartm ent of Commerce, 1989).

In 1972, there were 33.5 m illion w orking w om en. In 1987, there 

w ere over 50 million women in the work force. Between 1970 and 1979, the 

num ber of fem ale m anagers and adm in istra to rs increased over 100% 

(U.S. D epartm ent of Commerce, 1989). In 1982, the m edian age in the 

U nited States was 31 years, 20% of the population was 55 or older, and 11% 

of the population was 65 or older. By the year 2010, 25% of the population
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will be 55 or older, 12.5% will be 65 or older, and the m edian age will be 37 

(U.S. Departm ent of Labor, 1989).

If tom orrow 's HRD practitioners are to earn  the respect of their 

colleagues and of top m anagem ent, they m ust w ork to overcom e certain 

negative im pressions and biases sometimes associated w ith the profession. 

This can be accomplished in several ways. First, HRD practitioners should 

become well grounded business people. One of the requirem ents of this is 

to be thoroughly familiar w ith  the business itself. Second, the practitioners 

should become fully know ledgeable about present and future trends and 

issues. This w ill help them  guard  against becom ing enam ored  w ith  

passing fads or ineffective techniques. Third, HRD practitioners should 

prom ote effective hum an  resource u tilization  w ith in  the organization. 

Rather th an  take a m oralistic approach  w hen  dealing  w ith  operating  

m anagers, these practitioners should stress the im portance of increasing 

profits th rough  the effective use of the firm 's hum an  resources. In this 

lig h t HRD p rac titio n e rs  w ill learn  to  be p ro ac tiv e  a n d  to  seize 

opportun ities to dem onstrate  how  they can positively affect the bottom  

line (Layton, 1987).

New challenges for the astute HRD professional include the need for 

efficient, effective, lifelong learning; the use of tra in ing  technology; 

changes in  jobs and the com position of the labor force; and  changes in 

m anagem ent practices. Training is likely to becom e m ore a screening 

device than  a developm ental tool (Cohen, 1991).
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Trends That Affect The Relationship of People to Their Work

W right identified eight significant trends are already occurring that 

affect the re la tionsh ip  of people to the ir w ork. In  o rd er to achieve 

productiv ity  im provem ents in the years ahead, HRD consultants m ust be 

prepared  to deal w ith these trends.

Trend 1: The Computer Revolution

The ty p ica l ex ecu tiv e  now  sp en d s  94% of the w o rk d a y  

com m unicating w ith  others. He or she has quick access to data  bases 

ranging from technical articles to personal memos.

Trend 2: Adult Education and the Life-Long Learner

The m edian age of workers has been rising in recent years. As adults 

continue to learn, the cam pus is becom ing a thing of the past. A major 

shift in  p rovid ing  education has been tow ard the em ployer - w hether the 

learning is job related or not.

Trend 3: The Increasing Internalization of Business

Training m odules - ranging  from  m anual job skills to  strategic 

p lann ing  - w ill increasingly becom e p a rt of total p ro d u c t and service 

packages sold to third w orld countries.

Trend 4: The Transformation of the Work Force to Knowledge Workers

The n u m b er of w orkers w ho sp en d  their en tire  day  dealing  

exclusively w ith  data ra ther than  w ith  the p ro d u c tio n  of p roducts  or 

services is on the increase in all industries.
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Trend 5: The R eplacem ent of Courses and Sem inars W ith C urricu la and 

Libraries

M any large organizations are looking for econom ies of scale by 

offering a w ide range of courses and  sem inars from one curriculum . This 

greatly increases the choices available to individual learners.

T rend 6: The Increasing Sophistication of the Buyer and Sensitivity to Fads 

H um an  resource developm ent professionals are sensitive to fads. 

The focus today is on re tu rn  on investm ent and contribution to the long 

term  health  of the organization.

T rend 7: The Interdependence of the Public and Private Sectors

G overnm ent regulation  and  m ulti-national business dealings call 

on  m anagers to deal w ith  bo th  sectors of the econom y m ore than  ever 

before.

T rend 8: The Symbiotic R elationships

M any industries  have developed  a closer re la tionsh ip  betw een  

independent companies than ever before (Wright, 1984, p. 6-7).

G row th In H um an Resource D evelopm ent C onsulting

Lippitt & Lippitt (1986) report tha t at least four trends in  business 

and  in d u stry  have contributed  to g row th  in  consulting. They are as 

follows:

1. T ech n o lo g ica l D e v e lo p m e n t - The im pact of accelerated 

technological developm ent has been dram atic, creating an ever-increasing
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need  for in d iv id u a ls  and  g ro u p s to share know ledge, skills, and  

experiences. In m any fields, because knowledge gained in college is only 

viable for one to tw o years, learn ing  m ust continue th ro ughou t one's 

career. In  the field of H um an Resource Development (HRD) in  particular, 

increased technology in learning is having a p rofound im pact on HRD 

program s. In any case, m ore and  m ore consultants are being used to 

provide instruction as well as consultation and advice.

2. C risis in H um an Resources - The grow ing aw areness of the 

im portance and d ignity  of hum an  resources has created new  needs for 

consu lta tion  services. The value of a well tra ined  em ployee can be 

reflected in the increased productivity and profitability of the organization. 

It can also be m easured in  the cost of recruiting, selecting, hiring, and 

train ing  employees. Thus, m ore and m ore organizations consider hum an 

resources as they develop their strategic plans. As a result, em ployee 

assistance program s, career counseling, job enrichm ent program s, and  job 

engineering, to nam e a few, are am ong the m any hum an resource services 

now  being p rov ided  by organizations. H um an Resource D evelopm ent 

practitioners cannot be expected to know all there is to know  about all 

hum an resource services, so outside consultants are called in to assist.

3. U n d e v e lo p e d  C o n s u lt in g  S k ills  o f M an a g e rs  an d  

S u p e rv iso rs  - M any m anagers and  supervisors act as part-tim e, internal 

consultants. A lthough they lack the skills they need to function as true 

consultants, they do have an ap titude  for the job. O rganizations may 

develop the consulting skills of these m anagers and supervisors, a long
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and costly process, or hire an outside consultant. In some situations, they 

do both.

4. D iscretionary  Tim e - M any organizations use volunteers to 

accom plish  th e ir goals and  objectives, a tren d  often re ferred  to as 

"discretionary time." These individuals are often not w ell trained , and 

m any need greater in terpersonal and other interactive skills to perform  

effectively. In addition, because most volunteers provide only a few hours 

of service a w eek to organizations, m ore are needed to accom plish the 

same am ount of w ork that full time em ployees accomplish. Therefore, the 

actual num ber of people w ho require train ing  will increase and  more 

consultants will be needed.

Successful H um an  Resource D evelopm ent consultants are people 

w ho have developed a special body of know ledge or expertise w ithin the 

HRD profession. A dditionally, this expertise m ust be in an area that is 

m arketable to others. In other w ords, it can be "packaged" as a product 

a n d /o r  provided as a service to others w ho value it and will pay money to 

receive it (Robinson, 1986, p. 11). Vendors and  consultants come in all 

forms. Some are large, national, international, or local firms tha t offer a 

w ide variety of training capabilities in alm ost all areas of training; others 

are sm all and  specialized. Regardless of the size of a firm , the m ost 

com m on use of vendors and  consultants is for tra in ing  professional 

em ployees. They are m arket driven. Em ployers select these providers 

because they have proven to be the m ost responsive to em ployers' needs. 

They offer convenience, flexibility, and  tim eliness w hen  delivering  

specialized services (Carnevale, 1990, p. 101).
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D ifferences in  T raining and Consulting

It is essential to delineate basic differences betw een trainers and 

consultants. The m eaning of "train" in the Am erican H eritage Dictionary 

(1982) is, "to m ake proficient w ith  specialized instruc tion  or practice." 

It explains a trainer as "one w ho trains." M any of the abilities tha t make 

fine trainers can block effectiveness as consultants. Several of the skills 

regarding trainers do  not serve well w hen one m oves ou t of the learning 

setting and into an  organization as a consultant (Bellman, 1983, p. 70).

As consultants in  H um an Resource D evelopm ent, they are often 

surprised  to find them selves in a very different w orld, w hich complicates 

their transition. N ow  they m ust search for problem s and synthesize 

so lu tions to them . Instead  of know ing all the answ ers to the righ t 

questions, they m u st now  find answ ers to questions th a t cannot be 

answ ered by their classroom experience. Instead of being in control, they 

are in service to the organization, and m ust now  focus on desired changes, 

rather than on the individuals involved (H udson, 1988).

C onsultants in  HRD are on  unfam iliar turf. N o longer in  their 

familiar, comfortable classroom, they may feel overw helm ed, inundated by 

the com plexities of the problem s they m ust solve. There m ay be a 

tendency to re trea t to the classroom  (avoidance) or to bring an easy 

classroom  solution to a difficult problem  (sim plification). As learning 

specialists a n d /o r  instructional designers, they had tim e to plan, design, 

evaluate, and  adjust. As consultants, how ever, they are often asked to

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

24

decide in seconds. People may not respond, or they may behave exactly the 

way the textbook models predict (Hudson, 1988).

In spite of these difficulties, HRD professionals m ake the transition 

from the classroom to the field. To do so is necessary in order for them  to 

change their perspective on the problem  solving process (Gilley, 1989, 

p. 172). Bellman (1973) offers these suggestions for accelerating this 

transition:

• Ask More Questions.

• Provide Fewer Answers.

• Move Away From Theory and Models.

• M ove Tow ard Reality.

• Change One's M easurem ent of Success From "Did My Class Flow 
Smoothly" to "Did I Effect Constructive Change."

Because consu lting  is so difficult and  dem anding , HRD p ractitioners

shou ld  p roceed  w ith  care before accepting this role (H udson, 1988).

Selecting, retaining, and w orking w ith  a m anagem ent consulting firm  is a

p ro cess  m o st m anagers  face on ly  occasionally . The n o v e lty  of

responsibility generates uncertainty. It may also create anxiety, confusion,

and  frustration. These anxieties are com pounded by the fact that m any

m anagers are ill-inform ed about the consulting process, the consulting

industry , and  the c lien t/consu ltan t relationship  in  particular. They are

u n certa in  as to w h a t to expect, w hat w ill be expected of them , the

approp ria te  role of the consultant, relative costs of professional service,

billing arrangem ents, and a host of other key services (Wells, 1983).
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There are perspectives com m on to effective trainers along w ith  

contrasting  consulting perspectives. O ut of these contrasts can em erge 

difficulties for a trainer becom ing a consultant. The following are "mind 

sets," expectations or orientations com m on to trainers and consultants:

PT T >  A T K T T M P

PERSPECTIVES
T P T T T  T T \ T r <

V - U 1 N J U L  1  I l N V j

PERSPECTIVES
f n T  tt n m r ^ r x —*

1VC.D U L 1  U N  Vj

DIFFICULTIES

Workshop
Centered

Knows
People

Relies on 
Own Strength

Works W ithin 
Design

Work is 
Planned 
Solution 
Seller

Knows Questions 
Knows Answers

W orkplace
Centered

Knows
Business

Relies on 
Client's Strength

Designs 
W ithin Work

Work is
Spontaneous
Issue
Identifier

Asks Questions 
Finds Answers

O verwhelm ed, Unfamiliar 
Tried to Avoid or Oversimplify.

Inappropriate Questioned 
Misplaced Priorities.

Pushes clients in direction 
they do not want to go.

Starts doing client's work 
No Time to Think, Lost 
and Trying to Catch Up.

Overplans, Disappointment 
Exhaustion
Sees Solutions Quickly 
and Narrowly

Inserts Questions and 
Answers From Training 
Sessions.

Builds
Individual

Aids
Organizational
Change

Gets Detoured by 
Individual's Needs

The consultan t is not im m une to the difficulties described above; 

the trainer-becom ing-consuitant is m ore susceptible because of the change 

in roles (Bellman, 1983, p. 71).
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The Field of H um an Resource D evelopm ent C onsultants

The hum an  resource developm ent (HRD) field has g row n at a 

phenom enal rate in recent years. The exact am ount of grow th and  the size 

of the industry  are difficult to pinpoint. As aforem entioned in  this report, 

the Am erican Society for Training and Developm ent's (ASTD) 1989 study 

on  w orkp lace  tra in in g  ind ica tes  tha t in  the U n ited  S tates a lone, 

organizations spend m ore than  $30 billion per year to train  and develop 

the workforce. A nother report has placed the total am ount budgeted  for 

formal training by United States organizations at $45.5 billion. Perhaps the 

informal train ing w ould account for an equal am ount. In 1991, the total 

num ber of in d iv id u a ls  w ho received  em p lo y e r-sp o n so red  tra in in g  

annually was at 39.5 million (Phillips, 1991).

If the challenges of the fu ture  are to be m et, tom orrow 's HRD 

practitioners m ust be m uch m ore sophisticated than  their predecessors. 

W ith the expand ing  role tha t HRD m ust fill, it is essential th a t these 

professionals be integrally  involved in an  organ ization 's strateg ic and  

policy m aking activities. Fortunately, there are signs that this is happening 

in m any organizations. For exam ple, in  alm ost every one of the Fortune 

500 com panies, the head of the hum an resource departm en t is an officer 

(usually a vice president) w ho answers to the chief executive officer. In a 

significant num ber of com panies, the head  of the H u m an  R esource 

D epartm en t sits o n  e ither the board  of d irec to rs  or the  p lan n in g  

committee, or both (Byars, 1991, p. 11).

A recent survey co-sponsored by the Am erican Productivity  Center 

asked 71 corporate CEOs to rank  corporate staff functions in order of
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im p ortance . H u m an  resources cam e in  second on ly  to finance 

(Farish, 1987).

H um an resource m anagers frequently go outside of the organization 

for professional assistance from qualified consultants. These consultants 

are u tilized  in  connection w ith  a variety  of specific hum an  resource 

problem s. In the past, most of the consulting firms specialized in one or 

tw o areas of expertise. M ore recently, how ever, m any of them  have 

broadened their expertise to cover other fields and thus m eet the needs of 

their clients m ore effectively.

M any consultants enter the consulting profession from the ranks of 

the hum an resource developm ent field. O f these, m ost have extensive 

experience as learning specialists a n d /o r  instructional designers. While 

m any  becom e com peten t as co n su ltan ts , Bellm an (1983), as afore­

m entioned, w arns that the transition is not always easy.

Also previously m entioned, C arnevale (1990) and  Robinson (1986) 

indicated that vendors and consultants are m arket driven. The HRD field 

is changing, especially in the area of the m arketing of HRD services. The 

changing dem ands of clients and the business environm ent are bringing 

about ways that HRD specialists present themselves and their services. The 

following factors are changing that process:

• M ore and m ore clients are recognizing tha t people issues are 
critical to competitive success.

• The pace of change and the com plexity of people issues forces 
clients to seek timely, innovative, and practical changes.
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• Clients expect specialized competencies and value-added services 
from  HRD professionals.

• C lients are m ore sophisticated and  m ore cautious in  buying  
professional services.

« D ow nsizing of organizations has led to increased pressure  on 
in te rna l and  external HRD professionals to de liver neededx

services.

• C om petitive b ids and  "price shopping" are becom ing m ore 
common; line m anagers will often bypass in ternal HRD groups 
and seek outside help.

• The length of time it takes to sell an  HRD project or program  has 
increased dram atically  and  m ore decision m akers seem  to be 
involved in the process.

• C lients expect m ore than just project results for fees paid  and 
tim e spent; they w an t consultant-initiated personalized service 
and attention (McDermott, 1989).

M argulies & Raia (1972) separate consulting resources in to  task- 

o rien ted  consu ltan ts and  process-orien ted  consultan ts. Task orien ted  

consu ltan ts are technical experts, ga thering  data and  analyzing  and  

p ro v id in g  specific and  concrete recom m endations. P rocess-o rien ted  

consultants guide the process of problem  resolution and leave the specific 

tasks up to the client. In reality, these two roles represent tw o extremes, 

w ith  the exact m ode of orien tation  (depending  on the client's specific 

needs and capabilities) lying som ew here along a continuum  betw een the 

two.

Lippitt & Lippitt (1986) exam ined the m odel advanced by M argulies 

& Raia and substitu ted  d irec tiv e  for task oriented and n o n d ire c tiv e  for
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process oriented. In the directive role, consultants are active advocates in 

the p rob lem  so lv ing  process, w hereas in  the nond irec tive  ro le they 

function as objective observers. They raise questions for reflection and 

better und ers tan d in g . These w riters w arn, how ever, tha t to speak of 

consultant roles as separate and distinct is to d istort reality (H udson, 1988). 

The role of any consultant should and will vary from  m om ent to m om ent 

and cause an effective expert to react to the situation at hand (Lippitt, 1986). 

Role choice, according to L ippitt & Lippitt, will depend  on such criteria as 

the following:

The N ature of the C ontract - This refers to the type of duties a n d /o r  

activities a consultan t m ust undertake during  the consulting relationship. 

The nature  of the contract w ill help determ ine the consultant's u ltim ate 

role.

C lie n t's  G oals  - The goals and objectives of clients reflect their 

desires and aspirations; thus, m any consultants approach  the consulting 

situation  w ith  the a ttitude  that a satisfied client is a happy client and a 

happy  client will hire the consultant again. The nature  of the client's goals 

and objectives is an appropriate target for the consultant's attention.

N orm s and  S tandards of the  C lien t - It is im portan t to rem em ber 

th a t m ost em ployees have accepted certain  roles and  standards as their 

ow n. Therefore, consultants m ust consider these w orkers and  their roles 

during  the consulting process.

Personal L im ita tions - Consultants ough t to be aware of their ow n 

strengths and weaknesses before they enter into a consulting arrangem ent.
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They should  not engage in activities or roles for w hich they are not 

qualified.

W hat W orked Before - M any consultants base their choice of a role 

or an activity to perform  on previous experience. This practice is often not 

appropriate or wise, bu t it does affect the type of role a consultant performs.

In te rn a l V ersus External C onsu ltan ts  - C onsultants selected from 

outside the organization are free to perform  in  a different m anner from  

th a t of consultants selected from inside the organization. This greatly 

affects the roles perform ed as well as the types of recom m endations or 

solutions selected.

C onsultan ts typically operate outside the struc tu re  of the client 

organization. Lacking internal organization authority, these professionals 

m ust rely on their ability to influence decisions. They are usually retained 

only for a particular project or contract. Once completed, consultants move 

on  to other projects and other client organizations (Robinson, 1986, p. 11).

L ippitt & Lippitt (1986) suggest tha t externalization is to say no, 

(2) learn the language and symbols of the organization, (3) accept internal 

help from  internal practitioners and others, (4) collaborate w ith  in ternal 

consultants, and (5) be hum an.

There are several sim ilarities b e tw een  in te rn a l and  ex ternal 

consultants. First, both play m ultiple consulting roles and both  w ant to be 

successful. Both are prim arily helpers and m ust w ork w ith  and through 

the organization 's members. But they m ust also rely on m em bers of the 

organization  in order to accom plish the tasks they recom m end. This is
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often difficult because they have no real authority over m em bers of these 

organizations (Gilley, 1989, p. 183).

There are several differences between the two as well. For example, 

external consultan ts usually  have m ore influence on the organ ization  

because they are perceived as experts or prophets. This gives them  an 

instan taneous pow er base. A nother advantage is tha t they m ain tain  a 

broader perspective and  can be m ore objective than  internal consultants 

and  organ izational m em bers. Still, they are an  unkn o w n  quan tity , 

w hereas in ternal consultants are not. R em uneration and longevity, for 

external consultants, are usually  tied to results. Internal consultants are 

paid  and  retained  as a part of the organization 's su p p o rt team  (Gilley, 

1989, p. 183).

Internal consultants, because of their availability, can spend  m ore 

time w ith  organizational mem bers. They can identify  im portan t linkages 

w ith in  the o rganization  because they are aw are of and  u n d erstand  the 

entity. H ow ever, external consultants do no t have to live dow n  past 

failures and  affiliations as do  the ir in ternal co u n terparts . External 

consu ltan ts are also free to reject consulting  assignm ents. In ternal 

c o n su ltan ts  m u s t accep t th em  as p a r t  of th e ir  o rg a n iz a tio n a l 

responsibilities (Gilley, 1989, p. 183).

C onsultants will choose am ong a num ber of alternative roles, such 

as advocate, inform ational specialist, learning specialist, learning provider 

(tra iner/educato r), joint problem -solver, alternative identifier and  linker, 

fact fin d e r, p rocess co u n se lo r, and  ob jective o b se rv e r /re f le c to r  

(Lippitt, 1986).
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C onsultan t Com petencies and Characteristics

M anagers of organizations should  be aw are that there are a large 

num ber of consultants for hire, m any of w hom  lack the expertise and 

com petency necessary to handle the complex problem s w hich these firms 

face. A ccording to D unn (1982), m any H um an Resource D evelopm ent 

p rac titioners  have becom e consu ltan ts as a re su lt of te rm inations or 

because they failed to qualify for HRD positions. Byrne (1983) stated that 

the only real requirem ent for being a consultant is six dollars for business 

cards. The num ber of HRD consultants abounds because it is so easy to 

enter the field.

C onsu ltan ts  m u st m ain ta in  certa in  un ique  com petencies, skills, 

a n d /o r  know ledge in o rder to function professionally. In  an a ttem pt to 

address this concern, the O ntario  Society for Training and  D evelopm ent 

(OSTD) identified the consultant role as one of the four principal roles in 

HRD. In  their 1976 and 1986 (revision) study, they identified the following 

areas of core competencies needed by consultants:

• C om m unication
e Course Design
0 E valuation
• Group dynamics process
• Learning theory
• H um an resource p lanning
® Person /o rgan ization  interface
• Instructional practice
• Training m aterials and practice
• Training needs analysis

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

33

According to the OSTD, consultants should m aintain  (1) facilitation 

skills, (2) an u n d e rs tan d in g  of HRD and  o rgan iza tional theory  and  

behavior, (3) in terpersonal skills, (4) presen tation  skills, (5) questioning 

skills, (6) counseling skills, (7) data  reduction  skills, (8) feedback skills, 

(9) negotiation skills, (10) w riting  skills, and (11) perform ance observation 

skills.

L ipp itt & L ippitt (1986) s tud ied  32 consultan ts to determ ine the 

competencies the professionals needed to perform  adequately. The study 

found that they are clustered in  three categories: (1) know ledge, (2) skills, 

and (3) attitudes.

Knowledge

1. Thorough grounding  in  the behavioral sciences;

2. A n eq u a lly  th o ro u g h  fo u n d a tio n  in  the  a d m in is tra tiv e  

philosophies, policies, and  practices of organ izational system s 

and larger social systems;

3. Knowledge of educational and training m ethodologies, especially 

laboratory m ethods, problem  solving exercises, and role playing;

4. An understand ing  of the stages in  the g row th  of ind iv iduals, 

groups, organizations, and com m unities, and how  social systems 

function at different stages;

5. Knowledge of how to design and facilitate a change process;

6. K now ledge and u n d erstand ing  of hum an  personality , a ttitude  

form ation, and  change;

7. K now ledge of oneself: m otivations, strengths, w eaknesses, and 

biases; and
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8. An u n d erstand ing  of the leading philosophical system s as a 

fram ew ork for though t and  a foundation  for value system s 

(p. 170).

Skills

1. C om m unication skills;

2. Teaching skills;

3. Counseling skills;

4. Ability to form relationships based on trust and to w ork w ith a 

great variety of persons of different backgrounds and  person­

alities; sensitivity to the feelings of others; ability to develop and 

share one's ow n charisma.

