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HOW TO SELECT POTENTIAL ENTREPRENEURS ?
Rationale, Tools And Technigues

by

H.C. RAVAL
C.H. PATHAK

.

SYNOPSIS

Everyone can not be developed into an entrepreneur. One has to have

some latentqualities for getting groomed into one. A selection or a screening

process, as such, 1s necessary for

(i] financial and industrial assistance agencies to select right candidates

for financing.

(1i] entrepreneur training and development agencies to select really

potential entrepreneurs for training and achieve best results.

The resources-- funds, expertise, physical inputs and training facilities--
to identify and develop entrepreneu'rs is scarce. It is, as such, required
that an optimal use be made of whatever is available. Besides, however,
noble and urgent socio-economic objectives may be, dictated either by
economic necessity or welfare considerations, none of these can be adequa-
tely and effectively served if indiscriminate assistance 1Is extended 10

non-potential, no-trained persons for entrepreneurial activities.

Issues

Financial stakes of a new entrepreneur becoming increasingly smalier
under liberal promotional programmes, the assisting agencies are now
pressed to identify those app!icam?/cntrepreneurs who really possess the
necessary qualities and competencies that make success of the venture

more probable. ‘Some of the key problems these assistance agenc:e:; face

are:




[a] What should they be looking for in a person while assessing his/her

viability as an entrepreneur?

[b] What are .the characteristics of a potential entrepreneur and those

who are more likely to succeed in any venture?

(c) What are the available tools and techngques to select the really

potential entrepreneurs?

Small scale projects are mostly set up as proprietory or partnership con-
cerns. A single individual is the key person behind the project. He is the
entrepreneur and the manager. As a manager, he has to take almost all
important decisions about finance, purchase, marketing, pricing etc. He
has to be an all-rounder.--- a concept which does not usually fit into
the text-book theories and academic understanding of entrepreneurship.
Those dealing with promotion, selection and assistance of new entrepreneurs,

as such, face the following questions:

(1] What kind of behavioural, psychological qualities must a potential

entrepreneur possess?
[2] What sort of managerial competence or understanding must he reveal?

[3] Are entrepreneurial qualities more relevant than managerial competen-

e
Inter-mixed with the above are certain beliefs about the profiles of entre-
preneurs, raising doubts such as:

[1] Should he be a qualified man in terms of education or is education

not important?

[2] Is experience in an industry or business in any capacity sufficient?
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Should he be a technica! man or technical skill is not a must?
[4] Would he fail if he is too young below 20) or too old (above 50)?

[5] Can he alone look after all the responsibilities or should he have

a partner of complimentary capabilities?

Tools and Technues for Selection

Our awareness of relevant managerial skills appears to be better than
that of relevant entrepreneurial qualities. This is mainly due to pre-domi-
nance of techno-management experts in financial institutions and their
usual scepticism about behavioural/psychological traits. Many psychological
and behavioural tests have now been developed and substantial work to
test and validate them has been done in India and abroad. EDI-I has been
effectively using specific tools to locate entrepreneurial qualities and
measure their potential to select and encourage the right ones through
EDPs. The essential entrepreneurial traits and methods (instruments)
to locate and measure them are described in detail in this paper. Findings
of a current research to cross-culturally validate the essential entrepreneu-

rial competencies and a new method to locate them are also covered.
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2.1

2.2

EDI SELECTION MODEL e L

Key Assumptions

The EDI selection approach is based on certain assumptions about entrepre-

neurial development process. These assumptions. are : -

[1] All persons cannot be entrepreneurs and those who can be, must

have certain traits to be successful as entrepreneurs.

[2] These traits are idehtifiable through some psychological tests and

social indices.

[3] People possessing these traits and social indices in a certain degree
are normally more successful than those having less than that; and

(4] Persons possessing these traits in developed or latent forms can
be helped in developing these and other capabilities of a successful

entrepreneur.

What to Test? : The Traits

An entrepreneur is a person who initiates, establishes, organises, maintains
expands an economic activity or enterprise. In order to perform these

tasks, he needs specific skills, abilities, traits and motives. Research

. studies on personal entrepreneurial characteristics have generated long

list of chartacteristics often atfributed_ to the entrepreneur. The most
frequently cited personality variables found to be predictable in successful
entrepreneurs, which the EDI-I selection process attempts to identify

include the following: 2

- [al Need to Achieve

Need for achievement is defined as an urge to excel; an urge to
do something new and better-- a concern for maintaining high stan-
dards for one's own and other's work. An urge for doing something




more efficiently, attaining results ag

ainst an internal standard of excellence,

and innovating and having long range plans for accomplishment. All success-

ful entrepreneurs have been found having these traits in plenty.

(b]

[c]

(d]

[e]

Moderate and Calculated Risk Taking

Persons having high need for achievement always have an inclination
to take calculated risks. They are not happy with tasks which are
easy to accomplish or impossible to achieve. In such a case, the
outcome is definite and therefore, the probability of influencing

the outcome through efforts is very low.

High Sense of Personal Efficacy

Persons having high sense cf efficacy are likely to succeed in entre-
preneurial activities. Their belief about themselves reflects a sense
of confidence, a capacity for action-orientation and problem-solving.
They have an urge to speak about the past achievements and narrate
it with a sense of pride. They normally have clear goals in their
mind and like to live in the present with involvement to forge ahead

to achieve the same.

Initiatives and Independence

Persons with high initiative like to do things without being directed
or forced by events. This results in a tendency to work on one's

ideas and decide on the line of action appropriate for them to take.

Problem-solving

Persons enjoying entrepreneurial tasks have ability to shift strategy
when necessary and also identify novel solutions for problems which

help them to use logical analysis to develop plans and make decisions.
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This tendency is the result of their keen sensitivity and perception
of the existing potential resources available in the sitation and

faith in their own capacity to exploit the same.

£ [{] Hopeful about future and High Level of Aspirations

Persons' having optimism, view their tasks differently. They attempt
to complete a task with the hope that they will succeed rather than
with fear of their failure. Such hope enhances their confidence.

[g] Time Boundness

Persons having entrepreneurial capabilities have a strong sense of
personnel commitment to fulfil a task in time as they perceive time

as an important resource and therefore, try to use the same in the

best possible way.

[(h] Tendency to Analyse the Environment

Entrepreneurial persons have the tendency to analyse the environment.
They value information and therefore, try to seek it personally which

will help them in planning and taking decisions.

(1] Desire to Influence

Entrepreneurs have a strong desire to influence others and. have
ability 1o present themselves in a convincing way to others. They

also have tendency to find out ways and means to influence others.

2.3  Entrepreneurial Traits: Recent findings

i

A recent international research project to identify and validate the entre-

preneurial traits and competencies, in.which EDI-l1 has partcipated,
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dentified Personal Entrepreneurial Characteristics (PECs) by studying
the tasks, activities and behaviour of successful and average enetreprencurs '

of Tndin; Ialawiand Eeuadossa!

The important entrepreneurial competencies which have emerged as rele-
vant for success in entrepreneurial career among all the three countries

include:

Achievement cluster Initiative :
seeing and Acting on Opportunities
Persistence
Information Seeking
Concern for High Quality of Work
Commitment to Work Contract
Efficiency Orientation

Thinking and Problem- _ Systematic Planning

salvig b ser Problem-Solving ’

Personal Maturity Cluster Self-confidence

- Influence Cluster ' Persuasion

Use of Influence Strategies

Directing and | Assertiveness

Controlling Cluster

The findings of the research also suggest that most of these Personal
Entrepreneurial Characteristics (PECs) are cross-culturally common, irres-
pecytive of personal background of the entrepreneurs, their social “status,
values, culture and the level of economic growth of the society. This
research has shcwn strong evidence that the success of an entrepreneur
in a small business hinges upon these PECs which include a cluster of

—

1/ Interim (unpublished) Report on the Research Project "Entrepreneurship
and Small Enterprise Development" carried out by McBer & Co., USA,

with EDI-] participatin.
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competencies pertaining to achievement orientation-- the concept used
by EDI | in the selection process adopted so far and spread to other parts

of the country.

Selection Tools and Technique

L

Many selection tools are available for assessing potential entrepreneurs.
These instruments are based on previous research on personal characteristics
associated with entrepreneurial success. EDI-I has adopted some of these
tools and modified the same to suit the local environment and the target
group. Some new instruments have also been developed and used. The
tools presently applied are also validated periodically by examining the
behaviour of both-- those who were 'rejected' and those who were 'selected’.
The multi-tier selection procedure presently used by EDI-1 attempts to

determine the levels of traits or potential in the respondent group of

pecple in a particular town or village consists of the following steps:
‘
Tier | Application Form Assessment
Tier 1l Behavioural Tests )
Tier 11l Personal Interview

Explanation of each selection step s given below. In Table 1, various

traits identified by each selection instrument are classsified.

Selection Stage-|

In reality. the screening of applicants begins with the idenufication of
a target groups In the initial promotional work. This is followed by an
appropriate advertisement which provides an opportunity to the applicants
for self-screening. Therefore, the text of the advertisement has to be
carefully done. A brief narration of the role which the respondent has

to plav together with the training institution's expectation from him pro-

vide adequate data for self-assessment.




The application form developed by EDI-I provides dgta on personal back-
ground, general information and some entrepreneurial traits. The basic
objective at this stage is to collect information for sLbsa;;-ueht probing
during the personal interview. Part of this informa;_p"on helps in deciding
about these specific training inputs the candidate would require if he
is selected for the programme. There are questions in the q;plicatioﬁ:
form regarding his family background, his responsibilities in the family,
basis for product selection if the product has already been selected, capa-

city to contribute equity for total investment, activity level etc.

The application form also provides information on entrepreneurial traits
by means of certain questions such as, reasons for change of activity,
reasons for opting to be an entrepreneur, his perception about future
goals etc. which would provide information on his motivational profile.

It is alga important to mention here that the application forms be distribu-
ted by the trainer/motivator himself as far as possible. this will provide
the trainer with an opportunity to have a first hand interaction with each
aspirant during which he can probe him in an informal way. If probing
is done carefully and necessary notes are taken on each person receiving
application form, the trainer-motivator can get better ideas on the expecta-
tions of the applicants, ‘their socio~cultural background and also their
understanding of an entrepreneurial career. It is, therefore, suggested
that adequate time be spent on distribution of application forms and an

indifferent, routine supply of forms be avoided.

By processing the application forms, it is possible to rule out those who
are only casually interested in the EDP course, or those who would not

» have benefited from the training inputs.




2.4.2 Selection Stage-2

v

During the second stage of the selection process, behavioural tests are

.

carried out 1o assess entrepreneurial traits and these tests include :

[i] Thematic Apperception Test (TAT)

[ii] 'Who am I?' (Self-Report)

[iii]) Sentence Completion Test (SCT); and
‘ [iv] Paired Comparison Test (PCT)

Features of these tests are given below:

[i] TAT

In this test six TAT cards are shown and the participants are asked
to write stories out of the same by using their imagination. The

pictures help them to assess their need for achievement and need

+ for influencing.

The respondent gets an opportunity to express in words his notions
towards work, influencing, feeling etc. The cotents of the stories
written by the applicants are coded to identify various components

of need for achievement and need for power.

To administer and score this test, one need not be a psychologist.

An intensive training for about a week could develop anyone as

a competent scorer for TAT.

This test should be taken in a conducive environment as happenings
around the test situation affect the participants imagination. There-
fore, the trainer will have to be very carefull while selecting the

place for conducting TAT and also. Jn.providing instructions before

administering the test.




(ii]

[1ii]

[iv]

'Who am 1?' (Self-Report)

In this test the applicants are asked to write aout their experiences,
achievements, strengths and weaknesses. They are also asked to
write on activities which have given them satisfaction/dissatisfaction,

their likes/dislikes etc. The coding on their essays on 'Who am [?'

helps in knowing their personal efficacy level as it is considered

an important and critical factor which contributes towards entrepre-
neurial effectiveness. The detailed scoring of this test will throw

light on the following;

[a] Initiative
[b] Problem Solving

[c] Resource awareness (Internal and External)

[d] Clarity of Goal

Like TAT scoring, an individual could be trained to score 'Who am 17"

test also within a short duration. ,

Sentence Completion Test (SCT)

In this test, multiple choices are given to complete a sentence.