5. A bility  to w ork  w ith  g roups and  team s in  p lan n in g  and  

im plem enting change; skill in using group-dynam ics techniques 

and laboratory-training m ethods;

6. Ability to use a variety of intervention m ethods and the ability to 

determ ine w hich m ethod is most appropriate at a given time;

7. Skill in  designing surveys, interview ing and  using o ther data- 

coliection m ethods;

8. Ability to diagnose problem s w ith  a client; to locate sources of 

help, pow er, and influence; to understand  a client's values and 

culture; and to determ ine readiness for change;

9. Ability to be flexible in dealing w ith all types of situations; and 

10. Skill in using problem  solving techniques and in assisting others

in problem  solving (p. 171).
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A ttitudes

1. A ttitude of a professional;

2. M aturity;

3. O pen m indedness, honesty, intelligence;

4. Possession of a hum anistic value system (p. 171).

R obinson & Y oungblood (1986) iden tified  characteristics and  

qualities of successful external consultants w hich they obtained through 

their ow n experiences as well as inform ation obtained th rough  several 

other consultants. They are as follows:

• Risk taker
• Self starter and self nurturing
• Self-discipline
• Patience
• Goal focused
• Enthusiasm  and high energy level
• Effective com m unicator
• Ability to handle am biguity

Looking Ahead in HRD Professional Preparation

The data that exists about H um an Resource D evelopm ent (HRD) 

professionals are largely the p ro d u c t of volum inous self-reporting. It 

seems short sighted to assum e that HRD leadership  is - or should  be - 

exactly like the leadersh ip  of today 's line m anagers. U ntil researchers 

begin to be really curious about the w orld of the HRD professional, and not 

merely about the tasks perform ed and projects that get done, the profession 

is unlikely to establish itself as an enduring  part of the Am erican culture 

(Willis, 1991).
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A ntic ipating  the fu ture  shou ld  be the concern of all H um an  

Resource Developm ent (HRD) consultants w ho w ant to stay ahead in  the 

field and to contribute their best to the organization. The environm ent, 

technology, and  values are changing. H um an  Resource D evelopm ent 

consultants will be at the center of m uch of the coming change. How ever, 

in  this inform ation based culture, there are few facts about the profession 

and  its careers. The inform ation base needs to be vastly im proved before 

the  p ro fession 's  p a th  can be charted . M ore concrete and  accurate  

inform ation is needed (Hutcheson, 1984).

There is a realization  tha t the HRD profession  as a w hole is 

unp repared  to m eet current challenges, m uch less fu tu re  ones. N o one 

know s how  severe the shortfall of HRD expertise in the U nited  States 

really is, and no one knows exactly how to talk about it. U p to now, the test 

of an HRD consultant's success has been m easured by how  well h e /sh e  

sells or gets and keeps a job in a train ing-hungry  organization and  by 

fruition in selling services. M arket niche has carried m ore influence than 

skills, know ledge, or the true ability of the practitioner to analyze and  

respond to critical hum an resource needs. G ranting that m arketability of 

ideas and services is a first condition for gaining influence in HRD, it m ust 

still be obvious that marketability alone is not enough (Willis, 1991).

E vidence th a t HRD skills availab le  in  the  m ark e tp lace  are 

insufficient is largely anecdotal. A lthough this evidence appears more and 

m ore often in  the literature of HRD, it is not substantia ted  by research 

program s that look at psychological, socioeconomic, gender, contextual, or 

o th e r q u a lita tiv e  variab les w h ich  in fluence  the HRD co n su ltan t's
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effectiveness. It is alm ost as if consultants have collectively decided that, 

since HRD represents all things good, positive, and  honorable, one need 

only accrue competencies to guarantee success. This may be a dangerously 

naive prem ise. An equally dangerous corollary m ay be the elevation of 

role m odels w ho represent conventional w isdom . HRD em braces a self 

referential identity  w hich alm ost guarantees self-referential c losure—w ith 

m any  fingers in  the dike to p lu g  the holes of openness to change 

(Goldstein, 1988). Marsick (1989) may have an unerring finger on the pulse 

of today's HRD practice w hen she says that it (like the institutions in w hich 

it resides) is largely inform ed by scientific positivism.

There are em erging portraits of w hat the ideal HRD practitioner of 

the 1990s shou ld  be. Looking beyond the s tan d a rd  heroic postu res, 

how ever, the faces are unclear. Vojta (1988) ru th lessly  pa in ts o u t the 

figures on the existing canvas of hum an resource departm ents and paints 

in  an im pressive replacement:

The s ta n d a rd  for to d ay 's  effective h u m a n  reso u rce  

professional~at least at the senior level—is a technologically 

literate, business m inded globalist, capable of understanding  

and  dealing  w ith  the m acro and m icro im plications of 

s tructural change in  the w orld  economy and the issues of 

gaining new com m itm ent from  a new breed of em ployee 

w ho cannot be m anaged by the old au thoritarian  standards 

of rew ard  and punishm ent. Such people are no t being 

grow n in  the natural environm ent of the hum an resources 

departm ents of large corporations (p. 31).
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Zalesnik (1988) apparently thinks hum an resource m anagers try to 

keep the peace at all costs in order to avoid the exercise of d irect and 

independent judgm ents. Though he says that "HRM ought to be the m ost 

im portan t job in every business," he seems to recognize how far reality is 

from  that m ark. Yeomans (1989) has polled executives and presented a 

challenging platform  for HRD renewal. At the same time, he reports that 

m any HRD practitioners are "not ready to take on m ore responsibility for 

the  success of o u r com panies."  The HRD p ro fess io n a l m u st 

"institutionalize the entire train ing and developm ent process" and  take 

charge of its ow n renewal.

Entrepreneurial Background

E ntrepreneursh ip  is the m arshaling  of people and resources to 

create, develop, and  im plem ent solutions to problem s to m eet people's 

needs. Those societies w hose m em bers possess th a t en trep reneu ria l 

resiliency are able to respond  to changing needs and  realities. The 

entrepreneurial spirit is shown by willingness to take the initiative and to 

be creative and innovative in organizing people and resources into agents 

of social, political, and economic change (Timmons, 1977, p. 4).

This is the age of the entrepreneur. People are starting their ow n 

b u sin esses  in  reco rd  nu m b ers , colleges are teach ing  courses in  

en trepreneurship , and the dream  of nearly half the w om en and over one- 

third of the m en in the American work force is to strike out on their ow n 

some day. But can just anyone do it? Is there an entrepreneur w ithin  each 

of us? Or is entrepreneurial ability a special part of unusual personalities,
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som ething that comes to certain people in their genes? Researchers do not 

yet have a clear answ er to these questions. Theories abound about why 

entrepreneurs are the way they are (Cole, 1989).

Entrepreneurs are driven. They w ant to be independent, self-reliant, 

and  au tonom ous. Some researchers view  the en trep reneu r's  drive to 

create a new  p ro d u c t or a new  organization  as sim ilar to an artist's 

m otivation. M ost entrepreneurs show an unusual degree of confidence in 

them selves and in  their ow n intuition. They lack the fear tha t w ould 

keep the rest of the population from risking everything in order to pursue 

an idea. But they also have good judgm ent about risks. They know which 

are w orth  gam bling on and w hich are not (Johnson, 1987).

Some researchers argue th a t en trep reneu rs, especially m en, are 

driven to succeed in  order to carry out some oedipal w ish to outdo  their 

fathers. O thers assert that m any male en trepreneurs come from  families 

dom inated by the mother. Another view sees entrepreneurs as people w ho 

do not fit into their company or culture and are, therefore, driven to create 

a place of their ow n (Main, 1987).

The en trepreneur is not identified by form al rank or title, bu t after 

the successful practice of innovation. E n trepreneursh ip  is a pragm atic 

concept, fundam entally  historical in natu re , and  no t capable of being 

in te g ra te d  in to  the  static, neoclassical, m icro -theo ry  o f the  firm  

(M artin, 1971).
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Types of Entrepreneurs

A lthough m any publications refer to "the" en trepreneur as if there 

w ere only one type, a closer look quickly reveals m any. W ebster's 

definition refers to "one who organizes, m anages and assum es the risks of 

a business or enterprise." The A m erican H eritage D ictionary 's (1982) 

defin ition  of en trep reneu r is, "A person  w ho organizes, operates, and  

assum es the risk for business ventures, especially an  impresario." Funk & 

W agnall's S tandard  D ictionary offers a sim ilar defin ition: "one w ho 

undertakes to start and  conduct an enterprise or business, assum ing full 

control and risk." Schum peter (1934) adds the notion of innovator and  

form er of new com binations. Innovation as in  the Schum peterian m odel 

is an  adequate designation of the essential role of the entrepreneur as long 

as it is borne in  m ind tha t Schum peter defined entrepreneursh ip  broadly  

to cover v irtually  any  k ind of innovative function  th a t could have a 

b earin g  on the w elfare of an  en terp rise: p ro d u c t, p rocess, m arke t, 

o rgan ization  of the firm  and of the entire industry , to nam e the m ost 

im portan t.

O b serv in g  th a t "d ic tionary  d e fin itio n s  are  n o t v ery  good," 

Shallenberger (1968) associated en trep reneurs w ith  a host of synonym s 

("bold, venturesom e, risk taker, doer") versus antonym s ("conform ing, 

conservative, routine.") Leavitt (1967) offers another distinction. H e states, 

"what we really need is the w hite-hatted entrepreneur; the innovator and 

relater, the developer; not the shady, expedient, unethical, b lack-hatted  

fellow ."
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L ivesay  (1982) s ta ted  "an e n tre p re n e u r  p erce ives a m ark e t 

opportunity  and assembles the assets necessary to exploit it." Lipper (1985) 

observes, "entrepreneurs accept risk to organize resources, especially those 

that create benefit and wealth."

In a 1969 discussion of alternative definitions, Komives suggested  

that an entrepreneur is sim ply one w ho starts a business, Cole (1989) added 

tha t self-em ployed ind iv iduals, such as in d ep en d en t insurance agents, 

should  be included. Bostrom argues the definition should  include "one 

w ho assum es the financial risks." C ollins d is tin g u ish es  b e tw een  

in d e p e n d e n t v e rsu s  in te rn a l o r "ad m in is tra tiv e"  e n tre p re n e u rs  

(Milwaukee: Center for Venture M anagem ent, 1969).

K anter (1983) includes in  her defin ition of en trep ren eu rs  "those 

inside large organizations w ho, in  effect, bet their jobs on the outcom e of 

an innovation."

It is equally  im p o rtan t to  carefully  exclude certain  roles from  

en trep reneu rsh ip :

1. A person w ho ow ns an enterprise or gives the o rders is not 

necessarily an entrepreneur.

2. A person  w ho assum es the risk of his or her capital is not 

necessarily an en trepreneur bu t only an investor. H ow ever, 

one w ho risks his or her repu tation  or a portion  of it in  a 

large corporate organization, as a result of an innovation w ith 

w hich he or she is closely identified , fulfills som e of the 

preconditions of entrepreneurship .
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3. A creative person in the literary, artistic, or dram atic sense is 

not necessarily an entrepreneur. The en trepreneur does not 

innovate by creating ideas, but by recognizing their value and 

by exploiting them (Martin, 1971).

The value of exploring some definitions is that they may suggest 

ideas for alternative w ays of operating for the w ould  be entrepreneur. 

M ost H um an  Resource D evelopm ent (HRD) w riters w ou ld  agree that 

en trepreneurs tend to be independent operators, though they sometimes 

w ork  in team s. These w riters also agree tha t en trep reneurs take the 

in itiative in o rder to profit on business opportunities. But there is still 

room  w ith in  these qualifications for a considerable variety  of different 

entrepreneurial types, which include the following:

Solo Self-employed Individuals 

Deal-to-Dealers Team Builders 

Independent Innovators 

Pattern M ultipliers 

Economy of Scale Exploiters 

Capital Aggregators 

Acquirers

(Vesper, 1990).

Stolze (1989), based on his ow n observations of m any personal 

qualities common in successful entrepreneurs, arrived at personal qualities
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com m on in  successful en trep ren eu rs . They inc lude  m otivation  to 

achieve, the habit of hard  w ork, non-conform ity, strong leadership, and 

street sm arts. He also listed personal qualities not found in successful 

en trep ren eu rs  as well as irrelevan t factors. These include com pulsive 

gam bling, h igh  risk taking, and com pulsive shooting. Irrelevant factors 

are age, sex, m arital status, and educational level.

Sequences in Start-up

W hat sort of event signals the creation of a new venture? Many 

candidates m ight be nom inated, such as:

W hen the desire for entrepreneurship is recognized;

W hen the idea occurs for w hat the new  venture is to be;

W hen the break is m ade w ith form er em ploym ent;

W hen contracts are m ade w ith  a potential partner, lawyer, banker, 

accountant, or other outside advisor;

W hen legal papers for partnersh ip  or incorporation  or business 

licenses are filed;

W hen the first dollars are invested in  the new venture; W hen the 

firm becomes ready to accept new orders;

W hen the new firm's logo is first displayed;

W hen the first order arrives;

W hen the first delivery or perform ance is completed;

W hen the com pany first breaks even;

W hen the first profitable year has been accomplished.
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W hich of these events should be regarded as the "true" inception 

po in t can be argued w ithout resolution. A venture typically em erges as a 

re su lt of a series of such occurrences sp read  over tim e in  w hich  the 

existence of a firm becomes progressively m ore established. A t the first of 

the above points it w ould be hard to claim that a venture had been started, 

w hile at any of the last few it w ould be hard to argue that the firm  had not 

become a going concern, even if it were later to vanish (Vesper, 1990).

Several general flow charts for en trepreneursh ip  are p roposed  by 

d ifferent authors. W ebster (1976) postulates tha t an "entrepreneurially  

attractive" venture will typically involve six stages: (1) a pre-venture stage 

in which the entrepreneur searches for, evaluates, and negotiates rights for 

a ven tu re  idea, (2) an o rgan izational stage in w hich the g ro und ing  

colleagues energetically set up  shop, (3) financial jeopardy while debugging 

pro to types and establishing sales channels, (4) product in troduction  w ith 

renew ed hope despite continued cash shortages, (5) the "rapacious act" of 

the entrepreneur w ho gains control by squeezing colleagues out, and  (6) an 

outcom e stage culm inating in survival or failure.

A sequence w hich reaches to m ore m aturity  in  the enterprise has 

been offered by Long & Ohtani (1986) as 

Identify realizable opportunities 

Design feasible products 

Standardize operating perform ance 

Expand strategically and opportunistically 

Professionalize m iddle m anagem ent 

Institutionalize innovative capacity
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In  application to one venture, Tapp & McM ullan (1986) find such a 

sequence description to be helpful in that it provides benchm arks, avoids 

sidetracks, shifts to necessary new operating m odes at different stages, and 

avoids getting bogged down.

There is a prescriptive sequence which Swayne & Tucker (1973) bill 

as a "road m ap" by w hose application "one should be able to s tart any 

business." Three overall stages -  concept, planning, and  im plem entation -  

em brace a sequence of fifty-seven steps. These steps begin  w ith  the 

evaluation of personal goals by the entrepreneur (1) and proceed th rough  

such others as evaluation of locations (22) and  definition of supply  needs 

(23) to conclude w ith delivery of the first sale (57).

A prescrip tive scheme appears in  a set of tw elve "Entrepreneurial 

Flow C harts" offered by E. Joseph C ossm an (1975) as a "road m ap to 

b u s in ess  success." H e claim s th a t the charts "bring  to g e th e r the 

inform ation necessary to create, protect, m anufacture, publicize, m arket, 

and  m erchandise a product or service." These flow charts begin w ith  a step 

entitled "A dopt the Cossm an Success Formula" and are followed by phases 

of self-assessm ent, p repara tion , and  learning in w hich the w ou ld  be 

e n tre p re n e u r  is d irec ted  to  seek ex p o su re  to  p o ssib le  v e n tu re  

opportun ities.

A chart proposed by Osgood & Wetzel (1976) suggests replacem ent of 

the individual entrepreneur w ith a "team of business initiation specialists" 

to  im prove upon the historic process of en trep reneursh ip  w hich, they 

claim, "is too random  and inefficient." Problem s of venture initiation are,
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apparently, no t very different from one situation to another. Consequently, 

these authors propose a form alized procedure in w hich opportunities are 

to be sought through m arket research and economic forecasting efforts of a 

project team. These could be screened on the basis of feasibility analyses. 

Those w hich pass the analyses w ould be presented as proposals to venture 

capitalists. W ith  this capital, the project team  could then in itiate  the 

en terprise and  begin the search for an adm inistrator to take over as the 

ven ture  stabilizes. The team  will then  becom e directors of that com pany 

and go on to seek ou t the next venture idea a round  w hich to develop 

another com pany.

V esper (1990) s ta tes  five key in g red ien ts  for s ta rt-u p . These 

ingredients are as follows:

Technical Know how 
Product or Service Idea 
Personal Contacts 
Physical Resources 
Custom er Orders

In addition , he states that the three m ain hurdles to entrepreneurial 

entry  are:

Failure to find a venture idea w ith  sufficient m argin  potential 

Failure to develop an effective sales generation scheme 

Failure to obtain operational financing

Stages of the Entrepreneurial Process

The stages of the en trepreneurial process, according to Tim m ons 

(1977), are as follows:
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Stage 1 Stage 2 Stage 3 Stage 4 Stage 5

Decision Identification Launch/ Postnatal Growth
to become an & Selection of acquire new period
entrepreneur a venture venture

"Conduct venture "build team "management "go public
"prepare business "develop & "and growth "merge

1 1 t tu of venture "be acquired
"secure financing market "raise more
"identify product venture capita!

There are several key questions that need to be covered regarding 

the key issues, problem s, and tasks inherent in launching a new business 

and taking it through its first year or so. They include:

1. W hat is in v o lv ed  in  the  basic  d ec is io n  to  becom e an  
entrepreneur or to invest in a small company?

2. How are strengths and weaknesses determ ined and how are they 
com pared w ith the requirem ents of the business?

3. H ow  are appropriate associates selected for the team?

4. W hat are some key sources of business opportunities and how 
can one assess the feasibility of a particular venture?

5. W hat are the critical problem s and opportunities in form ing and 
build ing successfully a new venture team  and w hat m ethods are 
appropriate to deal w ith these?

6. W hat is venture or seed capital and how  does one acquire it?

7. W hat are the key issues in  financing and launching a grow ing 
venture, and how can these be resolved in  small ventures?

E n trep reneurs  and  o thers w ho have launched  prom ising  new  

ventures perceive that at least some of their early success can be credited to
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the systematic and thorough analysis of their entrepreneurial potential and 

the feasibility of their venture (Timmons, 1977).

Frontiers of Entrepreneurial Research

Dunkelberg & Cooper (1982) exam ined a num ber of objectives and 

organizational traits associated w ith 1,805 sm all business ow ners. Factor 

analysis was applied to identify entrepreneurial typologies. Those groups 

w ere then analyzed to determ ine w hether the entrepreneurs differ across 

g roups by background characteristics and  the en trepreneurial processes 

they followed. The focus was upon  determ ining w hether en trepreneurial 

"types" are d is tin c tiv e , no t on ly  in  reg a rd  to m o tiv a tio n a l an d  

organizational characteristics, bu t also in regard  to backgrounds. The 

research w as based upon  w hat was believed to be the largest and  m ost 

diverse sample of small business owners studied to date. It was based upon 

a random  sam ple conducted in 1979 of the m em bership of the N ational 

Federation of Independent Business. The 1,805 responses to 6,225 mailed 

questionnaires represented a response rate of 29%.

Based upon the results, the entrepreneurs were classified by these 

w riters into three broad classes as described below:

Type 1 - These grow th-oriented owners desired substantial grow th and 

saw  their businesses as changing rap id ly . They strongly  

d isag reed  w ith  the s ta tem en t "a com fortab le  liv ing  is 

enough." They m ight be thought of as prim arily
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Type 2 -  These en trepreneurs w ere strongly driven  to avoid w orking

for o thers. There w as not a strong  desire to  b u ild  an 

organization. O perating controls w ere not in  w riting. Desire 

for independence seemed to be their dom inant feature.

Type 3 - These entrepreneurs were strongly oriented tow ard doing the

w ork they w anted to do. Consistent w ith  this, they were m ost 

com fortable in selling or handling technical problem s rather 

th a n  in  w ork ing  on  m anagem en t issues. A c r a f t s m a n  

orientation w as their outstanding characteristic.

B ackground  characteristics for each en trep ren eu ria l type w ere 

investigated. They were found to differ w ith respect to education, previous 

supervisory  experience, functional experience, previous organization, the 

w ay in w hich they became owners, and the grow th rates of their firms.

R o n s ta d t (1983) in v e s tig a te d  the  d ec is io n  to  becom e an  

en trep reneu r. The purpose w as to identify som e key variables in  the 

decision process of 102 people (Babson College A lum ni were contacted by 

m ail) w ho seriously  considered bu t d id  not start a new  ven tu re  nor, 

consequently , an  en trep reneuria l career. The article p rov ides insights 

about start-up  m otivations, barriers, and other factors w hich influence the 

ven tu re /career start-up process.

A unique aspect of the study was the com parison of "nonstarters" 

w ith  208 Babson College Alumni w ho w ere practicing entrepreneurs and 

w ho shared an otherwise:
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1. com m on ed u ca tio n a l b ack g ro u n d  in  an  in s titu tio n a l and  

program  sense;

2. sim ilar profile in terms of geographic and other location factors;

3. sim ilar o rien tation  tow ard  business generally, including a very 

d is tinc t m otivation  for som e k ind  of business career at a 

relatively early age.

W hy do  people w ho have seriously explored starting  one or m ore 

en trepreneurial ventures decide no t to start them ? W hat are the perceived 

barriers to en try  for w ould-be en trepreneurs w ho m ay w ish to pursue  an 

entrepreneurial career bu t have decided against it? M ore know ledge about 

these and  o ther questions w hich affect "the non -sta rt decision" w ould  

increase understand ing  of the en trepreneurial start-up  process. To date, 

know ledge of the start-up  process has been derived  from  and is lim ited to 

the experiences of those w ho actually start en trepreneurial ventures. This 

study  a ttem pted  to overcom e this deficiency by identifying the principal 

reasons w hy approxim ately 102 indiv iduals d id  not launch one or m ore 

ventures w hich they seriously investigated.

In o rder to achieve the above objective, the s tudy  evaluated  and 

identified both  differences and sim ilarities betw een indiv iduals identified 

as "nonstarts" versus practicing entrepreneurs. C om parisons w ere m ade 

a lo n g  th ree  d im en sio n s: p e rso n a l fac to rs ; v e n tu re  fac to rs; and
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environm ental factors. Sim ilarities and  differences w ere also identified 

and evaluated am ong the nonstart g roup itself in term s of how , w hen, 

where, and  w ith w hom  they have considered pursu ing  an  entrepreneurial 

career. Each nonstarter was asked to rank the reasons (from a total of 

tw elve choices), w hich w ere m ost instrum ental in  causing h im /h e r  to 

decide  n o t to lau n ch  a v en tu re . O ver 54% checked  "financial 

considerations dealing w ith the start-up," and nearly 18% checked that the 

"idea or concept for the venture was not as good as originally thought," 

accounting for nearly three-quarters of the respondents. Secondary reasons 

show ed family considera tions/p ressu res (32%) the highest, followed by 

"financial considerations" (15%) and "lack of p roper or relevant industry  

experience (11%).

A study by Dean (1983) developed, tested, and evaluated  a generic 

m ethod for use in the m anagem ent of innovative start-ups. The major 

tasks accom plished in  each start-up, including organizational, legal and 

accoun ting , financial, R&D, m arket research , m an u fac tu r in g , and  

m arketing were identified. For each major task, the significant activities, 

precedence relations, decisions nodes, alternative choices of action, and 

feedback loops were identified.

C om puter outputs were obtained of such param eters as the critical 

path, the criticality of each start-up task and the probability distribution of 

the time to each end- state.