Altogether there are 1l statements with more than two variables
and the choice of the respondent reflects his behaviour pattern to-
wards money, security, independence, achievement, risk-orientation.

intiative and fear of failure. This test is also simple to administer

and score.

Paired Comparison Test (PCT)

l

In this test, 32 pairs of statements are given and the applicants

have to select any one of the two statements. On the basis of the
choices made it is possible to measure certain traits which indicate

the degree of achievement motivation in a participant.

.
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[vl] Group Discussion

The applicants are divided into groups and each group are given
one or two business situations and is asked to discuss the samelamorg
themselves. This group discussion helps in measuring their initiative,
problem-solving aptitude, leadership quality, planning/organising
ability and also decision-making capability. a team of two experts
(observers) is needed to score competencies that emerge during

the discussion.

The total score of the above tests brings to the fore the composition
and levels of entrepreneurial traits present in the applicants. Persons
who could be developed as enirepreneurs not very low scores are called
for personal interview which forms the next stage of the selection process.

Selection Stage-3

A personal interview is the final phase of selecting participants for an

EDP. Some of the features of interviewing potential entrepreneurs are

given below:

[i] It employs a strategy to probe by focussing on some entrepreneurial

issues through non-leading questions.

[ii] It is investigative in the sense that its objective i1s to look for entre-

preneurial characteristics on the basis of what the parucipants have

to reflect on the issues raised.

[11i) The members of the committee do not draw conclusions on the basis
of what the participants think about certain issues. what he actually

did in a particular situation is more important.

As a result the EDI-I approach to the interview contributes 10 the following

assessment on the basis of which his potentiality as an entrepreneur is

measured.
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[a]

(b)

[c]

13

general approach and understanding of interviewee for a small scale

industry.

relevance and usefulness of interviewee's experience and accomplish-

ments/achievements for becoming a successful entrepreneur.

interviewee's feelings, motives, attitudes etc. to assess entrepreneu-

rial capabilities.

Who should conduct the Interview?

In order to have a sound assessment, a well constituted committee should

be formed to conduct the personal interview for the final selection of

entrepreneurs. This opportunity can also be availed to involve local leaders

and

key officials from the local agencies that the participants would

have to approach for various assistance.

A suggestion for the kind of members an ideal Interview Committee for

EDP is given below:

(i]

(11]

(iii]

A successful entrepreneurs

Involvement of a successful entrepreneur helps n understanding

the local industrial environment.
Senior officials from financial institutions

Financial Institutions desire to assess a prospective entrepreneur

as per their own requirements. It is therefore always advantage
.

to involve them at the very outset.

Development Manager of a Bank

Local Bank Managers should also be invited as they are experienced,

in assessing loanees.
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v

[iv] Representatives from Office of Director of Industries or
District Industries Centre:

.

Their involvement in an EDP from the very beginning later helps
the participant in completing the registration and other procedural

formalities in the shortest possible time.
[v] Management Expert/Consultant/Professionals: .-

They imr ~nsely help in the assessment of managerial capability
of entrepreneurs and technical knowledge of the products they

have selected.
[vi] EDP Trainer/Co-ordinator:

Co-ordinating and conducting interview in the right spirit s

to be ensured by the experieced trainer.

CONCLUSIONS

1.

Selection of poten'tiaI entrepreneurs for an EDP, if done scientifically
and svstematically, can ensure better results in terms of setting up
of units, and successfully running of the same. Since the main objectives
of EDP are to identify, motivate and develop new entrepreneurs,
cares taken 1n selecting right persons not only help in yielding detter
results but also in understanding the expectations and training input

necds of the selected entrepreneurs. -

L]

All said and done, It must be borne In m‘md that after all we are
assessing a human being, and no amount of scientific approach can
be foolproof. The system has been evolved after considerable experimen-
tation and helps only to know ‘potentiality’ in a person and has proved
its effectiveness in gettirig better results in EDPs. It 1s not the)mechanics
of the exercise, but the process through which one learns about and
discovers the potentialities in the person which is important. In many
cases, mechanical adoption of the tools and technques have not yielded

good results simply ber:_a'use'of the absence of involvement of an experi-

enced trainer-motivator in the entire process of selection.
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Entrepreneurship development is a continuous learning process and, therefore,
the scope and avenues for research and experimentation are also unlimited.
The suggested system is not conclusive and need not be blindly duplicated
in developing countries. But it definitely helps in planning the approach
and methodology which one can appropriately design to suit the local

condition.

vasant
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OPERATIOHAL FMANUAL -
SELECTION TOOL - APPLICATION FORM

» - BY RAMESH DAVEC

Guidelines for administering written tests

The administration of written behavioural tests is extremely
important for identifying key centrepreneurial traits, It is,
~herefore, necessary that the tests arc administered very
carefully so that spongancous reactions of the participants
are obtained.

General Instructions

1. The trainer can begin administering the tests with
general instructions which should be encouraging
without creating any tension among the participants
who are participating in the tests.

You can begin as below:

"Now, you arc qgoing to participatc in a scries of
exercises which will be diffcrent from your
school/university expericncces of writing tests.
Thesc¢ tests/excercises are reant to measure your
perception, thouaht procosses and resronses in
different situations/contoexts ot your life. This
written tost booklet contains & different tests/
exercises and sperate instructions are given for
2ach test/excrcise. Plcase read the instructions
carefully beforc starting. If you need any clerifi-
cations plcase ask me,"

24 Before distributing the written test material to
the applicants, please explain the nature and
purposc of the tests in de+ail.

3. Sec the sitting arranacmants of the candidates
and check up if they arce comfor-able,

4. Check up whothar the candidates have followedd
and undurstood the instructions.

5. Use a stop-watch to ensurce that the participants
complete the test within the prescribed time lim,

6. Before commencing each test, ask the candidates
whether thecy have got their doubts cleared on the
instructions.

The following gnidelincs will help the trainer in adminis-
tering these tests., It will also help establishing a standard
pattern/approach among all of us whe arc engaged in this
task,
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A. ' Instructions for Sentence Cornlotion Tast (SCT)

"Here, theee arc ~ltogether 1. incomplete statements.
To complete thce statoment, ycu have to choose any one
of the five alternatives givon against the same, which
according to you, will suitatly corplete the given
statment. There are no right or wrong answers. Do

not take much time. As soon as you recad the statement,
see the alternative and tick (_/) one of them. Now
plecase go ahead."

B. Instruction for Paired Comparison Test (PCT)

"This test compriscs 32 pairs of statements describing
Adifferent aspects of life. You have to select one
statement from ¢&ich pair which you think 1is close to
your thinking. In some of the pairs, you may feel

that both statements are r-lcvant to you. In such an
eventuallty 3lso, you havc te choose one of the
statcments which is closast tc your thinking. You will
tick (_/) mark that staterent in cach pair. Please note
that there are no right or wrc~g answers. If you have
any doubts, plcasc ask m~."

e Instruction for Thomatic Apperceoticn Test (TAT)

"This test will bring out your cr-ative imagination.
Hera, six diffcrant pictures will bc shown. You will
be given 20 s:zccnds to look at cach picture and thern,
f£ive minutes %o writo a story about it. There arc
six blank nages for six different stories to help 3
you cover viaricus elements of the story."”

The following guestiens haw becr given at the top of each .
P"gc;: they are-

1) 4hat is happcninc? Nhe are the -eople?

ii) “hat had led up to this situkricn?

iii) Whet is being tnought? What is want d? By whom?
iv) hat will happen? “hat will be <cne?

These questions are given only to j4ide your thinking in
order to cover all ~ajor clemcnts 28 a nlot in the time
dlloted. You may speni out 1 mirnute con each question.
It 'will keep a ch ck on tine and <=1l you when you should
~ caommence the story.

Ctviously, there are no right or Wrerg 2nswers, so you
may fcel free to write stories én the ~icturcs shown.
But try to make them-vivid and driratic as this is a
Test for creative imagination. De not merely describe
the picturc or 2nswer the guéstiors. #ork as fast as
interesting.

IZ you have any questions or Jdoub:s s,
It you neced more space, you can use t
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The following care should be raken while administering
T A T 3

i) Check wheother all the candidates arc able to see the
picture clearly;

i1) Show each picturc for 20 seconds and givc S minutos
to write a story:

i11) Explain in detail ind make sure that they do not
simply answer thc questions in TAT but write an
intcrestingy storv:

iv) The pictures to bc show for TAT shoud be in a
sequence indicated on the back of the picture.

Instructions for "Who am I?"

In this part, we want to know mui.o aboul yovurself,
yoir aspvirAations, goals and -chi~7.ments in the past,
present and {uturc and 130 your w.aknasses. You c"u
also narratc your satisfactions/dissatisfactions in
life. Nothing is correct or inccriect. We dnly want
to know more about yourself in Aan cssay f{orm.

Scoring of Written: Inst uctions

(a) Scoring manuals for 1ifferent tests arc given
itnAarataly,

(L) Score aawh tlst according to the manual. So the
maximwn scorv¢ for SCT, CT, TAT and Who am I?
will be 3,3,6, and 4 respec'ively. Thus,maximum
score wili te 16 for the writtén tests.

The score can be coded 1in the grades as below:

D 0-4
c 5=7
b 8-10

A 11 and above.

(€) - Tha cul-[f polnts in tne written tests will
alwiys vary depoending upon the target group
but will be decided by the scnior tratner.

(d)  If you have to select a very low scorer, please
explain the circumst.nccs under which you havo
taken the particular applic+nt,

(c) Once the scoring is complcted and final data
shcet should be preparcd as per the format giwen
in annexure, it will be nccessary to brief the
members of the int2rview cemrittee about the
objectives of these tests. It will also help the
second phase of the selacticn.




PZRSONAL INTERVIEW

This
alsn

is the third stage of the selection process. Here
most of the dimensions should be orofessionally

assesscd by the panel. The trainer's rolc is vory important.
The following points should be taken carc of by him/her:

1)

11)

111)

iv)

v)

vi)

viil)

viii)

ix)

There should not be too many members in the pancl.
Try to restrict the members (say 5 to 6).

It is preferable that the intervicewer be from
local banks, financial institutions and Government
agencies dealing with small Industries Development.
A local entreprcneur is a must.

Before the commenccment of the interview, the
trainer should brief the panel membcrs about the
mode of selection and cach member should be given
the list of the candidates with the scure on the
behavioural tests.

The trainer should also emph-sise the areas whorec

each member can probe the anplicants. It is better that each
person probs on diffe-ent aspects for e.g. onc on
financial, the other on t-:chnical capabilities, the

third on promotion activities, fourth can probe on

his/her administrative ability and the fifth may assess

his behaviour~al aspects.

It may be possible that in a short time the officers
cannot elicit the required information to ecvaluate

the candidates. In such situations, the trainer should
probe the missing aspects.

Probe the applicant to check whether he/she has
adnlied a stop gap arrangament for the unomployment
period (His/her clarity and comr itmant to do).

Some applicants may have the wrong :rprossion that EDP

training is gov:rpmant sponsorcd ari it is the
vernment's responsibility to cnsure all bld
including loan etc.).

Probe the applicant's interests, his/har olanning about
the cnterprise. ' '

Probe annlicant's mind about the oxrp.ctations from
EDP and re diness to mcet the time an?d other
requirements.




Points for asscssment in Personal Intorvicw
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Family bacground and suport.
Present occupation/activiti=s.

Why do you want to join this programme? (his
satisfaction/diss-tisfaction from present
occupation).

His plans aftor completion of the course as far

as his present occupAaticn is concernad (such as
whether he will continue 1t, 2¢ it part time, leave
it, - If so, as and whoen).

Any attemnts made to ostal*lish a 3ST unit.
Octermination of sctting own unit (even though

one may ke having good futur: sCcope in the present
career) . .
Flexibility in selection of preduct,

His/her own rargin {or inv stinc in his/hor
enterprise plus his/her own 25 ets §f ny,
Expactations from this prog ar- c.
Availability fo the course for a period of
4-6 hours daily,

Readiness to 'spat: tim (o1 nndergoing the reguisite
tecnnieal tryaining,




Modo of Assessmont

T pandl can asscss i aive W rahn v indieate points

tir *ss.ssmant in the following nanno-:

60 and above - A
o6 I AR - L
+0 - 49 - (&
Below 40 - D

The penal members in the intorview sheula prove the
selection list as por the following nrirriey :

21 uT
A - A

B - A
1 A - I3
C - A

B - B
) - A

A - (£
c - 3
B -~ &
D - B
A - D
C - €
B & -
D - C
L% - =
o - i
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FOCUSSED BEHAVIOURAL EVENT INTERVIEW 1
A New Aporoach to Assessing Entrepreneurial Potential

Introduction

The success of a small scale 1ndustrial venture depends on

the following majcr factors :

ta) Inherent viability of the proJect, l.e.
technical, organisation, financial and
commercial viability.

(b) The way a projlect 1s planned, 1.e. decisions
regarding various project parameters such as
where to locate, what technology to use, what
should be the capacity of the machineries, etc.

(c) The meticulousness with which a project is
implemented.

() The way a project 1s managed.

While one can add certain other factors to this list
including the environmental factors, the =said factors
appear to be major ones. Let us focus our attention on the
last I factors mentioned above, i.e. project planning,

implementation and management.

scale enterprise or even 1n a medium sciale
is the promoter of the project, 1.@. the
does most of the functions of project

If the w®size oOf

In 4 small

enterprise, 1t
entrepreneur who
planning, implementation and management.
the project 1s big enough to call for employing
professional managers, 1t is the entrepreneur who acts as
a driving farce behind performance of these three

atoresaid major tasks.

project flawlessly, }impllment 1
1t effectively, an entrepreneur

Needw to possess certain knowledge, skillw and appropriate
personality profile, All these put together could be
termed as Competenciles. Let us first understand the

before Swelling wpen VYho detatlls

concept of 'competenciles’
entrepreneurial competencies and methodology ot

Bsame .

In order. to plan a
meticulously and manage

of
assessing the
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The Competent Manager

Competencies t A Conceptual Framework

(13
What 1s a Competence

is an underlying characteristic

A competence of a persan

which results in effective and/or superior performance 1in
a Jjob. A job competence is an underlying characteristic
of a person, in that 1t may be motive, traits, skills,
aspect of one’'s self-image or a body of knowledge which

or

The exi1stence of these characteristics may
In this senme, the

the person.,

one uses.
may not be known to the person.

characteristics may be unconscious aspect of

In simple terms, a competence 15 a4 caombination of body of
knowl edge, set of skills and cluster of appropriate
motives/traits that an i1ndividual possesses to perform a
given task effectively. In order to understand more about
competencies, let us understand the meaning of knowledge,
skills, traits and motives, which form various components

of entrepreneurial competencies.

What 1s body of knowledge?

Knowledge means collection of i1nformation and retention of

facts that an individual stores in some parts of his/her

brain. Let us take for example, swimming.

One could be in a position to describe how to swim which

would mean that one possesses knowledge of swimming. But
has

this alone will not enable to actually swim unless one
than the knowledge part to perform the
that knowledge 1s necessary for

sufficient.

something more

activity. It means

performing a task but not

In real life situation, one may find wvarious examples
where people possessing mere knowledge have miserably
failed while performing the task. Besides knowledge, an
individual should have skills to translate the knowledge

into action.

What 1s skill?

Skill 1s the ability to demonstrate a system and sequence
of behaviour that are functionally related to attaining a
performance goal. Using a skill is not a single action.
The relationship among the specific actions is such that
each contributes in some direct manner to the capability
of people to function effectively or ineffectively in a

given situation.

by Richard E. Boyatziz : John Wiley %

Sons Inc. UN 1982.
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is the ability to demonstrate a system and
something

sequence of behaviour, it must result 1n
observable, something that -somecne in the person’'s

environment can ‘see’ .

Since a skill

For example, planning ability People who have
this skill can identify sequence of action to be taken to
accomplish a specific objective. They can identify

potential obstacles to those actions. People with this
skill obstacles

can identify sources of help in avoiding
or overcoming them when the action

they interfere with
sequence. None of these separate actions constitutes a
skill, but the system of behaviour does. People who have
this skill can apply it

in a variety of situations or
contexts.

is a skill.

1f one has

by the example of knowledge of swimming
skill

Going
one needs to have the

to be 1n a position to swim,
too.

Knowl edge could be acquired by reading, listening, visuals
etc., while skill can be acquired only through practice
which enables the individual to demonstrate the system and
sequence of behaviour that are functionally related to
performing a task. In other words, knowledge of swimming
could be acquired by reading, talking to experts and so on
the skill to keep oneself afloat on water can be
practising on a number of occasions. Thus,
well as skills are required

wpereas
acquired by

knowledge as
given task effectively.

to perform a

Motives and Traits

a goal-state or

a recurrent concern for
directs and

in fantasy which drives,
individual.

A motive 1s
condition appearing
selects behaviour of the

thoughts related to a particular goal-
people who think about improving their

a standard of
When

Motive includes
state. For example,
own performance and competing against
excellence are said to have Achievement Motivation.
people with a high achievement motivation encounter a
sjituation 1n which their performance can be measured and a
Qoal can be stated, their achievement motivations aroused.
Once aroused, the motivated thoughts direct and select
their behaviour, i.e. they will choose to do things

help them get feedback on their performance and engage
activities that may remult in i1mproved performance.

that
in

In simple terms, motive 1s an urge for which one has
continuous concern 1n one '8 mind which directs one to get

into certain actions to satiwfy the concerns.




the knowledge of
would help an
would lead to the
But then this
a

Coming back to the example of swimming,
sSwimming followed by practice which
individual to acquire skills 1n swimming
individual acquiring capability to swim.
dops not lead him to becoming the best swimmer within
given reference group. The 1ndividual’'s urge to do
and better leading to a desire to become the best swimmer
could be termed as a concern for excellence = in other
words , achievement. It 1s this concern which would help

the 1individual to constantly practice swimming, look out
for ways and means of increasing the speed thereby

ultimately increasing the possibility of becoming the best

Swimmer.

or charadacteristic way 1n which
stimuli. A

activities

A trait 1s a dispositional
the person responds to an equivalent set of

trait 1ncludes thoughts and psycho-motor
related to a general category of events.

For example, people who believe themselves to be 1n
control of their future are said to have the trait of
efficacy. When people with this trait encounter problem or
issues 1n rany aspect of life they take 1initiative to
resolve the problem or understand the i1ssue. They do not
wait for someone else to do it nor expect that luck will
take care of 7 -8 The thought pattern and resultant
behaviour occur i1n response to any general set of events
which allow the trait to be expressed. /

given task 1including that of

launching an industraial venture and managing 5
successfully, a person needs a set of knowledge, skills,
motives and traits which could be together labelled as

competencies.

Thus, to perform any

Identifying Competencies : Alternative Approaches

Soft Skill and Hard Skill Competencies

1t takes to perform a task effectively? The task

What

could be that of a manager, a supervisor or an

entrepreneur. One aspect that leads to effective
‘hard skill® of the performer. By bhard

performance is the
skills, we mean those related to a given

acquired, generally through academic education
through hand-on experience 1n perfarming a3 task.

profession and
as also

engineer’ engaged 1N
complex machine, the

Taking the wexample of a ’“design
1s the hard ski1ll

designing gears as a part of . a
technical knowledge/skills of designing
that would contribute to his performance.

better



er and a not

ween a successful designing engine
terms of

However, bet
the difference could be 1n

so successful one,

(2)
‘soft skills’ .
having prepared

A successful design engineer could,

a preliminary design of a gear imagine
himself to be a gear that he has designed and think of
where it would hurt “when the gear is fitted 1n the
machine. Such an imagination could lead to improvement in
design. Such a cognitive competence fge a e e S YL
competence.

ute to sSuccess

saft skill competencies that contrib
could be

Other

of a designing engineer 1n our illustration

prablem—solving approach, tendency to gather information

from various sources SO as to perform the task
Such soft skill competencies

and the like.
changeable. For example, someone who

posse<ses problem—solving shiil L = | a soft skill
competence ~ ' gan apply it'in any sltuation other than
one’'s profession. Soft skill competencies are seldom

acquired through the usual academic education.

effectively,
are functionally

Identification of Combetenc1e5

4
k)

soft skills

underatood that both hard skills and
can

rm a task effectively, how one
words, how one can decide what

effectively?

Having
are necessary to perfo
identify the same? In other
1t takes to perform a task

The answer could come from a “theory’ reflecting someone’s
thoughts on what characteristics an individual must
possess to perform the task effectively. It may emerge
from personal experience of individual who needs to
decide wihat it takes ta do a yob wel L For example, one
may conclude based on one’'s experience that to perform ‘X’
task effectively, one needs characteristics such ad,

dedication, hardwork, thoroughness, etc.

ch do not constitute

Soft skill competencies are those wh1
inter-—

‘professional knouw—-how ' and are functionally
changeaple.
Ability to persuade others to get things
dones skilbtul usejof. influsnce strategy
orientation ‘tOwards seek1ng information;
orientation to do things faster and cheaper.

Example :

Soft Skill Competencies Lyle M. Spencerg
Scottish Council for Research 1N education

(Lindsay % Co. Ltd., Edinburgh)

Ref
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what 1t takes to perform &

Such approaches to i1dentifying
task effectively lead to listing out such qualities whigch
are vague and seldom tested systematically against

performance.

Job Competency Assessment

The best way to understand what it takes to perform a task
effectively is to find out what good performers actually
do, how they approach a given situation and compare the
same with what averace performers do. The process, A, o
job competency assessment i1s based on the follouwing

premises

(a) In every Job, some people perform more
effectively than others. These people also

approach their jobs differently from average

performers.

(b) These differences in approach relate directly

to specific characteristics that are often
absent in average performers.

The approach towards job competency assessment i1nvolves :

(a) Determining performance standards, factors
indicating top performance and using this
information to identify superior performers.

(b) Analysing Performer Characteristics % Behaviour :
Gathering experts perceptions about it takes fto
perform the job successfully. Then studying
what the top-performers themselves actually do
on the job. "

te) Developing the Competency Model :

Describing the top—performerf in terms o1

observable behavioural speci1fic characteristics
and deriving a validated competency model that
directly relates to critical aspects of the

Jjob.

has been adopted for identifying

A .ﬁimilar approach
1in what follows.

entrepreneurial competencies as described

1dent1fy1nq Entrepreneurial Competencies

David C. McClelland's (a well-knouwn

and Harvard University Professor)
Pradesh

Subsequent to Prof.

behavioural scientist
experiments 1n Kakinada and Rajamundri of Andhra
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in India during late 6#'s, achi1evement motivation was
commidered as the central theme in the personality of a
successful entrepreneur.

in an

1s an ‘urge’
to compete

In simple terms, Achievement Motivation
and to be

individual to excel, to do better and better
with self-set standards to perform unique tasks

involved 1n long-term career goals.

decades 1n  adopting achievement
motivation theory for identifying and developing
entrepreneurial potential has led to the need to
understand with more clarity what contributes to success

as an entrepreneur.

Experiences of two

Accordingly, a research project was 1nitiated by Prof.
David McClelland and his associates with the involvement
of EDI where emphasis was on identifying entrepreneurial
competencies using caompetency assessment approach. The

research project 2 countries - India,

was spread over J
Malawi and Equador - and 1nvolved the following steps 1

entrepreneurs

» Identifying top—performers 1.e.
well

in small-scale sector who have performed
and a matching sample of average—performers
operating in the same product-line and in the
same environment. Such samples were identified
1n wvarlious parts of India and other countries
using certain established sampling techniques.

were i1nterviewed 1n

Entrepreneurs so i1denti1fied
depth covering their early life, point of entry

the entrepreneurial career and their

into
thereafter to the1ir

experiences
business.

related

Entrepreneurs were specifical.y asked to recall
in the1ir

and narrate high points and low points

business . The narration was probed to
understand the thoughts, feelings and actions
of the entrepreneur in a given critical
experience. Based on the same , a list of

that a top-

characteristics/competencies
was compiled and compared . with

performer has,
that of an average performer,

of such competencies 1.e. competency
tested on a second set Oof samples ot

L The list
performers for statistical

model was
top and average

validation.



Competency Model for Entrepreneurs

The sai1d exercise has led to a Competency Model that
distinguishes top and aver 10e pertormers % wiB
entrepreneurs. It 15 1nteresting to note that background
factors such as, education, work puperlence, familwv

background and technical eupertise have emerged as being
neutral to success as an entrepreneur.

a firm belief that those persons

with a buwviness family bact ;round could become successful

entrepreneurs. Subsequently, there < as a belief that
individuals need technical know—how for being successful

in an industrial venture. The experience as also the
findings of the said research project hlave cleanly
indicated that what it takes to be a successful
entrepreneur 1s a set of competencies as noted below :

Earlier, there used to be

[ Ini1tiative :

Takes action that go beyond job requirements or the

demands of the situation.