O rg an iza tio n a l m anagers are concerned  w ith  the  successfu l 

com pletion of the innovative start-up process. As innovation  is a risky 

(Probabilistic) process, there is a need for probabilistic and conditional
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branch ing  considera tions, inc lud ing  repe titive  perform ance of som e 

activ ities un til success is achieved. A ccordingly, there  is significant 

variability in the com pletion times of major tasks in  an  innovative start­

up , and  in  the correspond ing  tim e to reach a b reak-even  cash flow 

situation. Critical activities that affect both the success and the duration of 

an  innovative start-up  are highlighted. The ou tpu ts from  an analysis of 

an  innovative s tart-up  can assist m anagem ent in p lann ing  and decision 

m aking.

Churchill (1983) took the five stages of small business developm ent - 

Existence, Survival, Success, Take-off, and Resource M ature - and extended 

them  back in  time to encom pass the pre-start-up phases of entrepreneurial 

developm ent - the three phases of Seriously Consider Doing It, Planning 

For It, and Doing It. The eleven characteristics of successful entrepreneurs 

w ere  th en  exam ined  an d  re la ted  to each  of the fo u r stages of 

entrepreneurial developm ent. The stages are described as follows:

Stage 1 - E x istence. The critical problem s of the business are enough

custom ers, de livery  of p ro d u c ts  or services in  enough  

volum e, and expansion from  one key custom er to a broad 

base.

Stage 2 -  S u rv iv a l. The business has become viable; the key problem

shifts from merely existing to existing profitably.
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Stage 3 -  Success. The com pany is m aking economic returns on labor 

and  capital. The key p ro b lem  is to e ith e r exp lo it the 

com pany's success and  expand or stay a stable and profitable 

(but smaller) enterprise.

Stage 4 -  T ak e -O ff. This is the m ost challenging stage w ith  the m ost 

excitem ent and the m ost problem s. The four critical problem s 

are  d e leg a tio n , cash , d e ce n tra liz e d  o rg an iza tio n , and  

resources.

Stage 5 - R esource M ature. The com pany has finally arrived at a "big 

com pany" stage w ith  considerable financial, hum an, and  

m arket resources available to it. The key problem s are to 

conso lida te  and  con tro l the  success an d  n o t lose the 

entrepreneurial spirit that b rought the com pany to w here it is 

- prevent it from entering the next stage - O ssification.

C hurchill listed  eleven characteristics of successful en trepreneurs 

and they are as follows:

1. Good health, personal energy, and drive

2. N eed for (and belief in) internal direction and control

3. Self-confidence

4. N ever ending sense of urgency

5. C om prehensive aw areness

6. R ealism
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7. Superior conceptual ability

8. Low need for status

9. Objective approach to interpersonal relationships

10. Sufficient em otional stability

11. M oderate propensity for risk taking (p. 50).

Examining the characteristics of en trepreneurial success against the 

decisions required in  different phases of a business's existence - starting the 

enterprise; m anaging it du ring  its critical, form ative periods; m aintaining 

it during  its successful years; and then taking it on an expansion program  -  

can help understand  the developm ent and demise of small businesses and  

the entrepreneurial function (p. 51).

A num ber of different concepts and models have been developed to 

exp lain  the process th ro u g h  w hich en trep reneurs identify  and  becom e 

com m itted  to  new  v en tu re  o p p o rtu n itie s . The in fo rm atio n  search , 

decision m aking and  com m itm ent aspects of opportun ity  identification 

have not as yet been subjected to systematic research m ethodology. Long & 

M cM ullan (1984) d id  a paper in an attem pt to use interview s and  survey 

research  m ethods to s tu d y  som e basic p a ram eters  invo lved  in  the 

intellectual processes of structuring a realizable new venture opportunity .

Long & M cM ullan stated that two fundam entally  different types of 

m odels have been p u t forw ard to explain how people become com m itted 

to new  ven ture  opportunities. One type has a ttem pted  to reproduce the 

thinking patterns of successful entrepreneurs w hereas the other has been 

used to identify those surrounding  circum stances d istinguishing venture
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in itiators from  m ere dream ers. The first type of m odel bu ild ing  is a 

subjectivist perspective and the latter type, an objectivist perspective. It 

was the purpose of the Long & M cM ullan study to review  the relative 

values of each perspective, then  to present an in tegrative m odel of the 

opportunity  identification process.

Long & M cM ullan's idea assumes that opportunity  identification is 

a process, w hich is at least in  part, (a) under the personal control of the 

aspiring en trep reneur, and w hich often becomes a realizable possibility 

only after (b) substan tia l p reparato ry  w ork, thereby personaliz ing  the 

opportunity  and rendering it generally inaccessible to m ost other people.

Long & M cM ullan's model of the opportunity  identification process 

p resen ts  o p p o rtu n ity  identification  as a creative s tru c tu rin g  process 

involving four distinctive stages from  beginning to  end: (1) pre-vision, 

(2) point of vision, (3) opportunity  elaboration, and (4) decision to proceed. 

The m odel offers p rom ise  for find ing  the p a ra lle ls  b e tw een  the 

opportun ity  identification experiences of creative people, in  general, and 

those of entrepreneurs, in particular.

G artner (1984) d id  a study that expanded on research w hich found 

that no one "typical" business start-up pattern  existed. Instead, commonly 

occurring start-up  patterns labeled "entrepreneurial archetypes" em erged. 

This study  explored problem s and skill acquisition during  business start­

up. Financial m anagem ent and  m ark e tin g /se llin g  w ere iden tified  by 

entrepreneurs as presenting the most difficult problems. Less than  50% of 

e n tre p re n e u rs  c laim ed  to h ave  the req u is ite  sk ills  fo r s ta r t-u p . 

Entrepreneurs relied to a great extent on learning skills. U pon analysis,
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problem  identification and skill acquisition conform ed to expectations for 

the archetypes. Few exam ples of en trep ren eu rs  are hom ogeneous, 

according to Gartner. M uch can be learned from  studying variation am ong 

en trepreneurs.

Greenberger & Sexton (1987) com pleted a paper about the results of 

tw o studies designed to dem onstrate the role of personal control as a 

p red isposing  variable and  a p rec ip ita ting  even t in  the new  ven tu re  

initiation decision. In the first study  of 200 students, they found tha t the 

am o u n t o f personal control the re sp o n d en ts  d e sired  w as strong ly  

associated w ith the participation of new venture initiation. In the second 

study  of 56 en trepreneurs and 51 m anagers, the researchers found that 

pe rso n al control possessed  by these resp o n d en ts  w as fo und  to be 

significantly higher for en trepreneurs than  for m anagers. These results 

w ere found despite the statistical rem oval of the variance associated w ith 

locus of control.

Hoy & Carland (1983) described a replication of an earlier attem pt to 

d ifferentia te  en trep reneurs from  sm all business ow ners. The sam ple 

consisted of 73 new venture founders. The partitioning process developed 

in the original study of successful small firms was found applicable to new 

venture strategies. An attem pt to differentiate owners based on personality 

characteristics as m easured by the Myers-Briggs Type Indicator (MBTI) did 

not support the conclusions of the first investigation.

The original investigation (Carland, 1982) developed a set of criteria 

for identifying entrepreneurial ventures from  am ong a sam ple of sm all 

firms. Com parisons of ow ner characteristics w ere then m ade betw een the
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two sets of enterprises. In a follow-up, only ven tures in the process of 

form ation w ere selected for examination. As a result of the findings of the 

first study, few er ow ner traits w ere m easured in the replication.

The o rig in a l s tu d y  consisted  of 77 usable responses. C arland  

classified the 77 firm s in to  en trepreneurial and  sm all business groups. 

Three criteria w ere identified for selecting entrepreneurial ventures:

1. Developm ent and pu rsu it of an innovative strategic posture;

2. C reation  or recognition of a new  m arket and  entry  in to  tha t 
m arket;

3. Recognition of and capitalization on an un tapped  m arket niche.

C om paring  the ow ners of the tw o sets of en terp rises , C arland  

observed no  significant differences regard ing  the needs for achievem ent, 

social status, or power. The entrepreneurial venture ow ners w ere found to 

have a h igher preference for innovative behavior than  the o ther group. 

E n trep reneu ria l m anagers w ere classified, accord ing  to the MBTI, as 

in tu itive-th ink ing-percep tive  types, w hile sm all business ow ners w ere 

more likely to  be sensing-feeling-judging-types. The 1983 study utilized 73 

usable responses.

The questions w ere refined and m odified  from  C arland 's original 

questionnaire. The only personality  instrum ent reta ined  from  the prior 

survey w as the short version of the MBTI. This instrum ent was chosen to 

determ ine  if the h ighly  significant differences found  betw een  sm all 

business ow ners and entrepreneurs could be replicated in a study of new 

ventures. The criteria allow ed a panel of judges to partition  a data set by

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

58

venture  and  to establish a w orkable d istinction betw een entrepreneurial 

ventures and  small business ventures.

There w ere relatively few entrepreneurs in  the sm all business area. 

The judges classified only 16 of the 73 responding new venture ow ners as 

en trep ren eu rs . E n trepreneurs w ere m ore in tu itive  in the ir in form ation  

gathering  preferences, and small business ow ners were m ore sensing, or 

detail oriented. Entrepreneurs w ere m ore th inking, or task orien ted , in 

their inform ation processing behavior, w hile the sm all business ow ners 

w ere  s ig n ifican tly  m ore feeling , or p eop le  o rien ted . F inally , the 

e n trep ren eu rs  w ere m ore percep tive  and  ad ap tiv e , w hile  the sm all 

busin ess  o w ners had  preferences for the  ju d g in g  d im ension , w h ich  

incorporates logical and m ethodical approaches to decision making.

James W. & JoAnn C. C arland  (1992), d raw ing  o n  the w ork  of 

lead ing  researchers in en trepreneurial p lanning, characteristics, behavior 

and  distinctions, and borrow ing heavily  from  the lite ra tu re  of cognitive 

psychology, developed a short, objective instrum ent w hich  will yield an  

index of entrepreneurship. The instrum ent does not separate respondents 

into en trepreneurs and non-entrepreneurs; rather, it p rovides an index of 

the streng th  of the relative en trep reneuria l preferences of respondents. 

The index was adm inistered to 225 small business ow ners, w ith  209 usable 

responses. The en trepreneursh ip  index has been em pirically validated . 

The index has perform ed sufficiently in  this em pirical exam ination  to 

m erit serious consideration  as a scale w ith  the po ten tia l to iden tify  

e n trep ren eu ria l tendencies. F urther, the tests clearly  ind icate  th a t 

differences in  the strength  of entrepreneurial preferences d id  exist in the
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sample respondents. This finding supports the hypothesis of a continuum . 

Further research is required to validate these results.

Dr. Ronald R onstadt (1983) identified  som e key variables in  e 

decision process of 102 people who seriously considered, bu t d id  not start, a 

new  venture nor an entrepreneurial career. The study provided  insights 

about start-up  m otivations, barriers, and  other factors influencing the 

ven ture/career start-up process.

A large num ber of Babson alum ni w ho were identified as w orking 

for someone else w ere contacted by mail. This initial m ailing identified 

those indiv iduals w ho had  considered an  en trep reneu ria l ven tu re  b u t 

never started one. A second ailing contained a five page questionnaire and 

resulted in 102 usable responses. All the responses were com pared against 

208 practicing Babson entrepreneurs w ho had  g radua ted  from  the same 

academic program s over the same time periods. The study identified and 

evaluated both differences and similarities betw een indiv iduals identified 

as non-starts versus practicing entrepreneurs.

Conclusion

It is im perative to understand , for the continued  success of the 

H um an  Resource D evelopm ent (HRD) consu lting  agency, how  the 

entrepreneurial role should be played by today's HRD consultants. HRD 

consu ltan ts m ust en trep ren eu ria lly  function  as p rob lem -so ivers and  

proactive m anagers of their agencies. They should serve a dual role as 

profit cen ter/resource  m aintenance center and be proactive risk takers. 

Their m ission /goal is to seek, fulfill, and  create opportun ities to better
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serve their custom ers. Strategies and plans m ust be long term  rather than 

short term.

Shifting the HRD function to an entrepreneurial one is not an easy 

task. It will take a great deal of time, energy, effort, and m oney to create a 

tru ly  effective en trepreneurial role. A thorough  com prehension of the 

backgrounds of HRD and entrepreneurship will prom ote this endeavor.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

CHAPTER 3 

METHODOLOGY

This section describes the m ethods and procedures to be used in this 

study. The purpose of the study is to provide an analysis of the start-up 

strategies and characteristics of external consultants in  H um an Resource 

D evelopm ent (HRD) in  com parison to  those of en trep reneurs in  other 

businesses. The intent is to illustrate any variances betw een the two sets of 

strategies. The procedures to be follow ed are p resented  in this section. 

Em phasis is p laced  on  p rov id ing  a descrip tion  of the popu la tion  and 

sam ple, the study design, the data-gathering instrum ent, and the m ethods 

of analysis w hich will be utilized to respond to the form ulated  research 

questions.

The Population and Sample

The target population  of external consultants for H um an  Resource 

D evelopm ent (HRD) will be selected for participation in this study. The 

target population  includes all the m em bers of a real or hypothetical set of 

people, events, or objects to which one w ishes to generalize the results of 

the research (Borg, 1989, p. 216).

This is an  era w hen competence and developm ent are sure to make 

a major difference for organizations and individuals, bo th  nationally and 

globally. The A m erican Society For Training A nd D evelopm ent (ASTD) 

prov ides pub lications, inc lud ing  the M odels for HRD Practice, th a t 

contribute the m ost com prehensive m eans available to HRD professionals
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seeking guidelines. These resources serve as handbooks, guides, and tools 

for all those involved in  tra in ing  and  developm ent of the w orkforce. 

Novice and  experienced practitioners alike will use this assistance to 

increase their understand ing  of the field and enhance their perform ance. 

H u m an  R esource m anagers  w ill use these  a ids to d ev e lo p  the ir 

organizations and to design and  staff jobs. Line m anagers w ill find the 

resources to be an invaluable tool as they take on m ore responsibility for 

training and developm ent (McLagan, 1989, p. 1).

The 1993 ASTD Buyer's G uide and C onsultant D irectory is one of 

these inform ational sources and provides hundreds of train ing  resources 

to m eet the needs of HRD professionals. It is an excellent source of 

consulting  agencies. The 1993 ASTD Buyer's G uide and  C o n su ltan t 

D irectory lists 674 com panies and  consultants involved w ith  the HRD 

profession. This is an  experim entally accessible population. By definition, 

a p o p u la tio n  inc ludes all m em bers of a sp ec ified  g ro u p . The 

d istingu ish ing  characteristic of a popu la tion  is th a t all w ho m eet the 

definition for m em bership are included (Hinkle, 1988, p. 17).

The 674 agencies that m eet the criteria listed above are listed in 38 

states and the District of Columbia. The states and the num ber of agencies 

in  each state are listed in Table 3.1.
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Table 3.1 - States and HRD C onsulting Agencies

A labam a 2 M innesota 16
A rizona 8 M ississippi 1
California 83 M issouri 14
Colorado 14 New H am pshire 3
C onnecticut 30 New Jersey 60
Delaware 2 N sw  York £0

KJ*—

District of Columbia 8 N orth  Carolina 9
Florida 23 O hio 28
Georgia 24 O regon 7
Hawaii 2 Pennsylvania 31
Illinois 48 Rhode Island 2
Indiana 3 South Carolina 1
Iowa 3 Tennessee 4
Kansas 3 Texas 39
Kentucky 3 U tah 5
Louisiana 2 V erm o n t 1
M aine 1 V irginia 35
M aryland 23 W ash ing ton 10
M assachusetts 35 W isconsin 9
M ichigan 20

The N eb rask a  E v a lu a tio n  an d  R esearch  (N EA R) C en te r 

recom m ended that a table of random  num bers be utilized to select the 400 

consulting agencies to w hom  the packets w ere m ailed for purposes of 

obtaining a m inim um  sam ple of 200 respondents.

The Design

The research design employed is survey research. A m ain feature of 

survey research is the gathering of data or inform ation from  a sam ple or 

specific population , usually  by questionnaire, in terview , or telephone 

survey. The advantages of this data collection procedure are the low cost

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

64

and relative ease w ith  which data can be collected (Adams & Schaneveldt, 

1985).

S urvey research  is typically  used  to determ ine  the op in ions, 

attitudes, preferences, and perceptions of persons in w hom  the researcher 

is in terested . Q uestionnaires and  interview s are tw o com m only used 

forms of surveys (Borg & Gall, 1979). After considering the survey options, 

a w ritten  questionnaire was considered to be the m ost cost effective and 

efficient w ay to gather data for this study. A ppendix B (see Exhibit 1) was 

sent to the U niversity  of N ebraska Institu tional Review Board for the 

protection of hum an subjects on June 2, 1993. A uthorization to begin the 

research was received on June 21, 1993 (See Exhibit 2).

Packets con tain ing  the research  in s tru m en t w ere  sent to the 

P residents/C E O s of the 400 random ly selected HRD consulting agencies 

listed  in  the 1993 ASTD Buyer's G uide and  C onsultan t Directory. The 

packets contained  the follow ing item s: a cover le tter (see Exhibit 3) 

describing the in ten t of the study and requesting the P residents/C E O s to 

partic ipa te  in  the study; the C arland  E n trepreneursh ip  Index (survey 

in strum ent - see Exhibit 4); the start-up  strategies questionnaire (survey 

in s tru m en t - see Exhibit 5); request for dem ographic inform ation (see 

Exhibit 6); and a self- addressed stam ped envelope to be used to re turn  the 

com pleted research requirem ents.

The questionnaires were coded to check for non-response and to 

send requesting participants a copy of the findings. Fourteen days after the 

first mailing, a second mailing to those participants w ho had not responded 

w as conducted. The second mailing consisted of a packet w ith a rem inder
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postcard  and copies of the questionnaires. Thirty days after the initial 

mailing, a second rem inder postcard was mailed. Fifteen days later, those 

w ho d id  no t responded w ere considered to be non-respondents and  no 

further attem pt was m ade to solicit their response.

In stru m en ta tio n

The research  questio n s  p ro p o sed  for th is s tu d y  req u ire  the 

assessm ent of the strength  of the relative en trepreneurial preferences of 

respondents and start-up  strategies used by the respondents. In addition, 

dem ograph ic  variab les such  as annual sales, num ber of em ployees, 

business form, role of respondent in start-up, degree, age of the business, 

age w hen business started, education of respondents, ow nership objective, 

and technical background will be assessed. Instrum ent selection w as based 

on the in tended purpose of the research study, ease of adm inistration, and 

am ount of tim e necessary to com plete the instrum ent.

The C arland E ntrepreneursh ip  Index

Purpose of Instrum ent

D raw ing  on the w ork of leading  researchers in en trep ren eu ria l 

planning, characteristics, behavior and distinctions, and borrow ing heavily 

from the literature of cognitive psychology, Drs. James and JoAnn C arland 

of W estern  C aro lina U n iversity  have d eveloped  a sh o rt, objective 

in s tru m e n t w hich  w ill y ie ld  an  index  of e n tre p re n e u rsh ip . The 

instrum en t does not separate  respondents into en trepreneurs and no n ­

entrepreneurs; rather, it provides an index of the strength  of the relative

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

66

entrepreneurial preferences of respondents. The index was adm inistered 

to tw o hundred  and twenty-five sm all business owners, w ith  tw o hundred  

an d  nine usab le  responses. The en trep ren eu ria l index  has been 

em pirically validated  by utilizing a factor analysis of the 209 responses to 

the index. The authors em ployed the four theoretical constructs em bodied 

in  the developm ent of the instrum ent (personality, innovation, risk taking 

propensity, strategic posture) as the limiting factors for the analysis.

The Instrum ent

Evaluation of the great m ass of en trepreneurial literatu re  led the 

authors to conclude tha t en trepreneursh ip  is prim arily a function of four 

elem ents: personality , innovation, risk-taking propensity , and  strategic 

posture. Consequently, the authors devised statem ents in pairs in  a forced 

choice form at w hich w ould  reveal an individual's proclivity  for each of 

those four constructs. The resu lt is the C arland E ntrepreneurship  Index. 

The index  w as designed  to iden tify  the s tren g th  of an ind iv id u a l's  

en trepreneurial drive. The orig inal instrum ent consisted of 40 pairs of 

statem ents in a forced choice format. The instrum ent required less that ten 

m inutes to com plete, could be scored by un tra ined  adm inistra tors, and 

resu lted  in a score w hich represents the strength  of the en trepreneurial 

drive p resent in  the respondent. The current instrum ent has 33 sets of 

statem ents as seven questions from  the orig inal in strum en t failed to 

produce a loaded w eight of a t least .3 on any of the four factors. These 

questions were elim inated from the instrum ent.
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The Carland Sam ple

Two h u n d red  and tw enty five surveys w ere d istribu ted  using a 

conven ience  sam p lin g  tech n iq u e . G rad u a te  s tu d e n ts  from  the 

S outheastern  U nited  States w ere asked to have sm all business ow ners 

complete the surveys. Of the two hundred and tw enty five initial surveys, 

tw o hundred  and nine were usable. The final sam ple of firm s were all 

individually  ow ned and  operated small businesses according to the Small 

Business A dm inistration definition. All of the respondents w ere owners, 

partners, or major share holders and principal m anagers of the businesses.

R ationale for Instrum ent Selection

C arland (1992) determ ined that if the entrepreneurial index can be 

estab lished  as an  acceptable instrum ent, it can p ro v id e  researchers, 

educators and  m anagem ent assistance w ith  a valuable tool. G iven that 

there are differences am ong ow ners of small businesses, com parability of 

research results is ham pered by sample bias. The index could provide a 

tool to am eliorate that problem.

C arland  fu rther determ ined that know ledge about the drives in  a 

research sam ple could be valuable in preventing em pirical results from 

being m isin terpreted  due to lack of understanding  of the m otivations of 

the subjects. Fostering HRD consulting agency en trep reneursh ip  w ould 

becom e a m ore obtainable goal given a chance to assess the relative 

e n tre p re n e u r ia l  d r iv e  of in d iv id u a ls . A n u n d e rs ta n d in g  of 

entrepreneurial propensity w ould lead to more constructive approaches to 

sharing research results and building on the findings of other studies.
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Lastly, Carland stated the index perform ed satisfactorily on every test 

of valid ity , consistency and reliability to w hich it was subjected. The 

sam ple  of responden ts  w as a convenience sam ple; how ever, it was 

sufficiently large as to elim inate m ost criticisms since the central lim it 

theo rem  ho lds th a t la rger sam ples app roach  rep re sen ta tio n  of the 

p o p u la tio n  m ean. The index perform ed sufficiently in  this em pirical 

exam ination to m erit serious consideration as a scale w ith  the potential to 

identify en trepreneurial tendencies and characteristics. The index could 

adhere  to the en trep ren eu ria l tendencies and  characteristics of HRD 

consultants. Perm ission was received from Drs. James & JoAnn C arland to 

use the C arland Entrepreneurship  Index and dem ographic questions on 

May 24,1993 (see Exhibit 7).

R onstadt Instrum ent #2b For Practicing Entrepreneurs

Dr. Ronald Ronstadt completed research regarding the decision not 

to become an entrepreneur, Babson College, 1983. He identified some key 

variables in  the decision process of 102 people w ho considered seriously 

b u t d id  no t s tart a new  ven ture  nor, consequently , an en trep reneuria l 

career. It provides insights about start-up m otivations, barriers, and other 

factors influencing the ven ture/career start-up process.
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In s tru m en t

S tart-up  activities as ind icated  in Instrum ent #2b For Practicing 

E ntrepreneurs were developed by Dr. Robert R onstadt in his study  "The 

Decision N ot To Become An Entrepreneur." A large num ber of Babson 

alum ni w ho w ere identified as w orking for someone else were contacted 

by m ail. This in itia l m ailing  iden tified  those in d iv id u a ls  w ho  h ad  

considered an en trepreneurial ven ture  bu t never started  one. A second 

m ailing contained a five page questionnaire and  resu lted  in 102 usable 

responses. All the responses were com pared against 208 practicing Babson 

entrepreneurs w ho had graduated from the same academic program s over 

the same time periods.