+ Does things before being asked for or forced

to by events.

* Acts teo extend the business into areas,

products or services.

.

2 Sees and Acts on Opportunities

Looks for and takes action on opportunities.

* Sees and acts on opportunities (business,

education or personal growth)

unusual opportunities to obtain

# Seizes
equipment, land, work space or

financing
assistance.

% Persistence

Takes repeated action to overcome obstacle that gefts

1n the way of reaching goals.

# Takes répeated or different actions to

nvercome obstacle.
“ Takes action in the face of a sign: ticant

obstacle.




Information seeking

Takes action on own to get
objectives or clarify problems.

information to help reach

# Does personal research on how to provide a

product or service.

#* Consults experts for business or technical

advice.

# Seeks information or asks qguestions to
clarify what 1s wanted or needed.

# Personally undertakes research, analysis OFf

investigation.

* Uses contacts or information netuworks to

obtain useful 1nformation.

Concern for High Quality of Work :

Acts to do things that meet or
standards of excellence.

beat existing

# States a desire to produce work of high

quality.

* Compares own work or own company’'s work

favourably to that of others.

Commitment of Work Contract :

Places the highest priority on getting a Job
completed.
- Makes a perwonal sacri1fice or expends
extraordinary effort to complete a JOb.
in

* Accepts full responsibility for problems
completing a Job for others.

* Pitches 1n with workers or works in: the1ir

place to get the job done.

Express a concern for satisfTying the customer.
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Efficiency Orientation : .
faster or with fewer

Finds ways to do things
resources or at a lower cost.

"

faster

* Looks for or finds ways to do things

or at less cost.

* Uses information or business tools”® to

improve efficiency.

* Expresses concern about Costs Vs BHBenefits
of some improvement, change or course of

action.

Systematic Planning :

Develops and wuses logical,
reach goals.

step-by—-step plans to

# Plans by breaking a large task down 1nto

sub-tasks.

Develops plans anticipating obstacles.

# Evaluates alternatives.

* Takes a logical and systematic approach to

activities.

Problem—-solving :

1deas to reach

Identifies new and potentially unique

goals.
# Switches to an alternative strategy to reach
a goal.

# Generate new ideas or innovative solutions.

Self-confidence

Has a strong belief in self and own abilities.

# Expresses confidence 1n own ability to
complete a task or meet a challenge.

# GSticks with own Jjudgement 1n the face of

opposition or early lack of success.

»

Does something that he says 1S risky.
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Assertiveness !

Confronts problems and 155Ues

% Confronts problems with other directly.

# Tells others what they have to do.

* Reprimands ©OF disciplines those failing to
perform as expected.

Persuasion :

Successfully persuades others.

# Convinces sameone to  buw a product ar
service.

« Convinces someone to provide financing.

*+ (Convinces someone to do something else that
he would like that person to do.

reliability or other

¥ Assets ouwni:campetence,
personal or company qualities.
strong confidence 1n own company s

* Asserts
tion s products Or services.

.or organisa

Influence Strategies

Use of

to affect others.

Use a variety of strategies
contacts.

Acts to develop business

*

intluential people as agents to

* Uses
own obJlectives.

accomplish
intformation given to

» Selectively limits the

others.
¥ Uses a. strategy to influence or persuade
others. i
Moni toring ¢ _
* Develops or uses procedures to ensure that
that work meets

work 16 completed oOr
standards ar quality

« Personally supervises all aspects
project.

of a

11

with others directly.
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Now ,

let us try to classify
questions that you normally ask 1n an appraisal

15. Concern for Employees ' Welfare :
#» Takes action to 1mprove' the welfare of
employees.
» Takes posi1tive actiron i¥al response to »
employees personal concerns.
# Expresses concern about the melfare of
employees.
4.0 Approach to Assessment of Entrepreneurial Competencies :
4.1 Current Approach :
An appraisal of a project proposal takes place on three
dimensions : '
(1) Inherent viability of the project
(11) Legal aspect
(111) Promoter's capability ¢to launch and manage the
project .
[ 4
Given the inherent viability of the project and clarity on
legal aspect, the decision to fund a project (1n small-
scale sector) hinges on the promoter’'s ability to launch
and manage the project successfully.
Let us take a look at the current approach to appraising
the promoter’'s ability. The financial i1nstitutions take wup
this exercise normally through appraisal i1interviews.
Exercise : Please recall an appraisal interview that
you have conducted. Flease list douwn the
questions you asked, nature of data gathered
and how you used the data. Please use Format
No.l1 on Page 30 for scoring your observations.
4.2 Appraisal Interview Styles :

into distinct categories such
interview

and understand to what extent the data from such appraisal

interviews
competencies. The comparison of appraisal

and their utility 1s depicted 1n Format No.<
]

It

18
interviews

assessing
approach

entreprensurial
interview styles
(Page No.31).

help us in understanding the

now clear that the current approach to appraisal
though based experience, does not lead to
entrepreneurial competencies. Though the
adopted by experienced bankers has 1ts own
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rightful lace in ' judgin © the promoter the same ma not
af?crd un?fcrmity 1% agﬁe siNg entreprenéur;al abx11¥1es.

cfficers may not have rich

Most of the appraisal
experiences to develop their own effective experience~

based approach and hence, the need for systematic approach
for appraisal of entrepreneurial potential.

objective and uni1form
potential amongst

Thus, in order toO facilatate
ial institutions,

assess entrepreneurial
ing assistance from financ
Behavioural Event

Focussed
The details fol low s

approach to

promoters seek
an interview technique vl 2§
Interview (FBEI) has been developed.

Interview (FBEI) & An

Focussed Behavioural Event
Overview 1@

FBE1l . involves asking the respondent to recall certain
critical experience that he/she encountered 1n the recent

past and narrate the same in detail.

If we are i1nterviewling new entrepreneurs who have NO
track record of pusiness to quate, they are asked to

recall the experience that they have encountered in their
work life (i.e. while performing a job in an organisation
as an employee) or as a part of their academic life,

social activities, etc.

I1f we are interviewing existing entrepreneurs who approach
financial institutions for additional financial
assistance, they could be asked to recall experiences that
they have encountered as apart of launching and managing
their ventures.

FBE] is a method of obtaining speci1fic i1nformation on how
has acted and thought an 5 pre-designated

These situations are representative of those

encountered and they can provide &
determine the extaent to which the
competencies associated with

a respondent
situations.
that everyone has
reliable way to
respondent ! exhibits 18
successful entrepreneurship.

The 5 situations are :

“

Sirtuation 1L ¢
hard to convince ar persuade

A time when one had to work
someone to do something.

Siptuation Z 3
something that one

A time when one felt happy with

achieved.
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Situation % :

A time when one was unhappy with the way things were going

on 1n one's life.

Situation 4 :

A time when one felt happy with aomething %hat one

achieved (repetition of Situation No.2).

Situation 3 :

A time when one played a
something.

ey or prominent role in

FBEl Administration :

The Focussed Behavioural Event Interview is administered

orally. Each of the 5 situations 1s presented to the
regspondent, one at a time. The respondent is asked to
describe in detail a specific experience that he/she has
encountered exemplifying the pre—designated situation.

or so alloted for each situation,
set of questions intended to elaicit
possible about what the respondent
felt in the given situation.

During the 18 minutes
the interviewer asks a
as much information as
did, said, thought and

General Instructions ¢

that FBEI 1s conducted 1n a congenial

(i) Ensure
interruption from

setting where there are no
outsiders.
(i1) Tell the respondent that the purpose of

interview is to get a better understanding of
how he/she has actually gone about handling

past situations, such an understanding leading
to how the entrepreneur can be helped.

i U 2 Explain the respondent that he/she will be
asked to give detailed description - what
he/she did, said, thought about and felt 1N

in the

each of the % situations encountered

recent past.

interviewer will wiant the

(iv) Specifically, the
person to answer the following questions with
respect to each of the five si1tuations (These
questions are ‘only gquidelines. All the :




(wv)

(v1i)

{vii)

(viii)

} ol
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if the entrepreneur

gquestions need not be asked
gives out i1nformation voluntarily)

"How did you first get 1nvolved?"

"What were your thoughts 1n the beginning™"

"What were you trying to accomplish?®"

"Did you talk to anyone about what you were

going to do7" (If yes)
YTell me about that conversation"

"Was anyone else involved?®"

“What was the sequence of things that you did?"

"What was your part i1n this™"

"Do you recall any meetings or conversations
you had during this situation?™" (If yes), "Tell
me who was involved and what did you say™"

"How did the situation turn out™"

“Were there other key things that you did as

part of this situation”

"What did you feel you when you accomplished?™"

"What made you most proud about this
accomplishment?"
“Were there any other key things that you did
as part of this situation?"
be making some notes throughout

Indicate you will
the interview to help your memory.

I1f you have a tape-recorder, explain why you would
like to record the 1nterview (to.help you remember
sections of the 1r‘erview) and request permission to

use 1t.

Stress the confidentiality of the interview.

information

Ask for questions and give whatever
reasons

ie nNecessary to male the process and
for the interview clear.
Present each situation and spend 10 minutes per
situation gathering 1nformation.
persaon

Ask each follow-up question unless the

volunteers answers.
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(x1) Let the person know,

16

by thanking him/her, for

the details that he/she has given on what
in a

he/she did, said, thought and felt
situation. Move over to the next situation.

thank the person

At the end of the i1nterview,
Respond

information and time alloted.

for the
to any questions.
For each of the 5 situations ask the respondent to recall
the recent experience that he has encountered within® the
If the respondent talks of same

past one—and-half years.
experiences that he has encountered may be 2 or 3 years

earlier, he may not recall the details. Further, such
older experiences provide data on the competency that
he/she possessed at  that point 'of time with the
possibilities of him/her acquiring/strengthening certain

competenciés which did not earlier exist.

Do‘'s and Don’'ts While Interviewing :

in mind certain points in
interview structure and
listed wunder Do’'s

The interviewer needs to keep
the interest of maintaining
obtaining relevant data. The same are

and Don "ts.

L 4

Interview

Do’s Don ' 'ts
: 1 Conduct interview in a 1. Don t conduct i1nterview
place where you have when others are sitting
around or listening.

some privacy and peace.
Don 't si1t across the

L Have comfortable and 2%
cozy si1tting table so that a
arrangements so that the physical barrier
respondent feels at creates a mental block.
ease.

.48 Engage the interviewee 3s Don’'t begin your
1in some conversation of conversation on
general interest so that controversial 1ssues.
a rapport 1is

established.

4. DBegin your conversation 4, Don't talk of your own
on his/her family and problems and diffficul-
information so that ties.
interest in him/her as a
generates

person
confidence.
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5. Clearly explain your S. Don 't let anything
objective and what you remain unexplained.
expuct from the
respondent.
ba Enquire whether he/she 6. Don' t interrupt the
has any questions to interviewee untimely.
ask. It may disturb the flouw
of his/her recollection.

7 Review the competencies
before commencement.

8. Always complete the
interview in one stretch.

9. Always be informal 1n
your conversation.

143, Be. attentive and shouw
interest in what 18
being narrated.

11. Try to elicit as much

details as possible.

Please see Format No.3X at Page No.32 for 1nterview

structure.

Do’s and Don 'ts While Coding :

interviewee starts narrating a given experience,
the interviewer starts assessing him/her entrepreneurial
competencies i.e. coding him/her for competencies. There
is a specified format for coding the response of the
interviewee. Please see Format No.4 at Page No.33 .

When the

A tick mark (v ) is to be registered against each
competency that the interviewee exhibited as evident from
his/her response (words, thoughi{s, feelings, actions)
pertaining to a given situation that he/she 1s narrating.
Given that the interviewee has to narrate his/her
experience related to 5 si1tuations and that in .each
situation the interviewee might have exhibited all the 13
entrepreneurial competencies, the theoretical maximum
score that the interviewee can get 1s 75.

the

While coding the responses of the 1ntervieuee,

following points need to be kept 1n mind.