Instrum ent #2b For Practicing Entrepreneurs was used for these 208 

practicing Babson entrepreneurs. The study identified and evaluated both 

differences and  sim ilarities betw een ind iv iduals identified  as non-starts 

versus practicing entrepreneurs. Perm ission was given by Dr. R onstadt to 

use his data regarding start up  strategies on June 9,1993 (see Exhibit 8).

Pilot Study

A prelim inary trial of research m easures and techniques is essential 

to the developm ent of a sound research plan. W henever possible this 

prelim inary trial should be enlarged into a pilot study. In a pilot study  the 

research procedure is carried out, including analysis of the data collected, 

following closely the procedures p lanned for the m ain study. Pilot studies 

are carried  ou t w ith  few er subjects than  w ill be em ployed in  the m ain
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study. The p ilo t study  prov ides add itional know ledge th a t leads to 

im proved results (Borg, 1989).

A pilot test was conducted on September 9-10, 1993 using a sample of 

ten  in d iv id u a ls  from  a p o p u la tio n  in  L inco ln , N eb rask a  w ith  

characteristics sim ilar to those of the research subjects. The choices 

form atted on the pilot study w ere the same items listed in Instrum ent #2b 

For Practicing Entrepreneurs as identified by Robert Ronstadt as being steps 

taken w hen starting an entrepreneurial venture. There were tw elve items 

and they are listed as follows: (see Exhibit 9)

1. W rote a business plan.

2. Spoke w ith  a banker, venture capitalist, or other financial source.

3. Looked at specific sites.

4. C onsulted w ith  an attorney.

5. Actively gathered inform ation on the m arket a n d /o r  industry.

6. Calculated m argins and breakevens.

7. Developed projected cash flows.

8. Looked in to  developing a prototype; (e.g., m et w ith  engineers, 

contractors, etc.)

9. Actually developed a prototype.

10. Identified some actual customers.

11. Actually presold some customers.

12. O ther (please specify)
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Pilot Study Subjects

The research subjects w ere H um an Resource D evelopm ent (HRD) 

consu ltan ts, educators in  HRD, and H um an Resource M anagers. The 

pretest form  of the start-up strategies questionnaire provided space for the 

responden ts  to m ake com m ents about the questionnaire itself so they 

could  ind ica te  w h e th er som e questions seem ed am biguous to them , 

w h e th er p rov isions w ere m ade for certain  responses th a t w ere not 

in c lu d ed  in  the  questionnaire , and  o ther po in ts th a t could  lead  to 

im prov ing  the instrum ent. The p ilo t instrum ents w ere h an d  carried to 

the ten  respondents and collected tw o days later. The com pleted pretests 

w ere read  concerning the subjects com m ents regarding the questionnaire 

and  possible im provem ents. Responses were checked item by item. There 

w ere no  blank items.

A n analysis of the p ilo t resu lts ind icated  a favorable response 

concern ing  w h e th er the m ethods to be used  for sum m ariz ing  and  

q u an tify in g  the  d a ta  w o u ld  w ork  satisfacto rily . The resp o n d en ts  

recom m ended that o ther steps be added. As a resu lt of the analysis, four 

additional items w ere added. They are as follows:

Knew how  to w rite a business plan.

O btained financial backing.

U sed an attorney through the entire start-up process.

Developed a client base.

As a resu lt of the inpu t from those research subjects that took the 

p ilo t test, the num ber of item s w as changed from  tw elve to fifteen. 

Item  11, "A ctually p reso ld  som e custom ers" on in s tru m en t #2b w as
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replaced by item  13 on the survey instrum ent, "identified some actual 

customers" as the pilot test research subjects indicated a preference for that 

item as being more applicable to HRD consultants.

Data Analysis

The dem ographics pertaining to the respondents was analyzed. A 

dem ographic profile (frequencies and percentages of the variables) of the 

p residents/C E O s of the consulting agencies was developed and com pared 

to the characteristics of entrepreneurs from the literature to establish any 

significant differences.

The C arland  E n trep reneursh ip  Index, to  be com pleted by each 

respondent, was scored and analyses (frequencies and percentages) of the 

q u estions w as com pleted  and  co m p ared  to the  charac te ris tics  of 

entrepreneurs identified by Carland.

A nalyses of the en trep ren eu ria l s ta r t-u p  s tra teg ies  reg ard in g  

frequencies and  percentages w as com piled and  com pared  to resu lts 

established by Ronstadt. Chi square analysis w as used to determ ine if 

significant differences exist betw een the dem ographics and the start-up  

strategies of the presidents/CEO s. The .05 level of significance prevailed.
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CHAPTER 4 

DATA ANALYSIS

Introduction

The purpose of this chapter is to report the results and  statistical 

analyses of the findings of this study. The chapter is organized into three 

sections:

1 - D em ographics of HRD entrepreneurs and  com parison  to the

C arland dem ographics.

2 - A nalysis  of the  en tre p re n eu ria l charac te ris tic s  of HRD 

entrepreneurs and com parison to the Carland Index data.

3 - Analysis of the s tart-up  strategies of HRD en trep reneurs and

com parison to  en trepreneurial start-up  strategies developed by 

R onstadt.

The problem  addressed  in this study  is that the characteristics and 

start-up  strategies of H um an  Resource D evelopm ent (HRD) consultants 

are unknow n com pared to those of entrepreneurs in other businesses.

The target population  of external consultants for H um an  Resource 

D evelopm ent (HRD) w as selected for participation in this study.

The 1993 B uyer's  G u ide  a n d  C o n su ltan t D irec to ry  is an  

inform ational source and  lists 674 com panies and consultants serving the 

HRD profession. The sam ple of 400, chosen by random  num bers from the 

population of 674, was utilized to generalize the results of the research.
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O n N ovem ber 23, 1993, packages in c lu d in g  a cover le tte r, 

questionnaires and requests for dem ographic inform ation were m ailed to 

the C EO s/Presidents of the 400 random ly selected HRD consulting agencies 

listed in the 1993 Am erican Society for Training and Developm ent Buyer's 

G uide and Consultant Directory. Two weeks later a follow-up postcard was 

m ailed  to each of those w ho had  not responded . A cut-off date of 

December 21,1993 was set.

O n December 21, 1993, 204 out of 400 or 51% of the questionnaires 

and dem ographic inform ation had been received. Seven questionnaires 

and  dem ographic inform ation were received after the 51% com pilation. 

F ifteen su rveys w ere re tu rn ed  incom plete d u e  to factors inc lud ing  

"addressee unknow n" and  "moved w ith no forw arding address." N othing 

w as done to  test early  versus late responses nor any follow -up of non­

respondents as the response rate was adequate.

D em ographics of HRD Entrepreneurs 

In this section the dem ographics pertaining to the respondents were 

be analyzed. D em ographics are concerned w ith  the characteristics of 

hum an  populations, such as size, grow th, density, d istribution, and  vital 

s tatistics. D em ographic factors consistently  used by en trep ren eu rsh ip  

researchers are annual sales, num ber of employees, business form , role of 

responden t in  start-up , degree, age of the business, age w hen  business 

s ta rted , educa tion  of responden ts , ow nership  objective and  technical 

background.
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C arland (1992) included in his survey a request for the ow ner to 

indicate w hether the prim ary purpose  for establishing the business was 

profit and grow th  or to provide for fam ily income. As in  the C arland 

research, this study  is intended to represent ow ners w ho have dram atically 

different objectives for their businesses.

O ne p ro b lem  ad d re ssed  by th is resea rch  w as to develop  a 

dem ographic profile of the President/C EO s of the consulting agencies. The 

dem ographic profile is com prised of the variables previously described in 

this chapter. The dem ographic analysis of the respondents was contrasted 

to the dem ographic characteristics of en trepreneurs from  G arland's study. 

Dem ographic analyses is described by the frequency and percentage of each 

variable.

TABLE 4.1 - Amount of Annual Sales

Present Research Carland'i
Amount of Annual Sales Frequency Percent Percent

$100,000 or less 47 23.0 41.0
$100,000 to 250T 38 18.6 18.0
$250,000 to 500T 44 21.6 18.0
$500,000 to 1M 34 16.7 9.0
$1,000,000 to 5M 29 14.2 12.0
$5,000,000+ 6 2.9 2.0
Missing cases 6 2.9

Total 204 100.0 100.0

Table 4.1 identifies the frequency d istribution of the respondents by 

the organization 's sales. The sam ple consists of 198 respondents as there 

w ere six m issing cases. The largest frequency of 47 is in the $100,000 or less 

category w ith  a percentage of 23.0. H ow ever, all frequencies in the top five
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categories were close, ranging from 23.0% to 14.2%. This indicates the lack 

of a dom inant sales category and breadth  in the size of HRD organizations 

based on sales volume. The current study was m ore evenly distributed on 

the variable of sales than C arland 's 1992 study. In C arland 's study , the 

"$100,000 or less" category had 41% of respondents. In C arland's study, the 

percentages for the rem aining five categories were 18, 18, 9, 12, and 2.

TABLE 4.2 - N um ber of Employees

Present Research Carland':
iber of em ployees Frequency Percent Percent
10 or less 165 80.9 85.0
11-25 26 12.7 8.0
26-50 4 20 5.0
51 or more 7 3.4 20
Missing cases

Total
2 1.0

204 100.0 100.0

The frequency data  for the variable of num ber of em ployees 

indicates an overw helm ing percentage of 80.9 in the 10 or less category. 

C arland's (1992) study found that 85% of the respondents w ere in the 10 or 

less category, therefore curren t research is consistent w ith  the C arland 

study. The next highest frequency w as 26 in the 11-25 category and  there 

w ere major declines in the rem aining tw o categories w ith  a com bined 

percentage of 5.4. This result is also consistent w ith  the C arland study as 

the results for the 26-50 and the 51 or m ore categories were 7%. There were
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two missing cases. In com parison to Table 4.1, it appears that small sized 

organizations produce varied am ounts of sales.

TABLE 4.3 - Business Form

Business Form
Present

Frequency
Research
Percent

Carland':
Percent

P roprietorship 67 32.8 51.0

P artnersh ip 15 7.4 13.0

C orporation 116 56.9 36.0

O ther 4 2.0

Missing cases 2 1.0

Total 204 100.0 100.0

Table 4.3 displays the frequency data for the business forms of HRD 

organizations. It is interesting to note that the corporation category had the 

highest frequency (116) w ith  a 56.9%. The proprietorship  category has the 

second h ighest percentage w hich is 32.8%. This data is in  contrast to 

Carland's 1992 study  which listed proprietorships as the dom inant category 

w ith  51%. Based on  this data, the cu rren t s tu d y  invo lv ing  H um an  

Resource D evelopm ent (HRD) consultants indicates a preference for the 

corporate form of business form as opposed to the sam ple of small business 

ow ners in  the Carland study.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

78

TABLE 4.4 - Role of Start-up R espondent

Role of Start-up 
R espondent

P resent
Frequency

Research
Percent

C arland 's
Percent

Established business 172 84.3 75.0

Purchased business 13 6.4 21.0

Inherited  business 2 1.0 4.0

O ther 16 7.8

M issing cases 1 .5

Total 204 100.0 100.0

The frequency data illu stra ted  in table 4.4 clearly show s tha t the 

la rgest num b er of P res id en ts/C E O s estab lished  their ow n businesses 

(84.3%). C arland 's s tudy  (1992) found  th a t 75% of the sm all business 

re sp o n d en ts  estab lished  the ir ow n businesses. All o th e r categories, 

pu rchased  business, inherited  business, and  o ther has a total of 15.7% 

com pared to a 25% total for the rem aining categories in the C arland study. 

One item  of interest is that the category of "other" was the second highest 

in  percentage w ith  7.8 indicating the existence of othert start-up  strategies 

than the traditional models.
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TABLE 4.5 - Educational Degree of Entrepreneur

Educational Degree Present Research C arland 's
of Entrepreneur Frequency Percent Percent

Associate 8 3.9 n /a
U ndergraduate 45 22.1 n /a
M asters 80 39.2 n /a
Ph.D or Ed.D 69 33.8 n /a
Missing cases 2 1 n ~1 1 /  Cl

Total 204 100.0

Table 4.5 provides a breakdow n of the frequency data for degrees. 

Tw o levels of education  clearly dom inated  the o ther categories as the 

num ber of responden ts w ith  M asters and P h .D ./E d .D .s have com bined 

percentages of 73%. It is interesting that there w ere 45 respondents w ith  an 

undergraduate  degree and eight w ith  an associate degree. C arland did  not 

use "Degree" as part of the demographics.

TABLE 4.6 - Education of R espondents

C urren t Research C arland 's
:ation of respondents Frequency Percent Percent

12 years or less 1 .5 37.0

12-15 years 21 10.3 27.0

16 years 27 13.2 23.0

More than 16 years 150 73.5 13.0

Missing cases

Total

5 2.5

204 100.0 100.0
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The largest category, in frequency (150) and percentage (73.5), is in 

the "more than 16 years" category in  table 4.6, education of respondents. 

This is a m arked contrast to the C arland study  in which 13% of the small 

business respondents w ere in the "more than  16 years" category. This 

cou ld  m ean tha t the educational level of P res id en ts/C E O s of HRD 

consulting agencies is overall m uch higher than  those of sm all business 

ow ner respondents. It is also interesting to note that the percentage in the 

"12 years or less" category in the current study is .5 as opposed to 37% in the 

C arland  research. Data com piled in  table 4.6 som ew hat supports  the 

frequency data in table 4.5. The num ber of respondents w ith  m ore than 16 

years of education  com plem ents the categories in table 4.5 indicating  

advanced degrees.

TABLE 4.7 - Age of the Business

of the business
Present

Frequency
Research
Percent

C arland1:
Percent

10 years or more 99 48.5 37.0

5-10 years 53 26.0 34.0

1-4 years 46 22.5 24.0

less than 1 4 2.0 5.0

Missing cases 2 1.0

Total 204 100.0 100.0
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Table 4.7 provides a distribution of the age of the business categories. 

The frequency (99) and percentage (48.5) of the "10 years for more" category 

is the largest of the categories. The Carland study provided  a more even 

d istribu tion  than the current study  as the top three categories in that 

research w ere 37%, 34%, and 24%. Both the Carland study  (5%) and  the 

current study (2%) were sim ilar in that there were few respondents in  the 

"less than one year" category.

TABLE 4.8 - Age of Entrepreneur W hen Business Started

Age of Entrepreneur Present Research C arland 's
W hen Business Started Frequency Percent Percent

U nder 25 13 6.4 2.0

25-35 73 35.8 24.0

36-45 81 39.7 36.0

46-55 28 13.7 26.0

Over 55 8 3.9 12.0

M issing cases 1 .5

Total 204 100.0 100.0

Table 4.8 depicts the age of the entrepreneurial P residen t/C E O s of 

the HRD consulting agencies w hen the business was started. Note that the 

tw o largest categories of the respondents were in  the "25-35" range w ith  

35.8% and  the "36-45" lim its of 39.7%. These percen tages com pare
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favorably w ith  the same category percentages in the C arland study which 

w ere 24% and 36% respectively.

Both stud ies  indicated  low frequencies in  the "under 25 years" 

category possibly indicating a lack of entrepreneurial drive am ong younger 

HRD consultants and small business ow ners or a lack of experience or 

opportun ity . The C arland  study d id  point ou t tha t there  w ere larger 

num bers of sm all business ow ners (26%) in  the "46-55 year" category as 

opposed to 13.7% of the Presidents/CEOs.

TABLE 4.9 - Ownership Objective

lership Objective
Present

Frequency
Research
Percent

Carland's
Percent

Profit 61 29.9 —

G row th 50 24.5 41.0

Family incom e 53 26.0 59.0

O ther 26 12.7

M issing cases 14 6.9

Total 204 100.0 100.0

One item  of in terest in table 4.9, ow nership objective, is the large 

num ber of m issing cases, am ounting to 6.9%. C om pared to data com piled 

in  the other tables, there are m ore m issing cases than  in any other table 

except for table 4.10 w hich has 23 missing cases. In  addition, the "other" 

category accounts for 12.7% of respondent's answ ers possibly m eaning that
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there  is a need for o ther ow nership  objectives. C arland 's (1992) study  

com bined the categories of grow th  and  profit for a total percentage of 

respondents at 41%.

The category of grow th  in the cu rren t s tudy  is 24.5% and  the 

category of profit is 29.9% for a total of 54.4%. There is a difference of 13.5% 

of the sm all business re sp o n d en ts  an d  P res id en ts /C E O s reg a rd in g  

o w nersh ip  objectives. There w as a large difference in  resp o n d en t's  

regard ing  the category "family income" in  the tw o studies. C arland 's 

research show ed a 59% response rate as opposed to a 26.0% response in the 

current study. Small business ow ners apparently  are m ore in terested  in 

fam ily income than  are the presidents/C E O s of consulting agencies.

TABLE 4.10 - Technical Background

Present
Technical Background Frequency

Research
Percent

Carland's
Percent

Business adm inistration 28 13.7 n /a

Training and  developm ent 63 30.9 n /a

HRD 20 9.8 n /a

Business education 8 3.9 n /a

M arketing education 8 3.9 n /a

O ther 54 26.5 n /a

Missing cases 23 11.3 n /a

Total 204 100.0 __
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C arland did not use technical background as a dem ographic. The 

technical background table has the m ost m issing cases. The total 

percentage of missing cases is 11.9% and a frequency of 23. It is not clear 

how  o ther categories w ould  be influenced  by a low er m issing case 

percentage. Perhaps there is a problem  w ith the m eaning of ^chnical. The 

largest percentage (30.9) is in the training and developm ent category bu t it 

is interesting to note that there is a large percentage (20.5) in the "other" 

grouping which could entail the use of other, more defined categories in 

add ition  to the ones listed. The "other" category has ihe second highest 

response  ra te  of the categories. In teresting ly , the H u m an  Resource 

Developm ent (HRD) grouping was 9.8%. This low frequency (20) w ould 

appear to m ean that there are not an extensive am ount of HRD consulting 

agency P residen ts/C E O s w ith  an HRD background  or they perceive 

themselves as having adifferent technial background than HRD.

Summ ary of the key dem ographic characteristics 

A sam ple profile indicates tha t the largest percentage (23.0) of 

Presidents/CEO s are in the $100,000 or less category regarding the num ber 

of sales, however, 21.6% of respondents were in the "$250,000 to $500,000" 

category.

Concerning the num ber of employees, 80.9% of respondents have 10 

or less employees. Most respondents (56.9%) utilize the corporate business 

form  and the largest percentage of Presidents/CEO s (84.3) established their 

ow n businesses.
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The overw helm ing majority of the P residen ts/C E O s (73.5%) have 

m ore than 16 years of education and it is interesting to note that 33.8% of 

respondents had the Ph.D. or Ed.D. degree.

Over 48% of the respondents had ten years or m ore in the business 

and over 39% of respondents were 36 to 45 years of age w hen the business 

w as started. Profit w as the prim e ow nership objective am ong respondents 

w ith  29.9% bu t fam ily income was a close second objective at 26%. The 

grow th  objective had  24.5% of respondents in the ow nersh ip  objective 

dem ographic.

R egarding  technical background , the m ain  category th a t m ost 

respondents chose w as training and developm ent w ith  30.9%.

Table 4.11 lists the m ost com m on dem ograph ic  characteristics 

(percentages) of the HRD en trep reneur com pared  to  the dem ographic 

characteristics (percentages) of respondents in the Carland study.
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TABLE 4.11 - C urrent HRD and Carland Entrepeneurial Characteristics

Sales:
$100,000 or less

Current HRD 
Entrepreneurial 
Characteristics 

(Percentage)

23.0

Carland
Entrepreneurial
Characteristics

(Percentage)

41.0
\ f l i m f t A r  r \ f  F m n l n u o o c *
---------------------------- -------------------J

10 or less 80.9 85.0

Business Form:
Corporation 56.9 36.0

Role of Start-up Respondent: 
Established Business 84.3 75.0

Educational Degree: 
Masters 39.2 n/a
PhD or Ed.d 33.8 n /a

Education of Respondents:
More than 16 years 73.5 13.0

Age of Business: 
10 years or More 48.5 37.0

Age When Business Started: 
3645 39.7 36.0

Ownership Objective: 
Profit & Growth 54.4 41.0

Technical Background:
Training & Development 30.9 n/a

A nalysis of the Carland Entrepreneurship  Index Data

For m any years, attem pts have been m ade to define and characterize 

entrepreneursh ip  w ith little consensus. The answ er to the question, "How 

does one identify entrepreneurship?" has been one of consum ing interest 

to researchers.
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The C arland E ntrepreneursh ip  Index, developed by Drs. James & 

JoAnn C arland (1992), provides an index of the s treng th  of the relative 

entrepreneurial preferences of respondents (small business ow ners). This 

entrepreneurial index was developed in an attem pt to discrim inate am ong 

the major characteristics w hich have often been espoused  as delineating 

this group of business owners.

The p u rp o se  of the cu rren t s tu d y  is to iden tify  the possib le 

en tre p re n eu ria l characteris tics  of co n su ltan ts  in  H u m an  R esource 

D evelopm ent (HRD); therefore, the C arland  Index is applicable to  the 

current research. Each question on the Index tha t w as com pleted by the 

respondents (See appendix 1) had  tw o choices - one en trepreneurial and 

one no t entrepreneurial. The choice m arked "E" in each table indicates the 

respondents' entrepreneurial preferences as they apply to current research. 

The results of the current research are com pared to those sim ilar item s in 

the C arland study.
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TABLE 4.12 - Carland Entrepreneurship Index - Questions 1-5

Current Research Carland Study
Statement Frequency Percent Frequency Percei

QUESTION 1
1. Written objectives for a business are crucial.
2. It's enough to know the general direction you are going.

1 "E" 122 59.8 66 31.2
2 6i 3y.7 142 67.3
Missing 1 5 3 1.4
Total 204 100.0 211 100.0

QUESTION 2
1. I like to think of myself as a skillful person.
2. 1 like to think of myself as a creative person.

1 62 30.4 106 50.2
2 "E" 139 68.1 102 48.4
Missing 3 1.5 3 1.4
Total 204 100.0 211 100.0

QUESTION 3
1. I wouldn't have started this business if I weren't sure that it would go.
2. I can never be sure whether this business will go or not.

1 111 54.4 25 11.9
2 "E” 92 45.1 181 85.8
Missing 1 .5 5 2.3
Total 204 100.0 211 100.0

QUESTION 4
1. I want this business to grow and become a major force.
2. I started this business to support my family.

1 "E" 145 71.1 92 43.6
2 58 28.4 115 54.5
Missing 1 .5 4 1.9
Total 204 100.0 211 100.0

QUESTION 5
1. The most important thing I do for this business is plan.
2. I am most important in day-to-day management of this business.

1 "E" 104 51.0 54 25.5
2 100 49.0 155 73.5
Missing 2 1.0
Total 204 100.0 211 100.0
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The h ighest frequency in  the first question  was 122 (59.8%) 

indicating the m ajority of the respondent's p referred  w ritten  objectives 

ra ther th an  just know ing the general direction. This is in  contrast to 

C arland 's  study  w here 67.3% of the respondents p referred  the non- 

en trepreneurial choice which was to know the general direction you are 

going. In question two, the largest response (139-68.1%) indicated that the 

responden ts th o u g h t of them selves as being creative ra ther than  just 

skillful. The percentages for each choice in the C arland study were m uch 

closer (50.2-48.3%) leading  to the conclusion there  was no dom inan t 

en trepreneurial choice.