Dao's ¢
Use the Practice Competency Scoring Sheet (PESS)
which provides a brief definition of each

1.



i8

to record your Judgement

and a space
marked space for you

caompetency
It also has

about the same.
to note down specified evidence for the scoring
done. (Format No.4).

2. Always tny to have inother person to
independently score the same 1nterview and at the
end, compare your scoring sheet with his/her in
order to ascertain your observation till you are
comfortable with the technique.

13 a

Give credit for a competency only when there
evidence that the person demonstrated

clear-cut
in a specific situation.

the same

1
on actual evidence mentioned 1N the

4. Rely only
inferences drawn.

interview and not on

Don ' 'ts :
Don 't code for what the respondent has to say for

1.
others or others have sai1d about the respondent.
2. Don’'t code flat statements andcgeneralisations.
3. Don't code for a competency without getting the
same substantiated.
Details of 1nterview structure and coding are

indicated in the following sections.

Interview Brief for Existing Entrepreneurs

6.6
6.1 Introduction :

(This portion 1s to es-ablish rapport. Use whatever order

of questions that seems most relevant and natural).

- Greetings and casual e:xchange of background
information eta.

- Business overview. How did you get started 1n
business? How have things been going on 1n the
past two years? (Note any clues to situations).

&2 Overview of Interview :

Eriefly outline the sections ot the interview !

: - We will take about an hour and fifteen minuytes to
X" Business

discuss 5 situations relating to

l-I-I--------------.--_-_____________________
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during the past 18 months. (Explain reasons only

if he/she reacts negatively to this time frame).

Tape Recorder and Confidentiality (1in case you plan

to use one).

a simple explanation of tape—-recorder and
need the tape—recorder to
1f you need me to shut off
information, Just

- Give
confidentiality. I
remember the details.
to talk about some sensitive

let me know).

= If they are in agreement, switch the recorder on.

Adjust Seatinqg and Recorders :

interviewee with recorder. Pick

Try to sit beside the
your

up as close to intervieuwee as feasible and with
voice audible.

- Start the i1interview by saying

"Let
different events or situations relating to

over the past 18 months or so.

- To begin, I would like you to think about a time

when you had to work hard to convince or persuade
someone to do something. It can be people in your
company or outsiders, as long as it relates to

‘X’ business".

Questioning/Probing Strateqy :

» Seek quick description of the
situation/event/experience that the respondent

wants to talk of.

* Ask when did this happen.

» Get information on key parts : boginn;ng, middle
and the end.

» As regards beginning portion of the

situation/experience, ash 3

- what he did

- thoughts
- feelings (1f relevant)

- what he said

-~ key conversations t: dialogue

3
us move now to the interview. We will be covering
"X business

19
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7.8

* To get to

20

respondent narrate the

¥ fo help the
si1tuation/experience 1n seguence, ask 1
- "What happened next™" etc.
(Cover key parts of the si1tuation using

questions only 1f needed).

of the

L

know the ‘end’ nortion

situation/experience, ask :

?n

= “"What was the outcome

- "“How did you feel about the way things turned
out?*"
important that 1s left

"Is there anything else
have we covered

out of this discussion or
everything?"

- tPig you make specific planning for the

situation?"”

si1tuations as

rest of the five
the same

following

* Mo%e over to

listed below
questioning/probing strateqgy

A time when you felt happy with

r -

Situation 2 :
something you achieved 1n your
business.

Situation T : A time when you were unhappy
with the way things were QO1Nng

1n your business.

when you felt happy

Situation 4 : A time
with something you achieved 1in
your business.

or

: A time when you played key

Situation 5
prominent role 1n something.

Interview Brief for Potential Entreprenesurs

(Refer Page 18 for introduction and other details from

Point Nos. &.1 to &.4).
- START -

Let's move now to the main part of this i1nterview. We will
be covering five different events for situations relating
to your experiences over the past 18 months or so. These
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educati1on,

experiences could relate to your family, work,
leisure activities whatever you tind most i1nteresting to
talk about.
Situation 1 ¢

1n the

about a time

I would like you to think
to work hard to

To begin,
past 18 months or so when you had
convince or persuade someone to do something. It can Dbe
someone 1n your family, a neighbour, a friend, someone at
schools (use some questioning strategy as for exi1sting
entrepreneurs).

Situation £ :
Focussing again on the past 18 months or so which 1s the
time frame, I want you to stay 1n for the rema:ining
si1tuations — tell me about a time uhen you felt happy with

something you achieved.

Situation 3 :
Tell me about a time when you were unhappy with the way
in your life.

things were going

Situation 4 :
Tell me about a time when you felt happy with saomething

you achieved.

Si1tuation 35 :

me about a time when you played a key or prominent

Tell

role in something. Again, 1t could relate to your family,

your school, leisure activities. We simply want you to
key person in a

talk about a time when you were the

si1tuation.



8.9

Problem

Interviewee acts nervous or

uncertain about why he or she
18 Heing interviewed.
anks questions

Interviewenr
that . are too
cannot think of
questions.

complicated or
appropriate

Interviewer probes for
too soon or cannot find a
basis for a behavioural event.

The key part of the event 1s
not clear.

Interviewee gives too much

information, too fast, or the
informationis scattered.

Interviewee cannot remember

the actual words 1n a
conversation.
{Z)

Event

‘Behavioural

Paper, McBer % Co., uUsA (1984)

-

detail .

Interviewing
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Interview Problems and how to handle them

Possible Ways to Handle

Say : We are just trying to
understand each other and find
how we can be of help to

out

you.

Keep your questions esimple.
Say : "How did you do that?",
“"When did that happen?", “"Who
was at the meeting?" "“Then
what happened?", What did you

da?¥ g

First let the i1nterviewee give
you a broadc picture of the
story. Then probe for details
about the key part of the

event.

Say : "What was it about that
situation that you consider

critrcal

-

OR

the

"Tell me about one of
that

conversations/meetings
stands out 1n your mind".

like you to slow

Say Rl G -
down a bit. Could you go back

-

to..
OR

I"m not sure 1 understand

that sequence. Could you

‘walk’™ me through 1t7?"

: "Just give me the

Say :
flavour of 1t. What sort of

thing did you say

v iey to reconstruct the
dialogue right now to describe
what happened. Make believe {
am the person you were talking

to".
workxng

of Entrepreneurs’




Interviewee cannot remember a

speci1fic situation.

Interviewee seems

uncomfortable.

Reward the interviewee
a

whenever he or she provides
Qood behaviomral event :

Vagueness : Interviewee talks
of his/her business philosophy
abstract or

and remains
discusses hypothetical
situations. u

Reticense : Interviewee will
not ansuwer questions .because
he/she 1s afraid of revealing
confidential information on

him/herself or others.
Interviewee rambles, digresses

to topics unrelated to
behavicural events.

<3

Aemain s1lent for a while to
give the 1ntervieuwee a chance
the

to thint. They say any of
following :

“ls there anything else you do

‘running this business (In

in
existing

the case of an
entrepreneur).

there anything else you

-

"Was
did during that time

“Is there a situation that
involved an activity that you
have not yhet given me an
example of ™"

"

ou mentioned. ..
Y

"Earlier
iNnterviewee s

(Refer ta the
regular activities 1n running

the business ar 1n other
waglks of his/her l1fe 1 f
he/she 1s a potential

entroeprenewur.,

“Tell about an experience oOf
your own 1in behavioural event
form to i1llustrate the kind of

materi1al you want”.

Say, “That's exactly the kind
of information [ 'm looking for.

Awk for specitfic examples £
“"What did you actuallv say to

-0

him or her”

"How l1d he or she respond to

that™"

"Wha* did you say then™",

"0 don 't need any nNnames.

Say
Just tell me what happened’,
- DR
1t s by to disgulise
I m only

1dentities.

interested 1n what happened”.
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"l wish we could talk

Day %
more about that, but I really
do need to hear about a

speci1fic situation".
OR ;

"That s interesting, but ' we
have a lot_ more ground to
cover. May we gQget back to the
situation? You were saying

-

that ...."

(4)

Introduction to Coding :
Coding 1s the scoring technique used to analyse interview
data for evidence of competencies. Coding differs from
rating 1n that 1t increases the reliability of evaluation

substituting strict rules for relative Judgement

Dy
concerning what constitutes evidence of a competency.

As 1N a Court of Law where hearsay or circumstantial
evidence 13 not sufficient to find a defendant guilty, an
theory or generalisation about what he or

iNnterviewee ' s
did 1S insufficient evidence of a paprticular
did not

she
competency. A person ei1ther did something or
: 1n coding terms, the evidence

beyond a reasonable doubt :
15 e1ther ‘present’ or "absent’.

rate a defendant's guilt,
found on a 4-point scale

To tllustrate, 1f one were to
(2) slightly

then the individual could be
viz., (1) not guilty if there is no evidence,
guilty 1f there 1s hearsay, (3) moderately guilty if there
1s circumstantial evidence, and (4) very guilty 1t there
are finger prints, witnesses, a confession or other
irrefutable proof.

a defendant cannot receive a slight or

Thus, Just as
moderate death sentence, a loan application cannot be
or modrately funded. By using the coding method
reduces

slightly

or scoring,
the risk of funding a promoter who

the risk of convicting an 1nnocent defendant
a court’'s demand for evidence.

an appraisal officer significantly
1s not capable just as

is reduced by

The following example should help you understand the

rationale for coding.

you were hiring drivers for delivery trucks and
you could conduct

Suppose
not-so-good

you wanted to select the best drivers,
research in which you first i1dent:fy good and

»

g

g b

(4)

‘Behavioural
Paper, McBer X Co.,

Interviewing of Entrepreneurs’, Working

UsAa (1984) .,

-

Event
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study

drivers according to their accident rates and then,
to determine the behaviours that

the two groups of drivers
distinguish the two groups.

Suppose you found that the good drivers were signi ficantly
likely to stop at stop signs than the not--so-good
1n selecting

more
ones, one method you might, therefore, use
drivers would be to observe the applicant’'s behaviour at
You could post more than one observer near a
would drive.

satop signs.
stop sign through which all the applicants

asked the observers to rate the degree to rate
stop, they

Now, 1f you

the degree to which the applicants tended to

would probably disagree about how slowly a driver passed
or she did not actually stop; there

through the sign 1f he
would, thus, be much variance 1n the
slow was enough to

ratings, and you
indicate a

wiould be unsure as to how

good driver. If, on the other hand, you asked the

observers data with a clear, shared definition on a full
would be able to give you explicit

stop, your coders
characteristics that had been shown to relate to superior
performance. In short, coding provides clear rules for
deciding what constitutes evidence of a competence.

behavioural indicators of

interviews with the
to

The coding categories or
competencies are derived from the

sample of top and average entrepreneurs that were used
The indicators explicitly

build the competency model.

define those behaviours that are both associated with a

competency and demonstrated by superior performers.
included 1n the model only 1f

indicators are
. the distinquishing behaviour of superior

indicator 1s general enough
variety of similar

Behavioural

they capture
pertormers. The wording of an
for 1t to apply to behaviour 1n a
situations rather than simply one kind of situation.

The coding categories (behavioural

rigorougly so that there 1s r liability among coders
how they code a particular pilece of

cCoders agree on
Rigorous application of coding categories 1s

behaviour).
also important for the validity of judgements. Only those

behaviours listed as behavioural indicators have been
shown empirically to relate to superic- performacej if
Coders accepted other behaviours as evidence, they would
reduce the validity of the coding by accepting as evidence

something that does not relate to performance.

indicators) are applied
(1L.e0.

statement, "I took the
their approval"
concern
persuade

For example, consider the 1nterview
over the corporate office to get
indicator (of the competency
a need or desire to

coded because the

report
and the behavioural
for impact) "Expresses

others". The statement would not be
speaker does not explicitly express a need or desirej he
approval and

or she may have been sent to get a routine




may LN
report 15
evidence

approved.

Because coding
rating, 1 t

requires both very careful

interview and scrupulous
said as well as

the

reactionf to what 18
speaker’'ms words.

because good listeners not only attend to

interpreting the
difficult
18 said,
what 1s said.
for many people.

fact have no personal
Therefore. there

to score the statement for

1s a fundamentally different

18 sometimes a difficult skill
attention to what

but also react to and
Thus, coding entails a new way of
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investment 1n whether the
18 insufficient

‘concern for impact .

concept from
to acquire. It
is stated in -
avoidance of emotional
avoidance of
This im especially
what

interpret the meaning of
listening

The coder must attend to the spec:ifics of what is said and

whether 1t 1s stated

telling
therefore codable
(theory and
materaal,

notes 1N an 1nterview

transcript) sO
with indicators

the
for a competency.