There was a clear-cut majority (85.7%) in the Carland study favoring 

the entrepreneurial choice w hich is an  uncertainty regarding w hether the 

business w ill go or not. In the current study , the largest frequency in 

question three (111-54.4%) was close to that of the second choice (92-45.1%), 

indicating no clear-cut feeling concerning w hether the business will go or 

not. The o p tim u m  frequency in  question  four (145) w as clearly  

en trepreneurial in  nature  as the largest num ber of respondents (71.1%) 

w anted the business to grow and become a major force. This was no t the 

conclusion in C arland's research as 54.5% of the answ ers favored family 

support, the non- entrepreneurial choice.

The percentage (73.4) favoring day to day m anagem ent of the business 

in C arland 's study  was in contrast to the results of the p resent research. 

The responses to question five in  the contem porary  investigation  are 

alm ost 50% (104-100), indicating no absolute entrepreneurial approach. Fifty
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one percent of respondents regarded planning as the m ost im portant thing 

and 49% w ere concerned w ith day-to-day m anagem ent.

TABLE 4.13 - Carland E ntrepreneurship Index - Q uestions 6-10

Current Research Carland Study
Statement Frequency Percent Frequency Percent

r*T T T J C T in \T  c.
V  A A V /i ^ \ J

1. I like to approach situations from a sympathetic perspective.
2. I like to approach situations from an analytical perspective.

1 49 24.0 165 78.2
2 "E" 154 75.5 41 19.4
Missing 1 5 5 9 A

Total 204 100.0 211 100.0

QUESTION 7
1. My primary purpose in running a business would be to survive.
2. I wouldn't rest until the business I started was the best.

1 57 27.9 70 33.2
2 "E" 145 71.1 135 64.0
Missing 2 1.0 6 2.8
Total 204 100.0 211 100.0

QUESTION 8
1. A plan should be written in order to be effective.
2. An unwritten plan for development is enough.

1 "E" 134 65.7 102 48.3
2 68 33.3 105 49.8
Missing 2 1.0 4 1.9
Total 204 100.0 211 100.0

QUESTION 9
1. I would probably spend too much time with the business.
2. 1 would balance my time between the business, family and friends.

1 "E" 106 52.0 99 46.9
2 96 47.1 109 51.7
Missing 2 1,0 3 1.4
Total 204 100.0 211 100.0
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TABLE 4.13 (continued)
Current Research Carland Study

Statement Frequency Percent Frequency Percent

QUESTION 10
1. I tend to let my heart rule my head.
2. I tend to let my head rule my heart.

1
2 "E"
Missing
Total

91 44.6 106 50.2
111 54.4 100 47.4
2 1.0 5 2.4

204 100.0 211 iOO.O

The h ig h est frequency  in  q u estio n  six (154 - 75.5%) w as 

entrepreneurial as m ost respondents preferred to approach situations from  

an  analytical perspective rather than a sym pathetic perspective. C arland 's 

data indicated that 78.2% of the answers were non-entrepreneurial, as m ost 

choices favored sym pathy over being analytical.

Responses to question seven were also entrepreneurial in  nature as 

the m ajority of respondents (145- 71.1%) stated they w ould no t rest until 

the business they started  was the best. 63.9% of the respondents in  the 

C arland research also chose the entrepreneurial approach.

Percentages (48.3 - 49.7) in question eight were extremely close in the 

C arlan d  s tu d y  ind ica ting  no d o m in an t choice. This w as also the 

circum stance concerning question  nine. The percentages (46.9 - 51.6) 

show ed no clear entrepreneurial choice. The frequency (134) in  question 

eight in  the current study illustrates that m ost respondents (65.7%) w anted 

w ritten  plans instead of an unw ritten  plan for developm ent. Frequencies 

in  question nine were extrem ely close (106-96) w hich w ould  m ean tha t
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there was no clear preference (52.7 -47.1%) regarding tim e spent w ith the 

business, family and friends.

The sam e situa tion  (111 -91) occurs in  question  ten  concerning 

w hether the h eart ru les the head or vice versa. There is no clear-cut 

en trepreneurial choice (44.6 -54.4%), such as "letting m y head rule my 

heart." The results in Carland's research for question ten were also close 

(50.2 - 47.3%).

TABLE 4.14 - Carland Entrepreneurship Index - Q uestions 11-15

Current Research Carland Study
Statement Frequency Percent Frequency Percent

QUESTION 11
1. My priorities include a lot of things outside the business.
2. One of the most important things in my life is this business.

1 87 42.6 101 47.9
2 "E" 115 56.4 107 50.7
Missing
Total

2 1.0 3 1.4
204 100.0 211 100.0

QUESTION 12
1. I am the one who has to do the thinking and planning.
2. I am the one who has to get things done.

1 "E" 115 56.4 114 54.0
2 83 40.7 89 42.2
Missing
Total

6 2.9 8 3.8
204 100.0 211 100.0

QUESTION 13
1. People who work for me, work hard.
2. People who work for me, like me.

1 "E" 117 57.4 104 49.3
2 80 39.2 95 45.0
Missing
Total

7 3.4 12 5.7
204 100.0 211 100.0

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

93

TABLE 4.14 (continued)

Current Research Carland Study
Statement Frequency Percent Frequency Percent

QUESTION 14
1. I look forward to the day when managing the business is simple.
2. If managing gets too simple, I will start another business.

1 130 63.7 136 64.5
2 "E" 74 36.3 70 33.2

Total 204 100.0
5

211
2.3

100.0

QUESTION 15
1. I think I am a practical person.
2. I think I am an imaginative person.

1 90 44.1 134 63.5
2 "E" 113 55.4 74 35.1
Missing
Total

1 .5 3 1.4
204 100.0 211 100.0

The greatest frequency in question eleven (115) led to the conclusion 

that the respondents (56.4%) considered the business to be one of the most 

im portan t th ings in  their lives. H ow ever, 42.6% of those responding  

thought that their priorities included a lot of things outside the business. 

Percentages (47.8 - 50.7) in Carland's inquiry once again were close, w ith no 

clear entrepreneurial choice.

The same num ber of responses in question twelve (115) denotes an 

entrepreneurial approach as 56.4% of the respondents selected the choice in 

w hich they had  to do the thinking and p lanning  as opposed  to getting 

th in g s  done . T here w ere  83 re sp o n d e n ts  th a t  chose the  non- 

entrepreneurial choice(40.7%). These Presidents/C E O s felt that they m ust

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

94

"get things done" as opposed to thinking and planning. C arland's question 

12 percentages (54.0 -42.1) showed a slight entrepreneurial preference.

C arland's investigation revealed a slight entrepreneurial preference 

(49.2 - 45.0) regard ing  question 13. In the present study, frequency data 

indicate that the preponderance of responses (117) in  question thirteen are 

entrepreneurial. These Presidents/C E O s (57.4%) prefer that people w ho 

w ork for them, w ork hard. However, 39.2% of those responding indicate a 

preference for people liking them.

C arland 's inqu iry  concerning question 14 depicted  tha t 64.4% of 

responden ts  p re fe rred  sim ple business m anagem ent. In the cu rren t 

exam ination, the m ajority of responses (130) in  question fourteen  also 

illu stra ted  a lack of en trep reneursh ip . The responden ts  (63.7%) look 

fo rw ard  to the day  w hen  m anaging  is sim ple. O nly 36.3% of the 

Presidents/C EO s stated they w ould start another business if m anaging gets 

too sim ple, the entrepreneurial choice.

H ow ever, the  113 responses (55.4%) to q u estio n  fifteen  are 

en trep reneuria l as this question deals w ith  im agination  as opposed  to 

practicality. C arland's data depicted a non-entrepreneurial m ode as 63.5% 

of respondents chose practicality over im agination. In the contem porary 

study, practicality is chosen by 44.1% of those answering. There is no clear- 

cut entrepreneurial majority.
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TABLE 4.14 - Carland Entrepreneurship Index - Questions 11-15
Current Research Carland Study

Statement Frequency Percent Frequency Percent

QUESTION 16
1. The challenge of being successful is as important as the money.
2. Money which comes with success is ihe most important thing.

1 "E" 166 81.4 41 19.4
2 37 18.1 167 79.2
Missing 1 .5 3 1.4
Total 204 100.0 211 100.0

QUESTION 17
1. I'm always looking for new ways to do things.
2. I try to establish set procedures to get things done right.

1 "E" 163 79.9 1 oo 63.0
2 41 20.1 76 36.0
Missing 2 1.0
Total 204 100.0 211 100.0

QUESTION 18
1. I think it is important to be sympathetic.
2. I think it is important to be logical.

1 72 35.3 158 74.8
2 "E" 132 64.7 51 24.2
Missing 2 1.0
Total 204 100.0 211 100.0

QUESTION 19
1. I think that standard operating procedures are crucial.
2. I enjoy the challenge of invention more than anything

1 73 35.8 136 64.4
2 "E" 131 64.2 73 34.6
Missing 2 1.0
Total 204 100.0 211 100.0

QUESTION 20
1. I spend as much time planning as running the business.
2. I spend most of my time running the business.

1 "E" 98 48.0 122 57.8
2 105 51.5 87 41.2
Missing 1 .5 2 1.0
Total 204 100.0 211 100.0
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The vast num ber of responses (166 - 81.4%) in question sixteen leads 

to  the  co n clu sio n  th a t success is as im p o rta n t as m oney, the 

entrepreneurial choice. H ow ever, the largest percentage (79.1) in C arland’s 

w ork revealed tha t respondents preferred m oney as the m ost im portan t 

th ing.

Q uestion  seventeen 's responses (163) indicates an  en trepreneurial 

approach as 79.9% of the respondents are always looking for new ways to 

do  th ings. C arlan d 's  d a ta , 63.0% in  question  17, also takes the 

en trepreneurial approach.

Frequency data indicate tha t the 132 responses to question eighteen 

w ere entrepreneurial in nature as 64.7% stressed logic over sym pathy. The 

opposite  resu lt occurred in  C arland 's data as 74.8% of those answ ering 

preferred  sym pathy over logic. Answers to question nineteen (131) led to 

the conclusion that the largest percentage of answerers (64.2%) enjoyed the 

challenge of invention. Choices as reported  by C arland to this question 

show ed a 64.4% preference for s tandard  operating  procedures, the non- 

en trepreneurial choice.

Responses to question tw enty (105) denoted a non-entrepreneurial 

ap p ro ach  as m ost P residen ts/C E O s (64.2%) spend  m ost of their tim e 

runn ing  the business; how ever, the second num ber of responses (98) in 

question  tw enty  w ere close, ind icating  tha t 48.0% of responden ts  are 

en trep reneuria l by accenting p lanning  as well as running  the business. 

Percentages (57.8 - 41.2) show n by Carland for question 20 were slightly in 

favor of the entrepreneurial approach.
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TABLE 4.16 - Carland Entrepreneurship Index - Questions 21-25

Current Research Carland Study
Statement Frequency Percent Frequency Percent

QUESTION 21

1. I think that managing this business will fall into a routine.
2. Nothin^ about manacnncr rhis hncinpcc ic ovor mntino

O   * ...0 * " ' 0  ** ~  ~  .  — ■

1 "E" 46 22.5 60 28.4
2 156 76.5 148 70.2
Missing
Total

2 1.0 3 1.4
204 100.0 211 100.0

QUESTION 22

1 .1 prefer people who are realistic.
2. I prefer people who are imaginative.

1 74 36.3 131 62.1
2 "E" 128 62.7 76 36.0
Missing
Total

2 1.0 4 1.9
204 100.0 211 100.0

QUESTION 23

1. The difference between competitors is the owner's attitude.
2. We have some things which we do better than the competitors.

1 52 25.5 124 58.8
2 "E” 152 74.5 82 38.9
Missing
Total

5 2.3
204 100.0 211 100.0

QUESTION 24

1. My personal objectives revolve around this business.
2. My real life is outside this business with family and friends.

1 "E" 134 65.7 126 59.7
2 69 33.8 83 39.3
Missing
Total

1 .5 2 1.0
204 100.0 211 100.0
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TABLE 4.16 - (continued)

Current Research Carland Study
Statement Frequency Percent Frequency Percent

QUESTION 25

1. I enjoy the idea of trying to outwit the competition.
2. If you change too much, you can confuse the customers.

1 "E" 127 62.3 104 49.3
2 74 36.3 104 49.3
Missing
Total

3 1.5 3 1.4
204 100.0 211 100.0

Frequency data in the Carland inquiry which referred to question 21 

confirm ed that 70.1% of answ erers w ere non-entrepreneurial. Responses 

to q u estion  tw enty-one (156) in the p re sen t s tu d y  are clearly  non- 

en trep ren eu ria l as 76.5% of those answ ering  feel th a t no th ing  about 

m anaging the business is ever routine. Only 22.5% of respondents stated  

that m anaging this business will fall into a routine, as com pared to 28.4% 

in the C arland study.

The preponderance of data in question 22 indicates tha t 62.7% of 

respondents are entrepreneurial. The Presidents/C EO s (128) prefer people 

w ho  are im aginative ra th e r than  realistic. O nly 36.0% of C arland 's 

respondents preferred the entrepreneurial choice.

In question 23, the largest frequency is 152, indicating that 74.5% of 

those responding feel that they have some things that are done better than 

the  c o m p e titio n , the  e n tre p re n e u r ia l  choice. A gain  the  non- 

entrepreneurial choice for question 23 (58.7%) was favored by respondents 

replying to the Carland study.
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A preference for pe rso n al objectives th a t revolve a ro u n d  the 

business was the en trepreneurial choice of 134 respondents or 65.7% of 

those answ ering question 24. Frequency data (59.7%) in Carland's question 

24 also listed a preference for the entrepreneurial choice.

The idea of try ing  to o u tw it the com petition w as the overrid ing  

choice of 62.3% of the P residents/C E O s answ ering question 25. How ever, 

36.3% of the respondents took the non-entrepreneurial approach w hich is 

n o t to change too m uch  an d  confuse the custom ers. C arlan d 's  

investigation revealed a 50/50 split.

TABLE 4.17 - Carland E ntrepreneurship  Index - Q uestions 26-30

Current Research Carland Study
Statement Frequency Percent Frequency Percent

QUESTION 26

1. The best approach is to avoid risky moves whenever possible.
2. If you want to outdo the competition, you have to take some risks.

1 20 9.6 147 69.7
2 "E" 183 89.7 62 29.3
Missing
Total

1 .5 2 1.0
204 100.0 211 100.0

QUESTION 27

1. I hate the idea of having to borrow money.
2. Borrowing is just another business decision.

1 87 42.6 83 39.3
2 "E" 116 56.9 124 58.8
Missing
Total

1 .5 4 1.9
204 100.0 211 100.0
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TABLE 4.17 - (continued)

Current Research Carland Study
Statement Frequency Percent Frequency Percent

QUESTION 28

1. Quality and service aren't enough; you must have a good image.
2. A fair price and good quality are all any customer really wants.

11 c ■■« r-rIO/ 81.9 143 67.7
2 37 18.1 63 30.0
M issing
Total

5 2.3
204 100.0 211 100.0

QUESTION 29

1. People think of me as a hard worker.
2. People think of me as easy to get along with.

1 "E" 129 63.2 132 62.6
2 75 36.8 74 35.1
Missing
Total

5 2.3
204 100.0 211 100.0

QUESTION 30

1. The only undertakings my business makes are those that are relatively certain.
2. If you want a business to grow, you have to take some risks.

1 22 10.8 167 79.1
2 "E" 182 89.2 42 19.9
Missing
Total

2 1.0
204 100.0 211 100.0

There is a frequency of 183 (89.7%) in question twenty-six indicating 

tha t a propensity  for risk taking is essential to outdo the competition. Only 

29.3% of Carland's respondents felt that risk taking was appropriate.

Responses in question tw enty-seven (116) regard ing  the borrow ing 

of m oney leads to the conclusion that borrow ing is just another business 

decision of 56.9% of the respondents, bu t the second choice (87) was close as 

42.6 of the P residents/C E O s hated  the idea of having to borrow  m oney.
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C arland 's frequency data was com parable as 58.7% of those answ ering 

question 27 thought of borrowing money as just another business decision.

R espondents answ ering question 28 in  the C arland  investigation  

m ade the entrepreneurial choice (67.7%) regarding image. In the present 

study, m ost respondents (167-81.9%) in question 28 preferred having a good 

image in addition to quality and service. The majority of responses (129) in 

q u estio n  tw en ty -n in e  led  to  the  con clu sio n  th a t 63.2% of the  

Presidents/CEO s regarded hard  w ork as being prevalent to being easy to get 

along w ith, the en trepreneurial choice. The en trepreneurial choice was 

also taken by 62.5% of those answ ering question 29 in the Carland inquiry.

The largest num ber of responses (182-89.2%) in  question  th irty  

overw helm ingly endorse risk taking as it applies to business growth. The 

data in the C arland study  regarding this question indicated  an  extrem e 

reluctance to take risks as 79.1% of the respondents had  a preference for 

undertakings that were relatively certain. Only 10.8% of respondents in the 

present research listed a non-risk taking approach, the non-entrepreneurial 

choice.
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TABLE 4.18 - Carland Entrepreneurship Index - Questions 31-33

Current Research Carland Study
Statement Frequency Percent Frequency Percent

QUESTION 31

1. The thing I miss most about working for someone else is security.
2. I don't really miss much about working for someone else.

1 O C  1 n  ■ l / ' O  r-n-t r\
1 l / . ±  l O J  / / . i 1

2 "E" 168 82.4 43 20.4
Missing______________ 1__________  §_______ 2.4
Total 204 100.0 211 100.0

QUESTION 32

1. I am concerned about the rights of people who work for me.
2. I am concerned about the feelings of people who work for me.

1 "E" 59 28.9 61 28.9
2 139 68.1 144 68.3
Missing
Total

6 2.9 6 2.8
204 100.0 211 100.0

QUESTION 33

1. It is more important to see possibilities in a situation.
2. It is more important to see possibilities the way they are.

1 "E" 167 81.9 142 67.3
2 33 16.2 65 30.8
Missing
Total

4 2.0 4 1.9
204 100.0 211 100.0

There are 168 responses (82.4%) in question thirty-one, as com pared 

to  20.3% of respondents in  the Carland study, tha t w ould  indicate that 

responden ts do  not m iss m uch about w orking  for som eone else. The 

majority of answ ers (77.2%) to question 31 in the Carland investigation are 

n o n -en trep reneu ria l.

The non-entrepreneurial choices to question thirty-tw o (139) favor 

feelings rather than  the rights of people. These choices compare to Carland
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data  in  w hich  68.2% of responden ts  favor feelings. O nly 28.9% of 

respondents favored the entrepreneurial choice w hich is a concern about 

peoples' rights.

The responses (67.3%) to question 33 in the C arland data favor the 

en trepreneurial approach. The 167 responses (81.9%) in question thirty- 

three in  the p resen t research leads to the conclusion th a t it is m ore 

im portan t to see possibilities in a situation than to see possibilities the way 

they are, the non-entrepreneurial choice.

Sum m ary

The P residen ts/C E O s of the HRD consulting agencies m ade the 

entrepreneurial decision in 28 ou t of 33 sets of choices. A profile of specific 

entrepreneurial areas, such as risk taking, security, etc., are indicated by the 

ten questions w ith  the highest response rates and percentages. They are as 

follows:

#26
The best approach is to avoid risky moves w herever possible.
If you w ant to outdo the competition, you have to take some risks.

#30
The only undertak ings m y business m akes are those th a t are relatively 

certain.
If you w ant a business to grow, you have to take some risks.

#31
The th ing I miss m ost about w orking for someone else is security.
I don 't really miss m uch about w orking for someone else.

#28
Quality and service aren 't enough; you m ust have a good image.
A fair price and good quality are all any custom er really wants.
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#33
It is more im portant to see possibilities in a situation.
It is more im portant to see possibilities the way they are.

#10
I tend to let my heart rule my head.
I tend to let my head rule my heart.

i i 4  ^
# 1 /

I'm always looking for new  ways to do things.
I try to establish set procedures to get things right.

#6
I like to approach situations from a sym pathetic perspective.
I like to approach situations from an analytical perspective.

#23
The difference betw een com petitors is the ow ners attitude.
We have some things w hich we do better than  the competitors.

#4
I w ant this business to grow and become a major force.
I started this business to support my family.

TABLE 4.19 - Q uestions w ith  the H ighest Response Rates and Frequencies

C urrent Research C arland 's Study
Q uestion Percent Frequency Percent Frequency

#26 89.7 183 29.3 62
#30 89.2 182 19.9 42
#31 82.4 168 20.4 43
#28 81.9 167 67.7 143
#33 81.9 167 67.3 142
#16 81.4 166 19.4 41
#17 79.9 163 63.0 133
# 6 75.5 154 19.4 41
#23 74.5 152 38.9 82
# 4 71.1 145 43.6 92
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The large resp onden t frequency and  percen tage  illu s tra ted  in 

question 26 showed an inclination for risk taking. It is interesting to note 

that the largest frequency in question 30 also em phasized the respondents' 

adherence to risk  taking. The overw helm ing m ajority of respondents 

answ ering question 31 stated a preference for not w orking  for someone 

else. Answers to question 28 em phasized a good image and  the importance 

of seeing possibilities in a situation was im portan t to responden ts in 

question 33.

The challenge of being successful was the overw helm ing choice of 

respondents answering question 16 and looking for new w ays to do things 

w as the pick of those Presidents/CEO s regarding question 17. In question 6, 

the analytical approach to situations was favored by the respondents in lieu 

of the sym pathetic approach. In question 23, having som e things that the 

respondents do  that are better than  the com petition can do  them  is of 

p a ram o u n t im portance. G row th  was extrem ely critical to the HRD 

consultants as in  question 4.

There w ere five non-entrepreneurial choices m ade by the m ajority 

of the Presidents/CEO s of the consulting agencies. A profile of those non- 

en trep ren eu ria l areas are ind ica ted  by the five questions w ith  the 

frequencies and percentages as listed below:

#21
I think that m anaging this business will fall into a routine.
N othing about m anaging this business is ever routine.

#22
I prefer people who are realistic.
I prefer people w ho are imaginative.
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#14
I look forw ard to the day w hen m anaging the business is simple.
If m anaging gets too simple, I will start another business.

#3
I w ouldn 't have started this business if I w eren't sure that it w ould go. 
I can never be sure w hether this business will go or not.

#20
I p lan  as m uch time planning as in  running the business.
I spend m ost of my time running the business.

TABLE 4.20 Q uestions w ith  N on-Entrepreneurial Choices

Q uestion Percent Frequency

#21 76.5 156
#22 68.1 139
#14 63.7 130
# 3 54.4 111

#20 51.5 105

The choice in  #21 is overw helm ingly non-entrepreneurial as 76.5% 

of re sp o n d en ts  p icked the choice w hich  states th a t "noth ing  about 

m anaging this business is ever routine." The issue of the "rights of people" 

v e rsu s  the  "feelings of people" in  #32 is co n sidered  to be non- 

en trepreneurial by the respondents as 68.1% are concerned w ith  feelings, 

the non-entrepreneurial choice.

Q uestion 14 is concerned w ith w hether m anaging the business is 

sim ple. The largest percentage (63.7) looked forw ard  to the day w hen 

m anaging the business is sim ple, the non-entrepreneuria l choice. It is 

interesting to note that 54.4% of the Presidents/C EO s answ ering #3 w ould 

not have started  the business if they w ere not sure that it w ould  go, the
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non-en trepreneuria l choice. M ost of the respondents (51.5%) m ade the 

non-en trep reneuria l choice in  #20 by em phasizing  the "running of the 

business" as opposed to planning; how ever, percentages w ere close as 

48.0% w ere  concerned  w ith  p lan n in g , the obv ious e n trep ren eu ria l 

selection.

Analysis of the Start-Up Strategies

The q u estio n n a ire  on  e n trep ren eu ria l s ta rt-u p  stra teg ies  w as 

dev eloped  by Dr. R obert R onstad t (1983) to describe the ex ten t of 

seriousness of en trep reneurs exploring  new ven tu re  possibilities. The 

purpose w as to provide insights about start-up  m otivations, barriers, and  

o th er factors influencing  the en trep ren eu ria l v e n tu re /c a re e r  s ta rt-u p  

process.

This questionnaire was also germ ane to one of the purposes of this 

study  w hich sought to ascertain the start-up  strategies of consultants in 

HRD. The questionnaire could assist in increasing understand ing  of the 

entrepreneurial start-up process as it applies to HRD consultants and their 

m otivations. Barriers to entry could be identified for these consultants.

Instrum ent #2b For Practicing E ntrepreneurs containing eleven of 

the original twelve items was used in addition to the four items previously 

lis ted  in  th is chap ter as a re su lt of the p ilo t s tu d y  analysis. As 

aforem entioned, item  11 in instrum ent #2b was replaced by item 13 in the 

survey instrum ent. Pertinent background data pertaining to these start-up 

strategies has been previously reported in C hapter three.
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The fifteen item s in the current in strum ent (see Exhibit 5) are as 

follows:

1. Knew how  to write a business plan.

2. W rote a business plan.

3. Spoke w ith  a banker, venture capitalist, or other financial source.

4. O btained financial backing.

5. Looked at m ore than one specific site.

6. C onsulted w ith an attorney.

7. U sed an attorney through the entire start-up process.

8. Actively gathered inform ation on the m arket a n d /o r  industry.

9. Calculated m argins and breakevens.

10. Developed projected cash flows.

11. Looked in to  developing a prototype; (e.g., m et w ith  engineers, 

contractors, etc.)

12. Actually developed a prototype.

13. Identified some actual customers.

14. Developed a client base.

15. O ther (please specify).

Frequencies and Percentages

Each start-up  strategy in the current study  was analyzed and  the 

frequencies and percentages of each category (yes, no, n /a )  w ere com pared 

to the percentages in  Ronstadt's (1983) study. R onstadt used eleven start­

u p  strateg ies in research  involving practicing en trep ren eu rs  and  non ­

starts. In  addition, a chi square analysis was used to determ ine w hether the
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frequency distributions differed significantly from each other based on the 

dem ographic characteristics of HRD Presidents/CEOs.

TABLE 4.21 - Start-up Strategies One, Two and Three

Current Research R onstadt's
Category Frequency Percent Percent

STRATEGY ONE
Knew how to write a business plan.

yes 110 53.9 n /a
n o  89 43.6 n /a
n /a ____________ 5_______________ 2 3 _______ n /a
Total 204 100.0 n /a

STRATEGY TWO
W rote a business plan.

yes 99 48.5 61.0
n o  100 49.0 39.0
n /a  4 2.0
M issing 1________________ 3 ________ -
Total 204 100.0 100.0

STRATEGY THREE
Spoke w ith a banker, venture capitalist, or other financial source.

yes 82 40.2 70.0
n o 118 57.8 30.0
n /a 4 2.0 -

Total 204 100.0 100.0

The largest num ber of respondents (110 - 53.9%) knew how to write 

a business plan but it is interesting to note that a significant num ber (43.6) 

d id  not. Ronstadt's study (1983) d id  not specifically address the issue of 

know ing how to write a business plan bu t 61% of those responding to the 

R onstad t questionnaire  w rote  a business p lan. The percen tage  of 

respondents in  the current study  that w rote a business p lan  was 48.5;

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

110

how ever, those that d id  not constituted 49.0% (100) of those answ ering. 

Seventy percent of the respondents in the Ronstadt survey spoke w ith a 

banker, etc. com pared w ith 40.2% of the Presidents/C E O s in the current 

study.

TABLE 4.22 - Start-up Strategies Four, Five and Six

C urrent Research Ronstac
Category Frequency Percent Percent

STRATEGY FOUR
O btained financial backing.

yes 61 29.9 n /a
no 137 67.2 n /a
n /a 6 2.9 n /a
Total 204 100.0 n /a

STRATEGY FIVE
Looked at m ore than one specific site.

yes 72 35.3 72.0
n o 106 52.0 28.0
n /a 25 12.2 -

M issing 1 .5 -

Total 204 100.0 100.0

STRATEGY SIX
Consulted w ith an attorney.

yes 138 67.6 47.0
no 64 31.4 53.0
n /a 2 1.0 -

Total 204 100.0 100.0

R onstadt did not specifically address the issue of financial backing in 

the 1983 study bu t 67.2% of the respondents in the current research did 

obtain financial backing. Fifty two percent of the Presidents/C E O s looked
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at more than one specific site and  72% of those responding to the Ronstadt 

review  looked at specific sites. It is in teresting  to  note th a t 12.3% of 

respondents in the current study picked the n /a  category regarding sites.

A large percentage of P residen ts/C E O s (67.6) consulted  w ith  an 

attorney as com pared w ith  47% in the Ronstadt inquiry.

TABLE 4.23 - Start-up Strategies Seven, Eight and N ine

C urrent Research R onstadt's
Category Frequency Percent Percent

STRATEGY SEVEN
Used an attorney through the entire start-up process.

STRATEGY EIGHT

STRATEGY NINE

yes 67 32.8 n /a
no 131 64.3 n /a
n /a 6 2.9 n /a
rotal 204 100.0 n /a

nform ation on the m arket a n d /o r  industry.

yes 141 69.1 73.0
no 62 30.4 27.0
n /a 1 .5 .

Total 204 100.0 100.0

and breakevens.

yes 103 50.5 53.0
no 98 48.0 47.0
n /a 3 1.5
Total 204 100.0 100.0

R onstadt's  investigation  w as no t concerned w ith  the  use of an 

attorney th rough  the entire start-up  process bu t 64.3% of respondents in
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the cu rren t in q u iry  d id  not do  so. Seventy three percen t of those 

respond ing  to the R onstadt investigation gathered  m arket inform ation  

while 69.1% of the respondents in the current study  gathered this type of 

inform ation. Percentages were close (50.5 - 48.0) in  the p resen t research 

reg a rd in g  m arg in s  and  b reakeven  calcu lations and  R onstad t's  da ta  

indicated that 53% com pleted these calculations.

TABLE 4.24 - S tart-up Strategies Ten, Eleven and Twelve

C urrent Research
Category Frequency Percent

STRATEGY TEN
Developed projected cash flows.

yes 124 60.8
n o  78 38.2
n /a _________  2_______________ liL _
Total 204 100.0 100.0

STRATEGY ELEVEN
Looked in to  develop ing  a p ro to type; (e.g., m et w ith  hum an  resource 
experts, etc.)

yes 86 42.2
n o  105 51.4
n /a  _ 1 2 ______________ &4
Total 204 100.0

STRATEGY TWELVE
Actually developed a prototype.

yes 79 38.7 20.0
n o 111 54.4 80.0
n /a 13 6.4 -

M issing
Total

1 .5 -

204 100.0 100.0
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Almost 61% of the Presidents/CEO s developed projected cash flows 

and as com pared to 65% of Ronstadt respondents. However, 27% of those 

responding  to Ronstadt's survey investigated a prototype and 38.7% of 

those answ ering the current study  looked into developing a prototype. 

The largest percentage (54.9) d id  not look into developm ent. Tw enty 

percent of Ronstadt's respondents developed a prototype and  51.1% of 

those answ ering the present research question did not develop one.

TABLE 4.25 - Start-up Strategies Thirteen and Fourteen

C urrent Research R onstadt's
Category Frequency Percent Percent

STRATEGY THIRTEEN
Identified some actual customers.

yes 190 93.1 90.0
no 13 6.4 10.0
n /a ___________1______________________  -
Total 204 100.0 100.0

STRATEGY FOURTEEN
Developed a client base.

yes 174 85.3 n /a
no 28 13.7 n /a
n /a  1 .5 n /a
Missing_______ 1________________ J5________n /a
Total 204 100.0 n /a

N inety percent of those responding to the Ronstadt investigation 

identified some actual custom ers. This was com parable to the 93.1% of 

respondents w ho identified custom ers in the current study. Frequency 

data indicates that 174 (85.37o) of the Presidents/C EO s developed a client
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base. R onstadt's inquiry d id  not investigate the developm ent of a client 

base.

Sum m ary

The five strategies w ith  the h ighest frequencies and percentages 

(Table 4.26) are com pared to the Ronstadt data and the five strategies w ith 

the low est frequencies and  percentages are listed  in  Table 4.27. The 

strategies are as follows:

13. Identified some actual customers.

14. Developed a client base.

8. Actively gathered inform ation on the m arket a n d /o r  industry.

6. Consulted w ith an attorney.

10. Developed projected cash flows.

TABLE 4.26 - Start-up Strategies w ith H ighest Frequencies & Percentages

C urrent Research R onstadt's
Strategies Frequency Percent Frequency

#13 190 93.1 90.0
#14 174 85.3 n /a
# 8 141 69.1 73.0
# 6 138 67.6 47.0
#10 124 60.8 65.0

The Presidents/C EO s (93.1%) were most concerned w ith  strategy 13 

w hich is identification of some actual customers. This was com parable to 

Ronstadt's 90%. This strategy was followed by strategy 14 indicating the
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respondent's interest (85.3%) in developing a client base. Ronstadt d id  not 

use that start-up strategy. It is interesting to note that there appeared to be a 

correlation  betw een  identification  of som e actual custom ers and  the 

developm ent of a client base by the Presidents/CEOs.

The percentage and frequency dropped  sharply regard ing  strategy 

eight (69.1%) indicating  tha t the P residen ts/C E O s w ere in te rested  in 

actively gathering inform ation on the m arket a n d /o r  industry  bu t not as 

m uch as they w ere in terested  in  the top tw o strategies. This was 

com parable to Ronstadt's 73%. The percentages differed betw een the two 

groups of respondents regarding consulting w ith  an attorney (#6). Forty 

seven percen t of those answ ering  the R onstadt investigation consulted 

w ith  an  a tto rney  com pared  to 67.6% of the P resid en ts/C E O s. The 

developm ent of projected cash flows (#10) w as equally considered by the 

respondents in  both  of the studies.

The strategies w ith the low est frequencies and percentages are as 

follows:

4. O btained financial backing.

7. U sed an attorney through the entire start-up process.

5. Looked at more than one specific site.

12. Actually developed a prototype.

3. Spoke w ith  a banker, venture capitalist, or other financial source.
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TABLE 4.27 - Start-up Strategies with Lowest Frequencies & Percentages

Strategies Percent Frequency

# 4 29.9 61
# 7 32.8 67
# 5 35.3 72

#12 38.7 79
# O
TT

A  A n  
1U.Z.

n (-»
O Z .

The least used strategy (#4) indicated that only 29.9% of respondents 

obtained any kind of financial backing. Only 32.8% of the Presidents/CEO s 

used an attorney through the entire start-up  process com pared to strategy 

six w here  67.6% of the P resid en ts/C E O s in itia lly  consu lted  w ith  an 

attorney.

A smaller percentage (35.3) of respondents looked at m ore than  one 

specific site (#5) and  38.7% of those answ ering the questionnaire actually 

developed a prototype (#12). Last, 40.2 of the Presidents/CEO s spoke w ith a 

banker, venture capitalist, or other financial source (#3).

A profile of start-up strategies used by the Presidents/C E O s in the 

cu rren t research  are com pared  to those s ta rt-u p  stra teg ies used  by 

respondents in the Ronstadt study. The five strategies that com pare m ost 

favorably  to the strategies used  in  the R onstad t s tu d y  are listed  in 

Table 4.28. The five strategies that com pare least favorably are indicated in 

Table 4.29.
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The strategies that compare m ost favorably are as follows:

9. Calculated margins and breakevens.

13. Identified some actual customers.

8. Actively gathered inform ation on the m arket a n d /o r  industry.

10. Developed projected cash flows.

11. Looked into developing a prototype.

TABLE 4.28- S ta rt-u p  S tra teg ie s  th a t C om pare  M ost F avorab ly  to 
Strategies in R onstadt Study

C urren t R onstadt's
Strategies Percent Percent Difference

# 9  50.5 53.0 -2.5
#13 93.1 90.0 +3.1
# 8  69.1 73.0 -3.9

#10 60.8 65.0 -4.2
#11 38.7 27.0 +11.7

The closest strategy regarding the percentages of the Ronstadt study 

and  the curren t research was in  calculating m argins and breakevens (9). 

There was only a 2.5% difference betw een the two sets of respondents. The 

next difference (3.1%) in strategy 13 indicated a willingness of both sets of 

respondents to have identified some actual custom ers, and a 3.9% variance 

in  strategy eight show ed that those answ ering the current study and those 

rep ly ing  to the R onstad t survey  actively gathered inform ation on the 

m arket a n d /o r  industry.

The developm ent of projected cash flows was of interest to both sets 

of respondents as the difference was 4.2% betw een the two sets. Only 38.7% 

of those answ ering the current study looked into developing a prototype
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and this com pared to 27.0% of those answ ering the R onstadt inquiry, a 

difference of 11.7%. The strategies tha t com pare least favorable are as 

follows:

5. Looked at more than one specific site.

3. Spoke w ith a banker, venture capitalist, or other financial source.

12. Actually developed a prototype.

6. Consulted w ith an attorney.

2. W rote a business plan.

TABLE 4.29- S ta rt-u p  S tra teg ie s  th a t C om pare  Least F avorab ly  to 
Strategies in R onstadt Study

C urren t R onstadt's
Strategies Percent Percent Difference

# 5 35.3 72.0 -36.7
# 3 40.2 70.0 -29.8

#12 42.2 20.0 +22.2
# 6 67.6 47.0 +20.6
# 2 48.5 61.0 -12.5

The largest difference in percentages betw een the tw o groups of 

responden ts w as in  stra tegy  five. A greater percentage (72) of those 

sam pled by R onstadt looked at m ore than one specific site than the 35.3% 

of the Presidents/C E O s answ ering the current survey. A possible reason 

for this could be that the Presidents/C E O s of HRD consulting agencies are 

not as site specific. They can w ork out of their homes.

A gain, a m uch larger percentage (70.0) of R onstadt respondents 

spoke w ith a banker, venture capitalist, or other financial source than  did
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those answ ering  the current research (40.2%). It is possible tha t the 

Presidents/C E O s had  a greater degree of financial security than did  the 

respondents in the Ronstadt survey.

A larger percentage (42.2) of the Presidents/CEO s actually developed 

a prototype than d id  the 20% of respondents in  R onstadt's inquiry, and 

there was a 20.6% variance betw een b o th  g roups regard ing  attorney 

consultations. The largest percentage (67.6) of the P residents/C E O s did 

initially confer w ith  a lawyer. The 12.5%-difference betw een the tw o groups 

answ ering stra tegy  tw o indicated  tha t the largest percentage (61.0) of 

respondents that w rote a business plan were in Ronstadt's survey.

Chi Square A nalysis

The chi-square test is used to determ ine w hether tw o frequency 

d istribu tions differ significantly from  each other. It is used w hen the 

research data are in the form of frequency counts. The frequency counts can 

be placed into tw o or more categories (Borg, 1989). The tw o categories in 

the  current study  are the dem ographics and the start-up  strategies of the 

Presidents/C E O s of the HRD consulting agencies. The chi square statistic 

w as used to  test w hether or not there is a relationship betw een the two 

variables (dem ographics and start-up  strategies). The data  consists of 

frequencies from  the sam ple of Presidents/CEO s from the HRD consulting 

agencies. The level of significance is set at .05. There are 140 relationships 

betw een the two variables. Of those, tw enty m et the test of significance at 

the .05 level. The tw enty relationships that m et the test of significance are 

no t expected to affect the practical significance of the research results;
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how ever, a proper in terpreta tion  can be beneficial in clarifying research 

results. The relationships betw een the tw o variables that are significant at 

the .05 level are as follows:

TABLE 4.30 - Start-up Strategy Five By N um ber of Em ployees (looked at 
m ore than one specific site)

N um ber of em ployees

10 or less 11-25 26-50 51 or m ore
Row
Total

Strategy 5
yes 47 18 3 4 72
n o 93 8 1 3 105
n /a
colum n total

24
164 26 4 7

24
201

TABLE 4.31 - Start-up Strategy Two by Business Form (wrote a business 
plan)

Business Form

Proprietor­
ship

Partner­
ship

Corp­
o ration O ther

Row
Total

Strategy 2
yes 27 10 61 93
n o 37 5 54 3 99
n /a 2 1 1 4
colum n total 66 15 116 4 201
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TABLE 4.32- S ta rt-u p  S tra teg y  Four By B usiness Form (o b ta ined  
financial backing)

Business Form

Proprietor­ Partner­ Corp­ Row
ship ship o ra tion O ther Total

Strategy 4
yes 13 10 36 1 60
n o 51 5 77 3 136
n /a Q Q

y j 6
colum n total 67 15 116 4 202

TABLE 4.33 - S tart-up Strategy Five by B usiness Form (looked at more 
than one specific site)

Business Form

Proprietor- Partner- Corp- Row
ship  sh ip  o ra tion  O ther Total

Strategy 5
yes 13 9 47 3 72
n o  40 6 57 1 104
n /a   12____________2f>
colum n total 66 15 116 4 201

TABLE 4.34- Start-up Strategy Six by Business Form (consulted w ith  an 
attorney)

B usiness Form

Proprietor- Partner- Corp- Row
ship  sh ip  o ra tion  O ther Total

Strategy 6
yes 34 10 92 1 137
n o  32 5 23 3 63
n /a ________________ 1___________________ 1______________________ 2
colum n total 67 15 116 4 202
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TABLE 4.35- S tart-up  S trategy  Seven by  B usiness Form  (used an 
attorney through the entire start-up process)

Business Form

Proprietor­ Partner­ Corp­ Row
ship ship oration O ther Total

itegy7
yes 10 8 48 1 67
no 54 7 65 3 129
n /a 3 3 6
colum n total 67 15 116 4 202

TABLE 4.36 - Start-up Strategy 10 by Business Form (developed projected 
cash flows)

Business Form 

Proprietor- Partner- Corp-

colum n total 67 15 116

Row
ship ship oration O ther Total

itegy 10
yes 32 13 75 3 123
n o 33 2 41 1 77
n /a 2 2

202

TABLE 4.37 - Start-up Strategy Two by Role of R espondent in  Start-Up 
(wrote a business plan)

Role

Established
Business

Purchased
Business

Inherited
Business O ther

Row
Total

Strategy 2
yes 77 11 1 9 82
no 92 1 1 6 100
n /a 2 1 1 4
colum n total 171 13 2 16 202
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TABLE 4.38 Start-up Strategy Four by Role of R espondent in Start-'
(obtained financial backing) 

Role

Established Purchased 
Business Business

Inherited
Business O ther

Row
Total

Strategy 4
yes 43 9 1 7 60
no 123 4 1 9 137
n /a 6 6
colum n total 172 13 2 16 203

TABLE 4.39 Start-up Strategy Thirteen by Role of R espondent in Start'
up (identified some actual custom ers)

Role

Established Purchased Inherited Row
Business Business Business O ther Total

Strategy 13
yes 162 11 1 15 189
n o 10 1 1 1 13
n /a 1 1
colum n total 172 13 2 16 203

TABLE 4.40 Start-up Strategy Fourteen by Role of R espondent in S tart 
up  (developed a client base)

Role

Established Purchased Inherited Row
Business Business Business O ther Total

Strategy 14
yes 147 11 1 14 173
n o 24 1 1 2 28
n /a 1 1
colum n total 171 13 2 16 202
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TABLE 4.41 - Start-up Strategy O ne by Age of the Business (knew  how  to 
w rite a business plan)

Age of Business

10 years 5-10 1-4 less than Row

Strategy 1
or m ore years years one year Total

yes 39 32 35 3 109
no 58 19 11 88
n /a 2 2 1 5
colum n total 99 53 46 4 202

TABLE 4.42 - S tart-up  S trategy  Tw o by  Age w hen  B usiness S tarted  
(wrote a business plan)

Age W hen Business Started

Row
U nder 25 25-35 36-45 46-55 O ver 55 Total

Strategy 2
yes 9 40 34 11 4 98
n o 4 33 46 14 3 100
n /a 1 3 4
colum n total 13 73 81 28 11 202

TABLE 4.43 - S tart-up S trategy Tw o by  O w nersh ip  O bjective (w rote a 
business plan)

O w nership Objective

Profit
Fam ily
Incom e G row th O ther

Row
Total

tegy 2
yes 35 18 29 7 89
n o 24 34 20 18 96
n /a 1 1 1 1 4
colum n total 60 53 50 26 189
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TABLE 4.44 - S tart-up S trategy Three by  O w nersh ip  O bjective (spoke 
w ith  a banker, venture capitalist, or o ther financial source)

O w nership  Objective

Profit
Fam ily
Incom e G row th O ther

Row
Total

Strategy 3 
yes 32 16 22 8 78
n o 28 37 25 18 108
n /a 1 3 4
colum n total 61 53 50 26 190

TABLE 4.45 - S tart-up Strategy Four by  O w nership  O bjective (obtained 
financial banking)

O w nership  Objective

Profit
Fam ily
Incom e G row th O ther

Row
Total

tegy 4
yes 25 8 20 4 57
n o 35 44 28 21 128
n /a 1 1 2 1 5
colum n total 61 53 50 26 190

TABLE 4.46 - S tart-up Strategy Eight by  O w nersh ip  O bjective (actively 
gathered inform ation on the m arket and /or industry)

O w nership Objective

Profit
Fam ily
Incom e G row th O ther

Row
Total

Strategy 8
yes 46 33 39 12 130
n o 14 20 11 14 59
n /a 1 1
colum n total 61 53 50 26 190
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TABLE 4.47 - Start-up Strategy One by Technical Background (knew  how 
to w rite a business plan)

Business
Admnistration

Strategy 1
yes 23
n o  5
n /a  ____

colum n total 28

Business Marketing

Technical Background 

Training &
Development HRD Education Education Other Total

15 93

4 5

33 11
g
1

t>0 20 8 54 181

TABLE 4.48 - Start-up Strategy Three by Technical B ackground (spoke 
w ith a banker, venture capitalist, or o ther financial source)

Strategy 3
yes 
no  
n /a  

colum n total

Business
Admnistration

12
16

Technical Background

Training & Business Marketing
Development HRD Education Education Other Total

32
31

8
12

6
2

4
4

13 75
37 102

4 4
28 63 20 54 181

TABLE 4.49 - S ta rt-u p  S tra teg y  N in e  b y  T ech n ica l B ack g ro u n d  
(calculated m argins and breakevens)

Technical Background

Strategy 9
yes 
n o
n /a  ____

colum n total 28

Business
Admnistration

21
7

Training & 
Development

34
27

2

HRD

10
10

Business Marketing 
Education Education Other Total

4
4

6
2

63 20

16
37

91
87

54 181
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Findings of the Chi Square analysis 

of the relationships of dem ographics and start-up strategies.

Table 4.50 includes the chi square values (X2), degrees of freedom  

(df), and the levels of significance (p) of the tw enty relationships betw een 

the dem ographics and start-up strategies of the HRD Presidents/CEO s.

TABLE 4.50 - Chi Square Table:

Im portance placed on  dem ographics (the num ber of em ployees, the form 

of the business, the role of the respondents in start-up , the ow nership  

objective, the technical background, the age of the business, the age w hen

the business was started) by the start-up strategies.