Rigorous application
lnsurance that
competency model.

1N a codable form : Is the
what he or she did 1n a
or describing how she
therefore not codable)?
the coder should record 1t
or marking passages
that he can later compare the
1n the competency model
sppken material does indeed provide evidence to

one has for getting the most out

speaker
given situation and
generally acts
If 3t is codable
(by taking detailed
in a written
behaviour

to determine if
code

the code book 13 the best

of the

Information

wnat 1s Codable

Coding
1N a variety of reported work

coded 1s obtained

There are two basic principles used
or action)

(reported on thought, word,

1s potentially codable 1f :

(1)
listed

You Can Code

Statements beginning with “I°
that describe what the
interviewee did, said, thought
or felt (e.g. "1 thought. Id
better talt to his boss

first...").

1s a method of assessing the peformance of an
settings. The

through FBEI.

individual
information that 1s

in coding FBEIs. A behaviour
detailed 1n an interview

1t 1s logically similar to a behavioural indicator
in the competency model;j

and

1t meets the following standards of specificity.

You Can’'t Code

Statements 1n which the person

says g o “He" and L5 La
"team" etc. (e.g. "We planned
it and organised our
goals..."). '



gtatement 1N the first person
1A which the interviewee

(I‘Iil)

1S describing his/her
involvement in aone s1tuation
(@-ga won Thursday morning 5

called up - R

"

although they

Statements that,
make

do not specify the actor,
from the context that

clear
iNnterviewee

the actor 1s the
(e.g. "So the report got done
on time...My boss always has
me write the quarterly

reports").

Statements 1n which the
interviewee describes his/her
activities 1n detail (e.g. Wl

asked her to hold my calls.
Then I sat down behind my desk
and said, "You oQue me an
explanation....").

AN intervivwee S
characteristic manner ot
thinking or approaching a
situatian 1f the interviewee

has praovided details on what

27

™M 3 what 1d e
?ﬁ g%%lewee con%rlbu%e to ERe

group effort 7 You ca&an t be
suure.
Statements that begin & “What
I do". "Usually 1y 'l
wiould", etc. fe.g. “1 would
try to do that first").
PROBLEM $ These are
generalizations of how he/she
sees situations or prefers to
a

In any one si1tuation,
or may not act in
desi1red way.
to code.

act.
person may
the typical or
This 13 too general

Yague statements about
actlonéfthought5/1nteract1ans
or outcomes 1n which 1t 1s
unclear who played what part
(e.g. "He uas convinced 1n the

end" ).

PROBLEM : All interviewees are
nat clear at some point in
describing who did what.
Unless the intervieuver probes
to clari1fy a statement or the

interviewee volunteers more
details, the 1nterviewee won ' t
for the vaguely

credit
described action.

Statements 1n which . the

interviewee uses non-speci1fic
terms to describe his/her
activity (e.Q-. “We met and I
got him to explaimn...." -
PROBLEM : You don t Fhow what
he/she’ said, ! did,
thought,felt. The description
precise

15 too vagque; more

pbehaviourtal data are needed to

code.

Lescription ot an action
w1 thout what led up to 1 t
(e.qg. *1 made a

pl'esorwtat 1on" .




led up to a particular action
(e.g. "1 wanted them to see my
point, SO ] decided to makae a

prcsentat:an...”).

Statements that i1nclude clear
explanations of the roles
people p'ayed 1n 4 particular
situation (e.qg. “He was My
boss ! told him his ideas were
lousy") .

of thought.
words, or actions
the interviewee

Statements
feeling,
that

volunteers 1N response to a
imply &

question that does not

particular response (e.g.
"What were your feeling™"
felt let down. I°d counted ON
him" ).

Speci1fic reconstructions of
dialogue (e.q. "He said he
wanted to use the old me thod .
I said, "This one 145 more
‘afficient..let us show

oM st B
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action described

PROBLEM : AN
] detai1l 1s a

without contextua
StePllE.pleCe of information -
1 & means little. We need to
know : What led up to -4

whose 1dea was 1t7 What uwas

the person thinking G

Statementé in which it is
unclear who was involved (e.qQ.
I told him the idea was

lousy...").

PROBLEM : A statement 18
if the area not
specified. For example,
telling off & subordinate
provides 3 different picture
from telling off the boss.

ambiguous

confirming the

interviewer'’'s stated
expectation of what the
interviewee did,said, felt

S

vgo" you felt let down?

Statements

(e.g.
"yeah. I did").

PROBLEM : Even though  the
interviewer s expectation
could be right, the

interviewee might be gi1ving
the expected response to
please the interviewer.

This 1s not codable because
you can’'t be sure that the
interviewee would have said
this had 1t not been suggested
by the interviewer.
Descriptions of the content or
flow of conversations without
speci1fic dialogue (e.qg. *1
talked about what was the best

way to do ;i ettty B

FPROBLEM : One's intended
message or tone does not
match what WAS

necessarily

Reconstructed dialogue,

sai1d.

by contract, specifies what
the person said
ancontaminated by his/her

past—hoc {interpretation of the
of the conversation.

3
nature




Statements af what the
r thouaaht

interviewee telt T
during the si1tuation he/ashe 19
describing (2. - At tiiat
polint, | di1dn t want ta A0
mith him 3gain™).

Statements cdescriting what the

intervigwee diga i the
(e.g. "I picked up the report
three hours befoare the

nast

meeting' ).

<7

of current

ar thoughts about
think 1% was

Statementss
teovl1ngs
the past (e.q. ™I
o upsetting s Elvataran® ¥,
PROBLEM : Ihese are after the-
fact rationalization which
1neclude bnowledge of how
everything turned ouf. Coding
15 Jone to capture the essence'
o f Mo a person performed
(thouaght telt, etc.! 1n the

past.

Statements about what the
interviewvee might Jo0O 1N the
future (it (IR pict up the

report early ne::t time' ).

PROBLEM ! There s nao behaviour,
since 1t has not happened yet



Format No.l

CURRENT APPROACH TO INTERVIEWING PROMOTERS AS PART OF

APPRAIBAL EXERCISE 1

AN INVENTORY OF QUESTIONS -

what Question aid
you ask or what
questions that an

appraisal ofticer
normally asks to the
promoter 7

wWhat 18 the nature
of data generated
from the responses

to such Questions

o)

How and to wl
extent the data

- gathered are used

evaluate promote

capabilities
launch and man.
the project 7
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Format No.Z

STRUCTURING THE INTERVIEW (FBEIL)

 ESTABLISH RAPPURT

l Purpose of the Interview
INTRODUCT ION [:

PRESENT THE FIRST SITUATION ——————> Stick to the list of 5 situations

GET A QUICK BRIEF *» Ask candidate for a short summary
l of what he wants to talk

DISCUSE THE BEGINNING 2 How did he get

Nature of the Interview

involved 7

> What happened next ?
> Whom did you talk to

~

— > What did he say 7
* His feelings and thoughts during the

course of the experience that he is
narrating

b——>" MIDDLE ——

?

Probing the thoughts and feelings

.- END OF
SITUATIDN

!

Check 1f you have covered all gquestions

J

THANK THE INTERVIEWEE

l

> PRESENT SITUATION NO.2
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Format No.4

FOCUSSED INTERVIEW SCORE SHEET .

(&

Situations Total

Descriptions

1
]
B
w

1. INITIATIVE : Takes actions that
go beyond Jjob requirements or
the demands of the si1tuation.

2. SEES % ACTS ON OPPORTUNITIES
Looks for and takes action on
opportunities.

3. PERSISTENCE : Takes repeated
action to overcome obstacles that
get in the way of reaching goals.

4. INFORMATING SEEKING : Takes
action on own to get information
to help reach objectives or
clarify problems.

S. CONCERN FOR HIGH QUALITY OF
WORK :t Acts to do things that
meet or beat existing standards

of excellence.

&. COMMITMENT TO WORK CONTRACT :
Places the highest priority on
getting a job completed.

7. EFFICIENCY ORIENTATION : Finds
ways to do things faster or
with fewer resources or at a
lower cost.

'l

B. SYSTEMATIC PLANNING : Develops
and uses logical, step-by-step
plans to reach goals.

9. PROBLEM SOLVING : Identifies new
and potentially unique 1deas
to reach goals.

10.SELF-CONFIDENCE : Has a strong
belief in self and own abilities.

11.ASSERTIVENESS : Confronts
problems and 1ssues with others

directly

12.PERSUASION : Successfully
persuades others.

1T.USE OF INFLUENCE STRATEGIES :
Uses calculated strateqgies to
affect others.

14 . MONITORING : Acts to ensure
that others’  work 1s done on
schedule and acceptably.

15 .CONCERN FOR OTHERS' WELFARE :
Acts to respond to others’
personal concerns and needs.

TOTAL
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DEMONSTRATION FBEI : LIVE ROLE PLAY

Use these pages to make notes on how the iNnterviewer conducts

himself/herself during the role-play. Think about the following
questions as yoOu observe 1 make Notes that will enable you to
discuss the specifics of the interview after the role-play 1s

over.

* wWhat kindg of questions does the 1nterviewer ask 1n order to
get the 1nterviewee to focus on specific experiences?

» How does the 1nterviewer probe for details?

Observations : Interviewer 's words, actions;
Interviewee s responses.
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OBSERVER 'S NOTES ON DEMONSTRATION FBEI

Use this form to take verbatim notes on what the 1nterviewer says
and to record other things that the interview does. Indicate in
the right column uhether uwhat the 1nterviewer savs or does is
effective (+) or not effective (-). Be prepared to explain why
you think so.

Name of Interviewer :

Interviewer s Words and Actions
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Format No.7

PRACTICE INTERVIEW

Assessment Form 1

This sheet 15 to be used as a Quide for reviewing today's

practice session.

) % Take verbatim notes of what you said

said was effective (+)

2. Note whether what you
or not effective (=)
what I Said K -
L4

- - ————
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Annexure-1

SUMMARY BACKGROUND OF LOAN APPLICANTS

Janardhan Nagar 1

Age 54 years; a very active politician having high level
political contactsy known to have provided employment for a
number of people in his through hi1s contacts; and has held some
important positions in the past. It 1s rumoured that he may
become the president of the ruling party 1n that State. He has no
technical background. His son 1s completing his studies 1n
chemical engineering 1n the USA. The project deals with the
setting up of a factory to manufacture some chemicals which are
currently being imported. The money required from the bank 1s
about Rs.23 lakhs. The estimated annual turnover 1f the plant
comes 1into existence 1s Rs.15 lakhs. The technical experts find
difficult to comment on the proposal as they do not have 2
complete knowledge of the chemicals for uwhich the plant has been
prepared. However, with the knowledge they have, they “eel that
the proposal appears to be sound. Marketing is guaranteed and
several concessions may be available as the products manufactured
will be import substitutes. However, there is a danger of the
factory causing pollution of the drinking water in that area and
causing health hazards. The preventive measures for the health
hazards require expensive equipment which would iNncrease the
costs by another seven lakhs of rupees. The proposer N an
interview stated that he might be able to buy this equipment 4 or
S years after the plant 1s commissioned by uwhich time he would
have made sufficient praofits. The experts feel that this period
would do some damage to the neighbouring areas. Mr. Nagar 1s

known to be a close friend of the Chairman of the bank and he 1w

on the board of two of the other banks. -

Kailash Pandey :

Age 4y years. Doctorate 1n Automobile Engineering from the USA
in the

and worked with a reputed automobile manufacturing company
USw for 15 years. He wants to settle down 1n India. His project
18 the setting up of a scooter manufacturing 1ndustry. The total
cost estimated 1s Rs.2 crores. He 1s sure to manage the working
capital on his own. The project deals with 1mporting some parts
and manufacturing only the body and a few parts. He is willing to
raise some money from other sources. He wants as much as the bank
can give. The technical experts rate his project as an excellent
aone wilth a very high possibility of success. This 1s the only
project which has supplied all the derzils Tor a Ehcﬂouqh
assessment by the technical experts. All papers have been found
to be 1n order. There are other partners who are willing to Join

1n this venture.
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Mrs. Vatsala Purushotham :

Age IB ,ears: B.Sc. 1n Home Science; has been working 1n a small
industry service institute and has been i1n-charge of a women’'s
self-employment programme. She 1s known to have been running the
programme well for the last five years. She has recently taught
the initting of sweaters on an 1mported machine for a number of
unemployed women. She wants to set up a co-operative of uvomen for
knitting sweaters fro export. She wants to set up this
cooperative with Z¥W unemployed women as members. Each machine
costs Rs.1,08/~. The estihated costs of building and
other material 1s about Rs.7 lakhs. The working capital will be
managed by the members of the cooperative. Total requirement of
finances from the bank 18 Rs.18 lakhs. The technical experts rate
that scheme 1s a somewhat feasible scheme but they have some
doubts about the marketability of the products. Profits, however,
are not likely to be of a high order 1n this project.

Shivacharan Dube :

Dube 1s a Medical Graduate. His wife 1s also a medical graduate.
Both of them are prominent social workers. They have established
.several community hospitals. In his social work pursuilts, Dube
could not make any money for himself. Dube now wants to settle
down 1n a metropolitan ci1ty and earn his living. He wants to set
up a hospital which serves both rich and poor. The investment
estimated for this hospital is Rs.25 lakhs as it will have an
operation theatre and a clinical laboratory. He expects to earn
about Rs.1# lakhs a year as consultation fee. He wishes to charge
only those who can pay. His project 1s assessed by technical
experts as somewhat ambitious as the Dube couple also have a
service motive. There are also high risks involved as it 18
rumourned that a group of doctors uwould be setting up a
polyclinic 1n that area. Dubes are known for treating allergies
and incidence of allergies 18 quite Figh in "~ that city,

particularly 1n the slums.

Pratibha Desai :
from a reputed

Age 37 years; science Qgraduate and an MBA
family. Her

instituce of management and comes from a business
father 1s chairman of a reputed engineering company. She has been
working as a manager 1n an advertising company. She has now
decided to set up her own advertising agency. She has enough
contacts and has already lined up some contracts. She is planning
take a building on hire for her offices. However, she has to

to

buy equipment for laboratory and other materials., The estimated

total costs for her project are Rs.5% lakhs. She is willing to

raise about 3% lakhs on her own from partners. She has applied
Rs.2 lakhs. Technical experts rate the project as

for a loan of
sound ana having a high potenti1al as the advertising world 1s

developing '13st.
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Annexure-2

EXERCISE IN CODING

The Manager Performance-Appraisal System

executive—development

felt pretty effective  uas af
worked out for not only this place, but it was accepted

Ltabs, and he put a1t 1n all his labs =
It s a process for selecting

A time I

program I
the director of 0Oakl

by
there s s1x labs around the country.
and developing and appralsing managers. That was kind of a
on, 1t wasn’'t = staff effect... He had
or some time, and

thing that 1 took

in doing something like that F
out some approaches

and he came out here to ask me 1¥£ I'd

for him. I knew the fellow,
listen to his approach and give him some points af view on 1t. I
frankly didn’'t agree with what he was doing and told him that,

but he continued on with the approach that was 10 his mind, to
flopped. It just didn’'t get any acceptance.

the point where 1t
One of the staffies down there had been with him when I had told
him what I thought and he asked me if I could
try to come up with

personal

been interested
he got a cat from Headquarters to try to work

of his approach,
an approach for him.

and asked some , of our

what should be done,
w1 th me on the

1 had some :1deas on
department heads here 1f they would work
committee, pick some of the Quys.... The big kids here, not
within my department. I got the head of research and the director
of our communication-systems department and head of our

electronic department, my training director, and myself, and one
uwe ‘'re trying to

of our key program managers. Said, "Here's what
do. What are your thoughts?" And, frankly, tried to get them to
was sayina, “1f you

What I started doing
a division head, what kind of a

guy would give me some 1deas on what his
characteristics might be?" We batted that around far a few
meetings and finally came up with a Iist af ten characteristics
that they would like to see 1n a line manager. From there we

“How should we go about selecting ‘these people? What

agree with my approach.
were going to select a manager,
you want? Can vou

said,

process should we use ™" 1t was kind of “Let 's develop 2

together." §

Once we got the ideas flushed out, then I or my staff developed

those .... My i1dea was, 1f we could identify what we wanted 1n a
haratterigtics for making

then we ought to use those C

to use the same ones for evaluating theair

manager,

selections: we ought
performance and for determining what kind of development they
where they re wwak or strang - try . to
Y ana

could have, based on areas
put that together 1n a package that

try to get 1t sold.

the system could use i

we d go to the manager and say
you want 1n a
division—head
ten

In the past when you had a vacancy
what bind of characteri1stics do

what kind of a guy,
guy you select@.oc... and you could have ten
vacanciles 1n the labs here, and each one would have listed
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dirfrferent items. Then we o rate thetr performance once a year,
and we d nawve a stanaard form that di1d not bear any resemblance
to that. lne position descriptions were di1fferent from those, and
our training plans were Jjust kind of helter-skelter. I said we
ought to pull all that stuff together. And once we determine what
we want, we have to make sure we select on that basis, and train
ang evaluate their performance, and pay them - the whole thing.
So 1 nad some 1deas on the characteristics, but that was the
brainstorming thing - what are they?, what do you guys thing<
Then try to sell the 1dea of pulling all this together which they
siw as an advantage. | went over to Headguarters, put it together
form, and talked to some of the people about what
their views would be, would they support such an effort if we
were to get 1t going, any major stumbling blocks, and S0 on. Got
a go/ahead tc that, and then briefed the director of the labs and
saome oOf his key people with a slide show. He liked it and said,
"Why don t you go out and sell 1t to the other labs?" So we had
meetings on both coasts and I presented it to the representatives

of the labs, got their feedbact.

in written

Well,. we could have done 1t all differently, each lab was doing
it differently. There was a little resistance to using a common
approach. But once they got their heartburn out and their
proposals, then 1 went back to him and said, "Here's what they're
here s my recommendation. This 1s a good idea, you know,

saying;
and we made that adjustment, and this I don‘t thing i1s a good
1dea, and scratch that, and here s the way I thin it ought to
go. "

He said, o ak ss g0 it st Tham L went nlack to Headquarters and
said, "We 've got a program we think 1s good." They had a meeting
of their division directors and [ put on a pitch saying here’s
we d like to get you guys to look at 1it,see it
there's anything i1llegal or 1mproper about 1t, and give us some
teedback. And 11 you agree with if, will you "give us the
authority to go ahvad and do 1t? There were some requirements we
wanted walived, They have a kind of stupid performance—rating

form that we are all required to us, and we didn 't want to use
a year we identify them as high-

and tell the others that they are
that was a crock and ue hadn 't

gur approach,

it. They a requirement that once
potential, and train only them,

not high-potential. I thought
been doing 1t, and other labs had. I said, "This is a better wuway

of doing it, but I d like you to waive those requirements and
allow us to try 1t." They did. So he implemented the thing four
and told the labs, "This 1s the way I want to

or five months ago,
ga.> Ona  of the problems we had - not only this lab but the
others - many of the managers 1n the labs were selected based on

This guy was a super scientists, S0

therefore he must be a good division manager, and he was a Ph.D.
and all those things, SO obviously he s a good manager. What we
were trying to say 1s that’'s not the important thing. That may be
important at the first-line level, where you're leading a team of
ecrentists, but the further up \n the organization you get, the

: You have to
less important that technical expertise 1S,
cuncentra?e nore on management abilities and style, rather than
technical aba bty S 8 B 1 e B departure from what

Ehey hao gone 1n the

their technical expertise..

So 1t was a
pasnt.




MOTIVATION

i. ACHIEVEMENT MOTIVATION TRAINING
THEORY AND CONCEPT

ii. DEVELOPING ACHIEVEMENT MOTIVATION :
THE KAKINADA EXPERIMENT : |

ii. HOW ACHIEVEMENT MOTIVATION DEVELOPS *
v. DYNAMICS OF MOTIVATION




ACHIEVEMENT MOTIVATION TRAINING
THEORY AND CONCEPT
Source : H.C. Rawval




ACHIEVEMENT MOTIVATICN TRAINING : THEORY & CONCEPT

T | . . -

(a)

(b)

Irntroduction

— . . —
'

Ir the early stages of Entrepreneurship
Development Programmes in Cujarat, no technique

To impart AT was used nor any importance was
given to it, But after one or two programmes it
vas felt that no inputs to develop entrepreneu-
rial traits were given to the potentials. Without
such inputs (later known as Achievement ‘Motivation
Training Inputs) the programmes were ordinary
management development programmes, impartirg only
certain skills and not directed at developing

entrepreneurial traits,

After such a realisation, AMT inputs were inclu-
ded in the programme which came to help entrepre-
neurs in a big way in achieving the ultimate

goal of setting up industrial enterprise,

Scientific validation of this impact has also
been obtained by a survey conducted by an indepen-
dent agency of those entrepreneurs who had
undergone AMT training vis-a-vis those who set up
their indusirial units without any exposure to
AMT. The study revealed that entrepreneurs who
had undergcne AT were performing better in terms
of general efficiency.of the unit and planned as
also organised way of running the same.

What ig;ﬁchieqqgggg‘ﬂgﬂivqgigg ?

tiany psychologists nave tried t.o understand and
explain terms like, 'wants', 'needs' and 'moti-
vates', Without drlving deep intp abstracts,
there is a nead to understand their findings
about these so far as they have some bearing on
the devclopment of >ntrepreneurs,

'Wants' are of two types : Positive and Negative,
Wanting to ecat, wanting to succeed, wantinag to be
liked etc., are positive wants, Wanting o avoid
an accident, wantinc to avoid headache etc,, are
negative wants, Hovever, there are certain
activities for oxamrle, exploring new territories
satisfied one's curiosity, whereas accepting a
challenging task and working hard to achicve the




same Satdsfics anatls priaes, It ds belicved
thac therce arc some intrinsic 'wants' waich
if not satisfied cause unrest, but when
satisficd do not nccessarily provide sense
of satisfaction, '

However, threce intrinsic motives have beqn
found to be most important dcterminants of
work-relatcecd behaviour, These are

1. Need for Achievement;
2, Need for Power; and
3., Nead for Affiliation

NEED FOR ACHIEVEMENT :

If a person spends his time thinking about
doing his job better, accomplishing sorhé€-
thing important and unusual or advancing his
carcer then psychologists say that he has
high achievement motivation (n Ach.).

WEZED FOR POWER

If a person spends his time thinking about
the influencce and control he has over others
and how he can use this influence to change
the people's bchavi- 'r or gain a position of
authority and statu: then' the psychologists
say that he has high need for power (n Pow.).

JdEED FOR AFFILIATION ':

£ @ person spends his time thinking about
‘hc warm, friendly, companionatec rolationship
hc has or would like to have then he has high
nced for affiliation (n Aff,).

Tt i

Besides this, rcecently work has been done on
nced for extension which imeans concern for
being usceful or working for others' problems.
Prof, Uday Parcck hac done work on this nced
for extension.
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prof, McClelland from his study of several
countries (including India) concluded that
achievemcnt me civation was basically related
to cconomic growth. (The word motivation
suggests energetic bchaviour directed
towards somec goal), Nations with pecople
having high achievement motivation had pro-
files of high economic growth, He also
raported that centroprencurs have high
achicvement motivation, This could be scen
very <learly if onc tried to understand how
does a person with high nced for achievement
behave, Some of the important behavioural
characteristics of such a person are :

1) Likes to take personal responsibility.
2) Likes to take moderate risk.
3) Tends to persist in the face of adversity,
4) Tends to be innovative, ,
5) Wants to know the results of his efforts,
6) Demonstrates a falr degree of inter-pcrsonal
competence,
7) Is hopeful about the future,
8) Tends to be mobile,
9) Is not completzly content; and
10) Lives better (does not lose the charm:
beccause of advcersities).,

(c) What is Achicvement lMotivation Training (AMT)?

Achicvement iliotivation Training is basically

a motivation Jdevelooment programme. Motiva-
tion development aims at helping participants
in reinforcing thosc motives and motive

rclated behavicurs that incroase the probabi-
lity of their becoming an entrepreneur, It

has been established that development of
following motives and mctive related behaviours
helps an entreprencur in the process of his |
pcrsonal development.