Demographics X2 df P
p < .05 

Number of employees:
Strategy 5 22.07 6 .00117

Business form:
Strategy 2 18.26 6 .00561
Strategy 4 13.94 6 .03053
Strategy 5 17.34 6 .00811
Strategy 6 19.79 6 .00302
Strategy 7 16.96 6 .00944
Strategy 10 12.98 6 .04343

Ownership objective:
Strategy 2 13.62 6 .03411
Strategy 3 13.53 6 .03538
Strategy 4 15.22 6 .01861
Strategy 8 13.11 6 .04117

Technical background:
Strategy 1 29.76 10 .00094
Strategy 3 20.50 10 .02487
Strategy 9 20.14 10 .02799

Role of respondent in start-up:
Strategy 2 14.03 6 .02924
Strategy 4 13.98 6 .02979
Strategy 13 21.20 6 .00169
Strategy 14 17.11 6 .00888

Age of the business:
Strategy 1 30.25 6 .00004

Age when business started:
Strategy 2 18.03 6 .02094
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Number of Employees

Strategy 5 - Looked at more than one specific site 
(significance level .00117).

It is interesting to note that out of 164 respondents in the i:10 or less" 

category, 93 looked at m ore than one specific site. The Presidents/C EO s of 

the sm aller agencies ap p eared  to look at m ore sites th an  d id  the 

Presidents/CEO s of larger agencies.

B usiness Form

Strategy 2 W rote a business p lan  (significance level .00561).

Strategy 4 O btained financial backing (significance level .03053).

Strategy 5 L ooked  a t m ore  th a n  one  specific  site  (sign ificance

level .00811).

Strategy 6 C onsulted w ith an attorney (significance level .00302).

Strategy 7 U sed  an  a tto rn ey  th ro u g h  the en tire  s ta r t-u p  process

(significance level .00944).

Strategy 10 D eveloped projected cash flows (significance level .04343).

The largest num ber of relationships w ith significance levels below 

.05 occur in  the "business form" dem ographic. This dem ograph ic  is 

d iv ided  in to  categories of p roprieto rsh ip , partnersh ip , corporation, and 

other. There are six start-up strategies, num bers 2,4,5,6,7, and 10 that are 

statistically significant. According to frequency data, m ore Presidents/CEO s
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of corporations w rote a business p lan  than  those in any o ther business 

form. Sixty-one out of 116 corporate respondents w rote a business plan.

C orporate respondents had the largest frequency in the "obtained 

financial backing" category; how ever, 77 o u t of 116 respondents d id  not 

ob ta in  financial backing w hich could  indicate financial responsib ility . 

Corporate P residents/C E O s also constituted the majority of answ ers in the 

"looked at more than one specific site" category. O ut of a frequency of 116, 

57 d id  no t look at m ore than one specific site; how ever, 47 d id  so w hich 

w ould  indicate the lack of a clear cut choice.

C orporate Presidents/C E O s clearly represented the highest num ber 

of those respondents answ ering the "consulted w ith an attorney" category 

w hich  w ould  be fairly obvious due to the  legal technicalities involved. 

O ut of 116 answ ers, 92 were positive. In the "used an attorney through the 

entire start-up  process" category, 65 corporate respondents said no b u t 48 

d id  use an attorney during  the entire process.

Ownership Objective

Strategy 2 W rote a business p lan (significance level .03411).

Strategy 3 Spoke w ith  a banker, ven tu re  capitalist, or o ther financial

source (significance level .03538).

Strategy 4 O btained financial backing (significance level .01681).

Strategy 8 Actively gathered inform ation on the m arket a n d /o r  industry

(significance level .04117).
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The "ow nership objective" dem ographic had four strategies w ith 

significant statistical differences. Frequency data indicate that respondents 

in the profit (60), family income (53), and grow th (50) ow nership objectives 

w ere interested in the "writing a business plan" category. H ow ever, only 

18 ou t of 53 in the family income objective were interested in  w riting  a 

business p lan. This apparen tly  w ould  indicate tha t the m ajority  of 

responden ts in terested  in profit and  g row th  strategies w ou ld  w rite  a 

business plan.

In the "spoke w ith  a banker, venture capitalist, o r o ther financial 

source" category, the Presidents/CEO S were again d istributed  fairly evenly 

in the three categories of profit (61), family income (53), and grow th (50). In 

the family income category, only 16 spoke w ith a banker, etc. Again those 

P residents/C E O s w ith  a profit or grow th strategy w ere the respondents 

interested in speaking w ith a banker, etc.

The profit (61), family income (53), and  grow th (50) objectives were 

fa irly  ev en  concern ing  fin an c ia l back ing . H o w ev er, o n ly  e ig h t 

P residen ts/C E O s o u t of 53 in the "family income" category obtained  

financial backing. Again, the largest frequency of respondents were in the 

"profit" and "growth" categories which could suggest a possible correlation 

betw een financing and profit/grow th .

There were 61 Presidents/C EO s w ith a profit orientation that were 

in terested  in gathering inform ation on the m arket a n d /o r  industry . It 

w ould  appear that this type of inform ation w ould  be essential tow ard 

im proving profit. Forty six ou t of 61 respondents gathered  this type of 

in form ation .

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

131

Role of Respondent in Start-up

Strategy 2 W rote a business plan (significance level .02924).

Strategy 4 O btained financial backing (significance level .01540).

Strategy 13 Identified some actual customers (significance level .00169). 

Strategy 14 Developed a client base (significance level .00888).

There are statistical differences found  betw een  the role of the 

respondent in start-up and start-up strategies 2, 4, 13, and 14. The largest 

num ber of respondents were in the "established business” role. Out of 171 

respondents, 92 did not write a business plan.

In  the "obtained  financial backing" stra tegy , 123 ou t of 172 

respondents in the "established business" role d id  no t choose to do so. 

How ever, 162 out of 172 Presidents/CEO s identified some actual customers 

and  147 ou t of 171 of the respondents developed a client base. Overall, 

there w ere tendencies for the P residents/C E O s to  identify  som e actual 

custom ers and develop a client base and not to w rite a business p lan  or 

obtain financial backing.

Age of the Business

Strategy 1 - Knew how to write a business plan (significance level .00004).

Regarding the age of the business, the respondents in the "10 years 

or more" (39), "5-10 years" (32), and "1-4 years" categories knew  how to 

w rite a business plan. However, it is interesting to observe that in  the "10
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years or more" category, 58 P residen ts/C E O s did  not know  how. The 

younger responden ts w ere the ones tha t w rote business p lans possibly 

i l lu s tra tin g  the  im p o rtan ce  p laced  u p o n  p la n n in g  by y o u n g er 

Presidents /  CEOs.

Age W hen Business Started

Strategy 2 W rote a business plan (significance level .02094).

The "25-35" and  "36-45" ages h ad  the h ighest frequencies 7f the 

P residen ts/C E O s regard ing  w riting a business plan. Again, the younger 

responden ts were concerned w ith  p lanning. Very few respondents (13) 

constituted the "under 25" category.

Technical Background

Strategy 1 Knew how to write a business plan (significance level .00094). 

Strategy 3 Spoke w ith  a banker, ven tu re  capitalist, or o ther financial 

source (significance level .02487).

Strategy 9 Calculated margins and breakevens (significance level .02799).

F requency da ta  ind ica ted  th a t the tra in in g  and  developm en t 

technical background accounted for m ore respondents in strategies one, 

th ree , an d  n ine  th an  in  any o th e r techn ical back g ro u n d . M ore 

Presidents/C E O s (33) w ith a training and  developm ent background knew 

how  to write a business plan. One item of interest is that 30 out of 63 of the 

respondents d id  not know how  to write a business plan.
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The num ber of respondents tha t spoke w ith  a banker, ven ture  

capitalist, or other financial source was also extrem ely close, indicating no 

dom inant philosophy concerning these start-up  strategies. Thirty one ou t 

of 63 Presidents/CEO s did speak w ith a banker, etc. and 31 did not. Finally, 

34 out of 63 respondents calculated margins and breakevens.

Sum m ary of Chi Square

A profile of the five correlations tha t m ade the m ost difference 

regard ing  significance are listed in  Table 4.51. Table 4.52 lists the five 

correlations that m ade the least difference regarding significance.

TABLE 4.51- Five C o rre la tio n s  th a t M ade the  B iggest D iffe ren ce  

Regarding Significance

Strategy 4 (obtained financial backing) by role of respondent in start-up - 

established business category (172)

Strategy 13 (identified some actual custom ers) by role of respondents in 

start-up - established business category (172)

Strategy 2 (w rote a business plan) by role of responden t in start-up  - 

established business category (171)

Strategy 14 (developed a client base) by role of responden t in  start-up  - 

established business category (171)

Strategy 5 (looked a t m ore th an  one specific site) by  n u m b er of 

employees - "10 or less" category (164)
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The frequency data indicates the largest num bers of Presidents/CEO s 

that had established their businesses d id  not obtain financial backing. O ut 

of 172 respondents in the "established business" category, only 43 obtained 

financial backing. H ow ever, 162 of the P resid en ts/C E O s tha t had 

established their ow n businesses had  identified som e actual custom ers 

w hich could account for the lack of financial backing. It is apparent that 

those Presidents/CEO s that established their ow n businesses were divided 

concerning w riting a business plan. It is interesting to note that, out of 171 

respondents, 92 did not write a business plan, but 77 did.

The majority of respondents that established their ow n businesses 

had  developed a client base (147 o u t of 171). Lastly, there w ere 164 

P resid en ts/C E O s in  the "10 or less" category reg ard ing  num ber of 

employees that were concerned w ith looking at more than one specific site; 

however, 93 did not do so.

TABLE 4.52- Five Correlations that Made the Least D ifference

Regarding Significance
Strategy 2 (wrote a business pian) by role of respondent in start-up  - 

inherited business category (2)
Strategy 4 (obtained financial backing) by role of respondent in start-up - 

inherited business category (2)
Strategy 13 (identified some actual custom ers) by role of respondent in 

start-up - inherited business category (2)
Strategy 14 (developed a client base) by role of respondent in start-up - 

inherited business category (2)
Strategy 1 (knew how to write a business plan) by age of the business - 

less than one year category (4)
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The Presidents/C EO s that inherited their businesses d id  not have a 

significant im pact upon the data results. In addition, those respondents 

w hose businesses are less than  one year also d id  not make a consequential 

im pression. H owever, three ou t of four of those answ ering knew how to 

w rite a business plan.

Sum m ary of F indings

These findings are p resen ted  based on  the resu lts of the study  

collected through a survey of Presidents/C E O s of external HRD consulting 

agencies.

The following research questions w ere presented w ith the related 

statistical analyses and discussion for each question.

RQ1. H ow do the dem ographic characteristics of HRD consultants

com pare to those of entrepreneurs in other businesses?

The dem ographic  analysis of the HRD P resid en ts/C E O s w ere 

contrasted to dem ographic characteristics of entrepreneurs from  C arland's 

study. Com m on dem ographic characteristics of the HRD en trepreneurs 

and  the respondents in  the C arland study are that they are bo th  in the 

$100,000 or less sales category and are em ployed by firms w ith ten or less 

em ployees. The largest business form for the respondents in the current 

study  is the corporation. The proprietorsh ip  business form includes the 

greatest num ber of those answ ering the Carland study. Regarding the role
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of the s tart-up  responden t, the largest num ber of respondents in bo th  

studies established the business. The majority of P residents/C E O s have 

over sixteen years of education  and  have earned  a M asters degree as 

opposed to C arland's respondents w ho have twelve years or less.

The Presiden ts/C E O s and those answ ering C arland 's inquiry have 

been in business ten  years or m ore and started the business betw een 36 and 

45 years of age. Profit and  grow th  had the g reatest im pact regarding 

ow nersh ip  for b o th  g roups of responden ts and  the m ajority  of the 

Presidents/CEO s had a training and developm ent background. Carland did 

not include this dem ographic in that study.

RQ2. H ow  do the entrepreneurial characteristics of HRD consultants

com pare to those of entrepreneurs in other businesses?

A n an a ly s is  of the  en tre p re n eu ria l ch a rac te ris tic s  of HRD 

en trep reneurs w as com pared  to the C arland Index data. C om pared  to 

C arland 's respondents, the P residents/C E O s w ere m ore inclined to  take 

risks. Those answ ering C arland's index showed a propensity  for avoiding 

risk. The P residen ts/C E O s preferred  to w ork for them selves and  the 

C arland respondents found that the security of w orking for som eone else 

was m ore applicable.

The HRD en trep ren eu rs  preferred  a good im age in add ition  to 

quality  and  service as d id  C arland 's  responden ts  and  b o th  sets of 

respondents w ere aw are of the im portance of seeing the possibilities in a 

situation rather than seeing the possibilities the way they are.
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The HRD respondents preferred the challenge of being successful bu t 

the responden ts in  the C arland research chose m oney tha t comes w ith 

success as being m ost im portant. Both groups of respondents thought that 

looking for new ways to do things was very beneficial.

T hose a n sw erin g  C arlan d 's  in v e s tig a tio n  th o u g h t th a t the 

sym pathetic  app roach  to situations w as consequential; how ever, the 

Presidents/C E O s preferred the analytical approach. C arland's respondents 

w ere p rim arily  concerned w ith  the ow ner's a ttitu d e  as the difference 

betw een com petitors and the HRD entrepreneurs preferred a com petitive 

advantage. The Presidents/C EO s chose grow th over family support which 

w as also the choice of Carland's respondents.

RQ3. H ow  do the en trep ren eu ria l s ta rt-u p  stra teg ies of HRD

consultants compare to those of entrepreneurs in other businesses?

An analysis o f the start-up  strategies of HRD en trep reneurs  was 

com pleted  and  a com parison  to the en trep reneu ria l s tart-up  strateg ies 

developed by R onstadt was concluded. The strategies that com pare m ost 

favorab ly  are th a t the resp o n d en ts  in  the cu rren t research  and  in 

Ronstadt's study calculated m argins and breakevens.

Both sets of respondents identified some actual custom ers, and the 

P resid en ts/C E O s and  those answ ering  the R onstad t su rvey  actively 

gathered inform ation on the m arket a n d /o r  industry. The developm ent of 

pro jected  cash flow s was of in te rest to the tw o g roups as w as the 

developm ent of a prototype.
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A chi-square test was used to determ ine w hether the tw o frequency 

distributions (dem ographics and start-up strategies) differed significantly 

from  each other. O ut of 140 relationships betw een the two variables, 

tw enty  met the test of significance at the .05 level. The five correlations 

th a t m ade the biggest difference regard ing  significance inc luded  the 

Presiden ts/C E O s that had established their ow n businesses bu t d id  not 

acquire financial backing. O u t of 172 respondents, only 43 obtained  

financial backing. The largest m ajority of the Presidents/C E O s that had 

established their ow n businesses had identified some actual custom ers. 

M ost of the respondents that established their ow n businesses w rote a 

business p lan  and developed a client base. Lastly, the optim um  num ber of 

P residen ts/C E O s in  the "10 or less" category looked at m ore than  one 

specific site.

The next chapter sum m arizes this investigation, draw s concluding 

statem ents and provides suggestions for further research.
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CHAPTER 5

SUMMARY, CONCLUDING STATEMENTS, IMPLICATIONS AND 

SUGGESTIONS FOR FURTHER STUDY

The purpose  of this chapter is to sum m arize the s tudy  and  offer 

conclud ing  s ta tem en ts , im plications and  suggestions for add itio n a l 

research.

Background

H u m an  Resource D evelopm ent (HRD) professionals are m oving 

in to  an  era of en trep reneursh ip . HRD organizations tha t flourish  are 

characterized by an entrepreneurial spirit and orientation. The message for 

the external HRD consultant is unequivocal: develop an en trepreneurial 

orientation for the success of the consulting agency.

The HRD function m ust m ove from  a reactive o rien ta tion  to a 

proactive orientation. To become entrepreneurial, HRD consultants m ust 

do m ore than  respond to requests. They m ust anticipate needs and create 

and design program s to fill those needs. Anticipating needs and delivering 

p rog ram s th a t m eet them  are prim ary  characteristics of a proactive 

orien tation . A n en trepreneurial HRD function will focus on im proving 

service directly by im proving contact w ith customers.
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The Problem

The purpose of this study  was to provide an analysis of the start-up 

strategies and characteristics of consultants in HRD in com parison to those 

of en trepreneurs in other businesses to illustrate any variances betw een 

the tw o sets of strategies and characteristics.

The prim ary questions to be answered in this study  were:

1. H ow  do the dem ographic characteristics of HRD consultants 

com pare to those of entrepreneurs in other businesses?

2. H ow do the en trepreneurial characteristics of HRD consultants 

com pare to those of entrepreneurs in other businesses?

3. H ow  do  the en tre p re n eu ria l s ta r t-u p  s tra teg ies  of HRD 

co n su ltan ts  com pare  to  those of e n tre p re n e u rs  in  o th e r 

businesses?

M ethodology

The research design em ployed was survey research. Survey research 

is typically used  to determ ine the opinions, a ttitudes, preferences, and 

percep tions of persons in w hom  the researcher is in te rested . After 

considering the survey options, a w ritten questionnaire was considered to 

be the m ost cost effective and efficient way to gather data for this study.

S tructure

For com parison  pu rposes, the research  questions of this study  

required the dem ographics developed by Drs. James and JoAnn C arland in 

their 1992 research, assessment of the Carland Entrepreneurship Index, and
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the R o n stad t Survey  In s tru m en t #2b for p rac tic in g  en trep ren eu rs . 

Drs. C arlan d  d ev e lo p ed  the d em ograph ics  an d  a sh o rt, objective 

instrum ent w hich yielded an index of en trepreneurship . The instrum ent 

does not separate respondents into entrepreneurs and  non-entrepreneurs; 

ra ther it provides an index of the strength  of the relative entrepreneurial 

preferences of respondents. The index w as adm in istered  to 225 sm all 

business ow ners, w ith  209 usable responses and the index was empirically 

validated by using a factor analysis of the 209 responses to the index.

Dr. Robert R onstadt developed Instrum en t #2b for a 1983 study  

w hich w as used to describe the extent of seriousness of en trep reneurs 

exploring new  venture possibilities. The study  identified  and  evaluated  

bo th  differences and sim ilarities betw een indiv iduals identified  as non­

starts versus practicing entrepreneurs. The instrum ent w as used for 208 

practicing entrepreneurs.

The P opulation

The ta rg e t po p u la tio n  of th is s tu d y  w ere 674 com panies and  

consultants serving the HRD profession. These com panies w ere listed by 

the 1993 A m erican Society for Training and Developm ent (ASTD) buyer's 

guide and consultant directory. The 674 agencies were listed in 38 states and 

the D istrict of Colum bia. A table of random  num bers was u tilized  to 

obtain a random  sam ple of 400 subjects. The num ber of subjects required  

to obtain  reliable descriptive statistics as de term ined  by the N ebraska 

Evaluation and Research (NEAR) Center was 204.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

142

Packets contain ing  a cover letter, the C arland E ntrepreneursh ip  

Index, R onstad t’s Instrum ent #2b, request for dem ographic inform ation, 

and a self-addressed envelope to be used by the participant were sent to the 

P res id en ts/C E O s of the HRD consu lting  agencies. The num ber of 

Presidents/C EO s receiving packets was 400; the number of Presidents/CEO s 

retu rn ing  instrum ents was 204.

Data Analysis

A dem ographic profile (frequencies and Percentages of the variables) 

of the P residen ts/C E O s of the consulting agencies was com pleted and 

com pared  to  the  dem ograph ic  characteristics of en trep ren eu rs  from  

C arland's (1992) study. The Carland Entrepreneurship Index was completed 

by 204 respondents and analyzed according to frequencies and percentages. 

The results w ere com pared to the entrepreneurial characteristics of subjects 

in  Carland's research.

The frequencies and  percentages of the start-up strategies of the 

P residen ts/C E O s in  the current inquiry were com pared to the results of 

respondents in the R onstadt research. Chi square analysis was used  to 

determ ine if significant differences existed betw een the dem ographics and 

the start-up strategies of the Presidents/CEOs.
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Sum m ary of Findings 

D em ographics of HRD Entrepreneurs

The f irs t re sea rch  q u e s tio n  d e a lt w ith  th e  d em o g rap h ic  

characteristics of HRD consultants com pared to those of entrepreneurs in 

o ther businesses. The dem ographic analysis of the responden ts was 

contrasted to the dem ographic characteristics of en trepreneurs from  the 

Carland (1992) study to establish any differences. The major dem ographic 

categories are as follows:

A nnual Sales 

N um ber of Employees 

Business Form

Role of Respondent in Start-up 

Degree

Education of Respondents 

Age of the Business 

Age W hen Business Started 

O w nership Objective 

Technical Background

The percen tages reg ard in g  the com m on HRD en trep ren eu ria l 

characteristics and  the C arlan d  en trep ren eu ria l charac te ris tics  are 

illustrated in Table 5.1.
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TABLE 5.1- Percentages R egarding  the C urren t HRD E ntrepreneuria l 
C h a ra c te r is t ic s  an d  th e  C a r la n d  E n tre p re n e u r ia l  
Characteristics

Sales:
<cmn non î cc
4 /  *  c s s s / i *  ss c / i  I C . J O

Current HRD 
Entrepreneurial 
Characteristics 

(Percentage)

00 n  
Z .D . U

Carland
Entrepreneurial
Characteristics

(Percentage)

41 r\41.U

Number of Employees: 
10 or less 80.9 85.0

Business Form:
Corporation 56.9 36.0

Role of Start-up Respondent:
Established Business 84.3 75.0

Educational Degree:
Masters 39.2 n/a
Ph.D. or Ed.D. 33.8 n/a

Education of Respondents: 
More than 16 years 73.5 13.0

Age of Business:
10 years or More 48.5 37.0

Age When Business Started: 
36-45 39.7 36.0

Ownership Objective: 
Profit & Growth 54.4 41.0

Technical Background:
Training & Development 30.9 n/a

The characteristics of HRD en trep ren eu rs  are th a t the largest 

percentage (23) m ake $100,000 or less in  sales as opposed to 41% in  the 

Carland study. They are mainly em ployed (80.9%) in  agencies of ten or less 

em ployees w hich is com parable to the 85% in the C arland inquiry. The 

corporation is the largest business form (56.9%) of the HRD entrepreneurs. 

The percentage in the Carland investigation was 36.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

145

The largest m ajority of P residen ts/C E O s (84.3%) establishes the 

business w hich was com parable to the 75% response rate  in  C arland 's 

research. C arland did not address the question of degree in that study; 

how ever, 39.2 of the en trepreneurs in  the cu rren t study  had  M aster’s 

degrees and 33.8% earned the Ph.D. or Ed.D.. In addition, 73.5 of the HRD 

entrepreneurs had  m ore than 16 years of education com pared to 13% in 

Carland's inquiry.

The largest percentage (48.5) of the Presidents/CEO s had  been in  the 

business ten years or m ore and 37% in the Carland research had ten years 

or m ore in the business. The percentages were com parable concerning the 

age w hen  the business was started . In the 36-45 category, the HRD 

respondent's percentage was 39.7 com pared to Carland's percentage (36.0). 

The Presidents/C EO s (54.4%) were concerned w ith profit and grow th and 

41% of C arland 's entrepreneurs had  a profit and grow th motive. Lastly, 

30.9% of the  P res id en ts /C E O s have a tra in in g  and  d ev e lo p m en t 

background. C arland did  not use technical background in that study.

Carland Entrepreneurship Index Data

The seco n d  re sea rc h  q u e s tio n  w as co n ce rn ed  w ith  the  

en trepreneurial characteristics of HRD consultants com pared to those of 

en trepreneurs in other businesses. The en trepreneurial exam ination of 

the Presidents/CEO s was com pared to the entrepreneurial qualifications of 

respondents from  the 1992 C arland research to ascertain any differences. 

There w ere 204 responses to the 33 questions posed by the C arland  

Entrepreneurship Index and respondents chose the entrepreneurial choice
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in 28 ou t of 33 questions. The ten questions w ith the highest response rates 

by the Presidents/CEO s are listed below:

#26 (89.7%)
The best approach is to avoid risky moves w henever possible.
If you w ant to outdo  the competition, you have to take some risks.

#30 (89.2%)
The only undertak ings my business m akes are those that are relatively 

certain.
If you w ant a business to grow, you have to take some risks.

#31 (82.4%)
The th ing  I miss m ost about w orking for som eone else is security.
I d on 't really miss m uch about w orking for som eone else.

#28 (81.9%)
Q uality  and service aren 't enough; you m ust have a good image.
A fair price and good quality are all any custom er really wants.

#33 (81.9%)
It is m ore im portant to see possibilities in  a situation.
It is m ore im portant to see possibilities the w ay they are.

#16 (81.4%)
The challenge of being successful is as im portant as the money.
M oney w hich comes w ith success is the m ost im portant thing.

#17 (79.9%)
I'm  always looking for new w ays to do tilings.
I try to establish set procedures to get things done right.

#6 (75.5%)
I like to approach situations from  a sym pathetic perspective.
I like to approach situations from  an analytical perspective.

#23 (74.5%)
The difference betw een competitors is the ow ners attitude.
We have some things w hich we do better than  the competitors.
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#4 (71.1%)
I w ant this business to grow and become a major force.
I started this business to support my family.

The ten questions w ith the highest frequencies and percentages of

the P residen ts/C E O s com pared to the frequencies and percentages of

respondents in the Carland study are as follows:

TABLE 5.2

Current Research C arland's Study
Q uestion Percent Frequency Percent Frequency

#26 89.7 183 29.3 62
#30 89.2 182 19.9 42
#31 82.4 168 20.4 43
#28 81.9 167 67.7 143
#33 81.9 167 67.3 142
#16 81.4 166 19.4 41
#17 79.9 163 63.0 133
# 6 75.5 154 19.4 41

#23 74.5 152 38.9 82
# 4 71.1 145 43.6 92

A entrepreneurial profile of the HRD consultant and  com parison to 

respondents in  the C arland study led to some interesting contrasts. The 

HRD en trep reneur (89.7%) exhibited an  inclination for risk  tak ing  as 

opposed to 29.3% of those answering the Carland study. In addition, only 

19.2% of respondents in the Carland inquiry agreed that business grow th 

involved risk taking, com pared to 89.2% of respondents in  the current 

research.

The Carland respondents were m ore concerned w ith  w ork security 

bu t the HRD entrepreneurs 82.4%) did  not miss m uch about w orking for 

someone else. HRD entrepreneurs (81.9%) were concentrating on image as
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well as quality and service and the Carland sam ple (30.0%) was concerned 

w ith just quality and service. The Presidents/'CEOs (81.9%) believed it was 

m ore im portan t to see possibilities in a situation and 67.3 of the Carland 

sam ple agreed.

M oney w as not as im portant as the challenge of being successful to 

81.4% of the Presidents/CEO s bu t only 19.4% of Carland's respondents took 

that position. The HRD entrepreneurs (79.9%) w ere always looking for new 

w ays to do th ings as opposed  to 63% of those answ ering  C arland 's 

investigation.

The P residen ts/C E O s (75.5%) preferred  the analytical versus the 

sym pathetic  perspective, bu t only 19.4% of those answ ering C arland 's 

research took tha t position. The HRD entrepreneur (74.5%) preferred more 

of a com petitive stance than  the C arland respondents (38.9%) w ho were 

m ore concerned w ith  the ow ner's attitude. The Presidents/C E O s (71.1%) 

concentrated  on grow th and  43.6 of the C arland  respondents had  this 

concern. Family support was their prim e interest.

Analysis of the start-up strategies

H ow the en trepreneurial s tart-up  strateg ies of HRD consultants 

com pare to those of en trep reneurs in o ther businesses w as the th ird  

research  question . The analysis of the  s ta rt-u p  stra teg ies  of the 

Presidents/C E O s was com pared to the start-up  strategies of respondents 

from Ronstadt's (1983) investigation to detect any differences.
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A profile of specific s tart-up  strategies are indicated  by the five 

s tra teg ies w ith  the h ighest frequencies and  percen tages (Table 5.3) 

com pared to the Ronstadt data.

TABLE 5.3

C urren t Research R onstadt's
Strategies Frequency Percent Frequency

#13 190 93.1 90.0
#14 174 85.3 n /a
# 8 141 69.1 73.0
# 6 138 67.6 47.0
#10 124 60.8 65.0

The P residen ts/C E O s w ere concerned w ith  the identification  of 

som e ac tu a l cu sto m ers  as w ere  the  re sp o n d en ts  in  R o n stad t's  

investigation . In  add ition , those answ ering  the cu rren t s tu d y  w ere 

interested in  developing a client base. R onstadt d id  not have this start-up 

strategy in his research. Both sets of respondents indicated that they were 

influenced by the availability of m arket information.

The P residents/C E O s d id  consult w ith  an attorney. The R onstadt 

respondents also consulted w ith  an attorney, b u t no t to the sam e extent. 

Both sam ple groups were concerned w ith developing projected cash flows.

Chi square analysis was used to determ ine if significant differences 

existed a t the .05 level betw een the dem ographics and the start-up strategies 

of the Presidents/C EO s of the HRD consulting agencies.

A profile of the five correlations tha t m ade the m ost significant 

difference are listed in Table 5.4.
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TABLE 5.4 - Correlations that Made the Most Signficant Difference

Strategy 4 (obtained financial backing) by role of respondent in start-up  - 
established business category (172)

Strategy 13 (identified som e actual custom ers) by role of respondents in 
start-up - established business category (172)

Strategy 2 (w rote a business plan) by role of responden t in start-up  - 
established business category (171)

Strategy 14 (developed a client base) by role of responden t in start-up  - 
established business category (171)

Strategy 5 (looked at m ore than  one specific site) by num ber of employees - 
"10 or less" category (164)

The frequency data indicates the largest num bers of Presidents/CEO s 

that had  established their businesses d id  not obtain financial backing. O ut 

of 172 respondents in the "established business" category, only 43 obtained 

financial backing. H ow ever, 162 of the P res id en ts/C E O s th a t had  

established their ow n businesses h ad  identified  som e actual custom ers 

w hich could account for the lack of financial backing. It is apparen t that 

those Presidents/C EO s that established their ow n businesses were d ivided 

concerning w riting a business plan. It is interesting to note that, ou t of 171 

respondents, 92 did not w rite a business plan, bu t 77 did.

The m ajority of respondents that established their ow n businesses 

had  developed a client base (147 o u t of 171). Lastly, there w ere 164 

P resid en ts/C E O s in  the "10 or less" category  reg ard in g  num ber of 

employees that were concerned w ith looking at m ore than one specific site; 

however, 93 did  not do so.
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The largest num ber of relationships w ith significant levels below .05 

occurred  in  the "business form" dem ographic w hich is d iv ided  into 

categories of proprietorship, partnership corporation, and other. Six start­

up  strategies, num bers 2, 4, 5, 6, 7 and  10 were statistically significant 

m eaning they could effect statistical differences in the population. There 

were stronger relationships am ong these pairs than others.

The "ow nership objective" dem ographic had four strategies (2, 3, 4 

and 8) w ith statistical differences. There were also differences betw een the 

"Role of respondent in  start-up" and strategies 4, 13 and 14. Differences 

occurred betw een "technical background" and strategies 1, 3 and 9.

Conclusions

The fo llow ing rep resen ts the m ost im p o rtan t conclusions and  

serves as a basis for the recom m endations that follow. The three prim ary 

questions of this research have been answered. The HRD Presidents/C EO s 

are en trep reneuria l. C onclusions d raw n  from  the com parison of the 

P residents/C E O s of the HRD consulting agencies and the respondents in 

the C arland  study  clearly indicate tha t differences in  the streng th  of 

en trep reneu ria l preferences d id  exist in  the sam ple responden ts. In 

addition, there were variations in the dem ographics pertaining to the HRD 

Presidents/C E O s w hen com pared to respondents in  the Carland research, 

bu t most dem ographics were compatible.

Conclusions d raw n from  the com parison betw een the respondents 

in the contem porary application and those answ ering the Ronstadt survey 

substantiate that there were some differences in the start-up  strategies of
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the respondents in the current research com pared to the sam ple in the 

Ronstadt investigation; however, the distinctions w ere minimal.

Recommendations

1. The Presidents/CEO s of the HRD consulting agencies should 

attem pt to ascertain w hy there is a discrepancy betw een the respondent's 

education (73.5) and the am ount of sales (23.0).

2. The Presidents/C EO s should use the Entrepreneurship Index 

to illustrate  and  define the HRD C onsultants' levels of en trepreneurial 

preference such as personality , innovation, risk-taking propensity , and  

strategic posture which could increase the consultant's effectiveness.

3. Steps should  be taken  by the P residen ts/C E O s to define 

d ifferences b e tw een  the  id en tific a tio n  o f a c tu a l custo m ers  an d  

developm ent of a client base to lessen the start-up risks.

Recommendations For Further Study

1. The find ings of th is s tu d y , w h ile  p ro v id in g  g en era l 

inform ation regard ing  the en trepreneursh ip  of HRD consultants, do not 

specifically identify w hy some specific categories, such as dem ographics, 

entrepreneurial characteristics, and start-up strategies, seem to have more 

of an effect than do other categories. Further research is needed in this area.
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2. The results of this study are lim ited by the respondents use of 

the "other" category in  several of the dem ographic classifications. Further 

clarification of dem ographic categories should be accomplished.

3. M ore know ledge about the start-up  decision w ill increase 

u n d ers tan d in g  of the en trep reneuria l s tart-up  process. Some s ta rt-u p  

strateg ies w ere m ore statistically  significant th an  o thers. A dd itional 

inform ation should  be acquired perta in ing  to w hy there w ere stronger 

relationships am ong certain pairs than others.
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affect th e exem p t sta tus o f  you r research  project.

E rn est D . P ren tice , P h .D . 
V ice  C hairm an , IRR

E D P /a h k

University of Ne b ra sk a — Lincoln University of N ebraska  Medical Cente r University ol Nebraska  at O m ah a  I inivorsity of Nebraska  at Kearney

S in cerely ,
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PATF

TTTLF 
AGENCY 
KTR F.F.T 
CI TY,  STATE

SAI.IJTAT TON :

Human l l e s m i r c e  He v c  1 o p i n e n t  ( HUn)  n o n s u  1 t a n t s  a r c  m o v i n g  
i n l . o  nn e r a  o f  e n l . r e p r e n e u r s h  i p ,  T h o s e  o r g a  n i z a  1, i o n s  t h a t  
f l o u r i s h  a r c  c  h a r a c  He r i z e d  hy an e n  t  r e  p r e n e i i  r  i a 1 s p i r i t  a nd  
o r i o n t . a l . i o n .

As  a d o c t o r a l  c a n d i d a l . e  a t  t h e  U n i v e r s i t y  o f  N e b r a s k a  -  
L i n c o l n ,  T am d o i n g  a s t u d y  o f  ( .he c h a r a c t e r i s t i c s  a n d  s t a r t ­
u p  s t r a t e g i e s  o f  e x t e r n a l  human r e s o u r c e  d e v e l o p m e n t  
c o n s u l t a n t s  a s  c o m p a r e d  t o  e n t r e p r e n e u r s  i n  o t h e r  t y p e s  o f  
b u s i n e s s e s .  To c o n d u c t  t h i s  i n v e s t i g a t i o n ,  T n e e d  y o u r  
a s s i s t a n c e .  You h a v e  b e e n  i d e n t i f i e d  a s  a n  IIRD c o n s u l t i n g  
a g e n c y  l i s t e d  i n  t h e  lOfl i i  A m e r i c a n  S o c i e t y  F o r  T r a i n i n g  a nd  
D e v e l o p m e n t  B u y e r ’ s  G u i d e  a n d  C o n s u l t a n t  D i r e c t o r y .

I f ’ y o u  c h o o s e  t o  pa  r L i c  i pa  l.e i n  t h i s  s t u d y ,  p l e a s e  t a k e  
abo ut .  1 fi m i n u t e s  o f  y o u r  t i m e  a n d  c o m p l e t e  t h e  
q u e s t i o n n a i r e s .  Tk i s  v e r y  i m p o r t a n t  t h a t  y o u  a n s w e r  e a c h  
q u e s t i o n .  Y o u r  r e p l y  i s  v i t a l  t o  t h e  s u c c e s s  o f  t h i s  
p r o j e c t .  M a i l i n g  y o u r  r e s p o n s e  w i t h i n  t.wo w e e k s  w i l l ,  h e l p  
e n s u r e  t h e  s u c c e s s f u l  c o m p l e t i o n  of'  t h i s  s t u d y .

A s t a m p e d ,  s e l f - a d d r e s s e d  e n v e l o p e  i s  e n c l o s e d  f o r  y o u r  
c o n v e n i e n c e .  T h a n k  y o u  f o r  y o u r  c o n s i d e r a t i o n  o f  t h i s  
r e q u e s  t .

W i l l i a m  L . C o n l e y
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THE CAR LAND ENTREPRENEURSHIP INDEX

Darken the box next to ONE of each pair of statements which comes CLOSER to the way you 
USUALLY feel. Choose ONLY ONE of each pair and DO NOT SKIP any of the statement pairs.

1. □  Written objectives for a business are crucial.
□  It’s enough to know the general direction you are going.

2  □  I like to think of myself as a skillful person.
□  I like to think of myself as a creative person.

3. □  I wouldn't have started this business if I weren't sure that it would go.
□  I can never be sure whether this business will go or not.

4. □  I want this business to grow and become a major force.
□  I started this business to support my family.

5. □  The most important thing I do for this business is plan.
□  I am most important in day-to-day management of this business.

6. □  I like to approach situations from a sympathetic perspective.
□  I like to approach situations from an analytical perspective.

7. □  My primary purpose in running a business would be to survive.
□  I wouldn't rest until the business I started was the best.

8. □  A plan should be written in order to be effective.
□  An unwritten plan for development is enough.

9. □  I would probably spend too much time with the business.
□  I would balance my time between the business, family and friends.

10. □  I tend to let my heart rule my head.
□  I tend to let my head rule my heart.

11. □  My priorities include a lot of things outside the business.
□  One of the most important things in my life is this business.

12 □  I am the one who has to do the thinking and planning.
□  I am the one who has to get things done.

13. □  People who work for me, work hard.
□  People who work for me, like me.

14 □  I look forward to the day when managing the business is simple.
□  If managing gets too simple, I will start another business.

15. □  I think I am a practical person.
□  I think I am an imaginative person.

16. □  The challenge of being successful is an important as the money.
□  Money which comes with success Is the most important thing.

PLEASE TURN TO THE OTHER SIDE

1
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Remember, darken ONLY ONE of each pair which comes CLOSER to the way you usually feel.

I'm always looking for new ways to do things.
I try to establish set procedures to get things done right.

I think it is important to be sympathetic.
I think it is important to be logical.

« Muiif\ juiiiuuiu upctattng piukcuuics aic u uuab

I enjoy the challenge of invention more than anything else.

I spend as much time planning as in running the business.
I spend most of my time running the business.

I think that managing this business will fall into a routine.
Nothing about managing this business is ever routine.

I prefer people who are realistic 
I prefer people who are imaginative.

The difference between competitors is the owners attitude.
We have some things which we do better than the competitors.

My personal objectives revolve around this business.
My real life is outside this business with family and friends.

I enjoy the idea of trying to outwit the competition.
If you change too much, you can confuse the customers.

The best approach is to avoid risky moves whenever possible.
If you want to outdo the competition, you have to take some risks.

I hate the idea of having to borrow money.
Borrowing is just another business decision.

Quality and service aren't enough; you must have a good image.
A fair price and good quality are all any customer really wants.

People think of me as a hard worker.
People think of me as easy to get along with.

The only undertakings my business makes are those that are relatively certain.
If you want a business to grow, you have to take some risks.

The thing I miss most about working for someone else is security.
I don't really miss much about working for someone else.

I am concerned about the rights of people who work forme.
I am concerned about the feelings of people who work for me.

It is more important to see possibilities in a situation.
It is more important to see possibilities the way they are.

17. □
□

18. □
□

19. n
□

211. □
□

21. □
□

22. □
□

23. □
□

24. □
□

25. □
□

26. □
□

27. □
□

28. □
□

29. □
□

30. □
□

31. □
□

32. □
□

33. □
□

2
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EXHIBIT 5

START-UP STRATEGIES OF ENTREPRENEURS

Which of the following did you do when you decided to start-up an entrepreneurial 
venture. Please circle one for each question.

1. Knew how to write a business plan. ̂ Yes No N /A

1 Wrote a business plan. Yes No N/A

3. Spoke with a banker, venture 
capitalist, or other financial source. Yes No N/A

4 . Obtained financial backing/ Yes No N/A

5 . Looked at more than one specific site. Yes No N /A

6. Consulted with an attorney. Yes No N/A

7. Used an attorney through the^ 
entire start-up process. Yes No N/A

8. Actively gathered information 
on the market and/or industry. Yes No N/A

9. Calculated margins and breakevens. Yes No N/A

10. Developed projected cash flows. Yes No N /A

11. Looked into developing a prototype; 
(e.g., met with human resource 
experts, etc.). Yes No N/A

11 Actually developed a prototype. Yes No N/A

13. Identified some actual customers. Yes No N /A

14. Developed a client basey Yes No N/A

15. Other (please specify)----

4
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EXHIBIT 6

DEMOGRAPHICS

Demographics are the statistical characteristics of a population. 
Entrepreneurship research should reflect demographics.

Annual Sales:
G $100,000 or iess
□  $100,000 to $250,000
□  $250,000 to $500,000
□  $500/100 to $1,000,000
□  $1/100,000 to $5,000/100
□  $5,000,000 and over

Age of the Business:
LI 10 years or more
□  5 to 10 years
□  1 io 4 years
□  Less than 1 year

Number of Employees:
□  10 or less
□  11 to 25
□  26 to 50
□  51 or more

Age When Business Started:
□  Under 25 years
□  25 to 35 years
□  36 to 45 years
□  46 to 55 years
□  Over 55 years

Business Form: Education of Respondents:
□  Proprietorship □  12 years or less
□  Partnership □  12 to 15 years
□  Corporation □  16 years
Q Other Q More than 16 years

Role of Respondent in Start-up
□  Established business
□  Purchased business
□  Inherited business
□  Other

Ownership Objective:
□  Profit
□  Family income
□  Growth or Expansion
□  Other

Degree:
□  Associates
□  Undergraduate
□  Masters
□  Ph.D.orEd.D.

Technical Background:
□  Business Administration
□  Training & Development
□  HRD
□  Business Education 
D  Marketing Education
□  Other

3
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E X H IB IT  7

\Y 7 e ster n  
W^AROLIN/
tJJNIVERSITY

AROLINA
Dr. James W. Carland S C H O O L  O F  B US INES S

Dr. JoAnn C. Carland 
PO Box 2689 
Cullowhee, HC 28723 
Office Phone: 70-1 227 7401 
Home Phone: 70-1 293 9151
Office FAX': 704 227 7414

Mr. William L. Conley 
5224 Goldenrod Circle 
Lincoln, HE 68512

Dear Mr. Conley:
We are sincerely flattered that you would like to use our 
Entrepreneurship Index in your research for your dissertation. 
Forgive us for not realizing that you were asking for permission to 
use the instrument when you reguested a copy.
We give you permission to use the Entrepreneurship Index and would 
appreciate hearing of its results on your sample. If we can be of 
further assistance, please feel free to write or call.

S i n c e r e l y ,  S i n c e r e l y ,

May 24, 1993

j / m e s  W. C a r l a n d , PHD, CMA, CPA

c_.

J^oAnn C.  Ca r l a n d ,  PHD, CDP 
A s s o c i a t e  P r o f e s s o r

c u i.i.c iv c i i l l ,  N n iiT ii C a r o l i n a  : h 7.u
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EXHIBIT 8

PEPPERDINE UNIVERSITY
SCI 1(101. OP B U SINESS A N H  m a n a c f m h n t

J u n e  9, 1993

W il l ia m  C o n l e y  
522 1  G o l d e n r o d  C ircle  
L in co ln ,  N H  6 8 5 1 2  
‘1 0 2 -1 2 1 -8 1 8 3

I h o p e  Ihe e n c l o s e d  helps .  I h a v e  a l s o  in c lu d e d  a r e c e n t  q u e s t io n n a ir e  that m a y  g ive  you  
s o m e  ideas .

B e s t  o f  luck.

D r .  R o b e r t  R o n s ta d t  
P r o fe s s o r  O f  F n lr e p r e n e u r s h ip

iMTPFitniMi:  i ' M i v t r s i t y  p i . \ ? \  l i  mu c o u i ' ( .'.rr m i n n ;  c i . t . t u  c m - .  c . \  " n : m  -  s n s . j - r o  o  f \ x  : n  r n s - s r r

S in c e r e ly ,
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EXHIBIT 9
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START- UP STRATEGIES OF ENTREPRENEURS

PI
i lc

e a s e  c i r c l e  w h i c h  o f  t h e  f o l l o w i n g  y o u  
o i d e d 1. o s l . a r t - u p  an e n t r e p r e n e u r i a l  v

d i d  w h e n  
e n  ti l  r e  .

y o u

1 . W r o t  e  a b u s i n e s s  p l a n . Y e s Mo N/ A

2 . S p o k e  w i t h  a b a n k e r ,  v e n t u r e  
c a p i t a l i s t ,  o r  o t h e r  f i n a n c i a l  
s o u r c e  , i O 5 N o N /' A

3 . L o o k e d  a t  s p e c i f i c  s i t e s . Y e s No N/ A

■1 . C o n s u l t e d  w i t h  an a t t o r n e y . Y e s N o N/ A

5 . A c t i v e l y  g a t h e r e d  i n f o r m a l ,  i o n  
o n  t h e  m a r k e t  a n d / o r  i n d u s t r y . Y e s No M /

fi . C a l c u l a t e d  m a r g i n s  a nd  b r e a k e v e n s . Y e s No N/ A

7 . D e v e l o p e d  p r o j e c t e d  c a s h  f l o w s . Y e s No N/ A

8 . L o o k e d  i n t o  d e v e l o p i n g  a p r o t o t y p e ;  
( e . g . ,  met.  w i t h  e n g i n e e r s ,  
c o n t r a c t o r s ,  e t c . ) Ye s No M/A

9 . A c t u a l l y  d e v e l o p e d  a p r o t o t y p e . Ye s No N/ A

1 0 . I d e n t i f i e d  s o m e  a c t u a l  c u s t o m e r s . Y e s No N/ A

1 1 . A c t u a l l y  p r e s o l d  s o me  c u s t o m e r s . Y e s No N/ A

1 2 .  O t h e r  ( p l e a s e  s p e c i f y ) --------------------------------------------------------------

PhEASF.  COMMENT REGARDING THE CLARITY,  VALI DI TY,  AND 
APPROPRIATENESS OP THI S Q U ES TI O NN A IR E.

CLARITY -  A r e  t h e  i n s t r u c t i o n s  a n d  q u e s t i o n n a i r e  i t e m s  
c l e a r l y  rle f  i n e d  V

VALIDI TY -  D o e s  t h e  q u e s t i o n n a i r e  m e a s u r e  w h a t - i t  p u r p o r t s
t o  m e a s u r e  ( s t a r t . - u p  s t r a t e g i e s  o f  e n t r e p r e n e u r s ) ?

APPROPRIATENESS -  D o e s  t h e  q u e s t i o n n a i r e  r e l a t e  t o  t h e  
p r o b l e m  a n d  i s  i f  s u i t a b l e  f o r  t h i s  
pa r t i c u l a r  pu r p o s e ?
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