1) High need for achievcment.
2) Nced for indepéndcence.
3) Neced for influencing others.
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4) Calculated risk-taking,
5) Desirc for lcarning from experience
and fceed-back. .
6) Sense of efficacy.
7) EBelief that they can change the

environment,
8) Hopeful about success, :
9) Dignity for hard work and labour,
10) Orientation to plan for action. ‘

(d) How doas AMT help in Developing Entrepreneurs?

In order to know how exactly AMT hélpsiin ]
developing entreprcneurs we havd to co-relate
the scven major cntreprconcurial traits : ,

1) HNeced for achievement. |
2) Risk taking ability. :

3) Sclf-concept. . |
4) Initiative and indcpendence, I
5) Problen-solving attitude.

6) Hopa £3r the fiturc,

7) Scarchinag environment., |

Comparison of motives and motive-related

benavioutral traits that could be reinforced

through AMT to blossom into the sceven major i
entrepreneurial traits would indicate very

clearly that AMT inputs are basically necded

for grooming notentials into prospective |
entreprencurs, '

AlTl pregrammes are, therefore, directed prima- .

rily to reinforcc | haviours like, striving I
for oxcellence, lecaoning from fcoed-back,

modcrate risk-taking, sensc of cfficacy etc.,

hey further help tc strengthen our cfforts. I
They aidin at revitalising the ability to

genzrate alternativos; and also. solve
preblems creatively. They also aim "at deve-
lcping inclination to define and sct goals;
2s well as certain orientations which ensurc
continuous sclf-appreisal and organisational




renewal. Thus, in & broad sensc cntrepre-
neurship motivation programmes in recent
years, have tended to become programmes for
personal effectivencess, with their central
Zocus on componcats like motivation and
creativity, without making any drastic
departurc from the basic dosign of motiva-
tion training devcloped by #cClelland.

A highly achievement oriented individual

has his thought process full of achievement
oriented languagc. Such language givos:

cues of a concern for excellence, a concern
for achieving high standards, a concern for
competing with others, a concern for quality,
orict.tation to take help from others when
confronted with personal or environmental
rlocks. He also possesses a sense of opti-
mism for achieving goals and it is experienced
through positive feeling of happiness when
the goal is achieved and through negative
feeling in the case of fuitrarc. Such a concern
and orientation is reflected in his thought
process, His thought process also remains
saturatced with constant striving to define
and re-define his goals to accomplish some-
thing which is either difficult or unique,

In this process he analyses his strengths and
weaknesses, his resources and drawbacks and
obtains a rcecalistic assessment of the pros-
pects of achieving his goal, He constantly
remains pre-occupied with planning and
activity for reaching his goal.

AMT inputs aim at developing similar disci-
pline of 2nalytical thinking amongst the
participants, Participants' thoughts are
influenced through the language they use (for
speaking or writing)and thinking influences
their actions. Rescarch has cstaklished that
feedback plays a crucial role in motivating
people to omepgce and influence their behaviour
in that direction;



(e) Tools and Ta2chniques

To gain an insight into their own motivation
and behaviour a set of psychological instru-
ments and excercises are used to develop the

S -3¢

1) Ring Toss game .
2) Business gamec |
3) Tower building - simple !
4) Proprietor, supervisor, worker game

S) Father, mother, child game l

6) 'Win as much as you can' game

7) TAT '

8) Transactional Analysis =
9) FIRO-B : ]

Generating data on a2 person's natural flow of
behaviour in different situations throlugh
various excrciscs, nclps effective learning
through feod-back and analysis., The partici-
pant  neced such a help to analyse his persona-
lity, his notivaticn and his behaviour,
Simulation excrciscs providing such feed-back
in a non-threatenirg atmosphere help a lot in
diagnosing muasures to improve his traits,

In AMT, the particinant individually gets

2nouch oppcrtunity and help, not only to ;
understard his own ~*haviour and the under-

lying mctive, put 2.35¢c to internalise the

implications of such behaviour., Tho

expcricnee resulting from such cfforts toward |
understanding one's ovn strengths as well as
veaiaesses would help to make the participant
nopciul about his becoming an eatrepreneur, ‘

Mere understanding of one's own personality and
- behaviour in the context of cntrepreneurship is
not sufficient for iadividual growth, To becomec
an entroprencur, one has to feel confident of
overcoming one's shostcomings; and to formulate
sten-by-step action plans to acguire the




desired entreprencurial characteristics to
rcach his goals, ‘

There arc instances wherc onco the participants
lcarn the' system of analysing the TAT storics,
in the repeat process of re-writing. other
stories towards the end, they write carefully
to scorc high. When they score: high in.contrast
with their previous scoring results, they

'start. raising questions like, "Do you mean to
say that instantly I have developed high
achievement motivation which was not existing
bofore?" Such questions are significant. In
such situations, the trainer has to explain

the theory of associative nctworks (McClelland,
and Winter, 1969) and try to help the partici-
pants understand that, by writing highly
achicvement oriented stories and script, his
motive level is not increased. What has' increa-
sed is the capacity to use the achievement
language. This in itself constitutos a 'step
forward, Becausc unless he keeps practising the
achievement language, he cannot cxpact his
thinking to be achievement oriented. . It is only
with time and practice that his motive level is
likely to go up., He chould also explain that
language is but one of the dimensions of entre-
prencurship. There arce scveral associated
behaviours which are characteristics of cntre-
prencurship. It is a means to move towards :
acquiring those behaviours that are associated
with entreprcneurship. Y ;

The cognitive and motivatidnal inputs provided
so gar to them must be reinforced through
providing an onportunity for the participant
to plan his actions, step by step, and to
practice what he has Jlearnt in the programmc.

The concluding part of the programme is devcted
to planning by individuals in concrete torms in
the ccnhtext of 'such lecarning for his immediate
as wcll as long-term futuro, This wWill provide
them onportunity to translate the conceptual
lecarning into action through planning.




Fcr the long term plans, the participants
ot some broad goals covering next 3 to 5

. yecars, Whereas they formulate short term

plans to attain more specific goals within
2 pcriod of one year or so,

Plans for six months following immediately,
nowever, have to be governed by goals
stated in cleerer terms and arc marked by
grecater details so as to make them more
useful to attain higher level 'of entrepre-
neurial performance.

The detailed action plan covers specific
arcas like

a) activities that the participant proposes
to cnsurc attainment of his goals;

b) hurdles (pcrsonal as well as environ-
mental) that are anticipated and the
actions to be taken to overcome the same
are propcsed;

c¢) helps that he proposes to take from
different sources for specific purposes;

tne vay he would like to rate the
nrobability of his achieving the set
7oals;

[oF

2) tnhe fcelings that he is likely to
eXperiencs:, cither in cventualities of
attainment er in non-attainment of the
goal ctc, . - ' :

The detailed plans cf action covering those
various dimensions not orily help the parti-
Cipant internalisc “he cognitive inputs but
also provide a definite dircction to his

- forward movement in entrepreneurial perfor-
mance,
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The ﬁay AMT is conducted

AMT is imnpartced as a onc weck training.
This is a full time rcsidential programmo
which continues for five days normally at
the rate of 12 hours a day. However, many
a time, the intecrest genorated is so |
large that thc cxercisco is carried out for
cven 15 hours per day. Another factor is
that this training is imparted at a place
which is gcographically away from the
normal placec of working, Many cexperiments
have becen carried out about the point of
time at wnich AMT be imparted in the train-
ing progrcmme of thrce months duration,
According to our experience, for best
results, ANMT should be imparted aftor the
preliminary project report preparations

" are over and boforc other training inputs

(g)

to cnable a person to prepare his final
project report.

The process of development could be better
understood by looking at the AMT not as
much from the oxternal operational aspects
but the internal process of operations, It
is a throe stage process wherein, in the
first stage, the participant is asked to
write about himsclf as he thinks and knows.
In the second stage, the participants are
required to exercise to, write about them-
sclves on the same basis, 1In the third and
final stage, they are required to set.a
goal for themselves and plan their activi-
ties systematically in the light of their
awarceness about their own limitations and
the emerged cenvironmental constraints,

Validation

The validation of AMT demands recalling the
aim of AMT programme, Through this input
the degrec of cntreprencurial treits are to
be strengthened. '
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A survey conducted by an independent agency |
revealed that those entreprencurs who had 4 i
undergonc AMI scorcd much higher in terms of
Achicvement Orientation Level of aspiration,
goal sctting ctc,, than thosc who had not
undcrgone ANT, The first entropreneurs also
believed that the improvement in their
behaviour could be attributed to AMT inputs.
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DEVELOPING ACHIEVEMENT MOTIVATION! THE
KAKINADA EXPERIMENT

TAHERA MASIUDDIN

Rapid economic growth has often been explained in terms of
extemnal facwrs like favourable opportunities for trade and
availability of natural resources. But economic opportunities
alone. are not sufficient and neither :do they evoke a uniform -
response towards entrepreneurship. This has brought to light
the significance of intemal factors like human values and mo-
tives, which instigate man to exploit opportunities and take
advantage of the prevailing favourable conditions.

Papanek’s study (1962) is an excellent example of how economic
opportunities and incentives were apparently sufficient to cause
rapid industrial growth in Pakistan after 1947. A remarkable

fact uncovered by Papanek in his study of industrialisation in
Pakistan wasthat nearly half the industrial investment was con-
tributed by’ five small muslim trading communities representing
about 0.5 per cent of the total population. This gave rise to the
question: ‘' [f economic opportunities are the only important
motivators,why is it that they affect only a fraction of the total
population?”

Though this responsivenessof the trading community among mus-
lims to the economic opportunities could be explained in terms
of their knowledge and experience in conducting business and
which makes them " market oriented”; psychologically, it also
implies thiat a high need to achieve perhaps impelled this com-
munity to take risks, do something better and take cognizance

of economic opportunities.

The importance of internal factors had given rise to a number
of strategies for the promotion of entrepreneurship with the
underlying assumption that economic modemisation and growth-

particularly in the backward countries, requires a change in
values and attitudes. D.C. McClelland in " The achieving Society”
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(1961) has through a series of empirical studies provied that

the motive need for achievement is one of the vanable that
contributes to promote entrepreneurship, which in turn, is a key
to economic growth. According fo McClelland, the logic behind
achievement, as an index reflecting habits, thoughts or actions
imperative for economic growth, is that the need for achievement
has been shown to have increased on several occasions prior to
rapid economic growth in a country, and to have declined prior to
a slackening in the rateof growth. It was also presumed that the
general concern for achievement in a nation at a particular time
also reflects the number of active achievement-oriented people
in the country. Laboratory studies of individuals with high
achievement show, that in general, they behave like successful,
rationalising businessmen who set moderately difficult goals for
themselves so as to maximise the likelihood of achievement
satisfaction. They are interested in concrete feedback on how
well they are doing and like assuming personal responsibility for
solving problems. They get a sense of achievement satisfaction
from completing a task and do not like to depend on luck or cir-
cumstances beyond their control. Finally, those with need
achievement generally show more initiative and exploratory be-
haviour, continually researching the environment to find tasks
that they can execute to their satisfaction.

The theory of achievement motivation therefore holds that it is
precisely ‘‘ those with high need for achievement who are sensi-
tive to changes in the economic environment and exploit economic
opportunities.” The widespread evidence that people respond
differently to similar conditions has led to the belief that econo-
mic opportunities alone are not sufficient, and that motivation is
an important factor which should be taken into account if situa-
tions and incentives affecting behaviour are to be better understood

Thus the significance of achievement motivation in accelerating
economic growth and the conviction that it could be developed or
increased has led to the need for a study in which effects of
changes in the need achievement levels of individuals can be

_traced over time throughout the social and economic life of a
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community belonging to an economically backward country. This
initiated a search for a community where a significant proportion
of the leaders could be exposed to need achievement training so

that a study could be made of the effects of traininz, not only on

their own careers, but also on the economic output of their com-
munity.

To arrive at definite results, a community was selected which

was neither oo underdeveloped - for then, not enough infra-
structure would exist to show up changes in any reasonablc time,
nor too developed — for then it would be difficult to prove that

a single input such asmotivation training had effected any changes
in the growth of the community. Some level of social and business
organisation was essential for motivational inputs to have any dis-
cernable effects in a short time. Besidesthese, an important re-
quisite for conducting a research project was an educational insti-
tution with access to the community in which the study was to be
conducted.

* A training conference was held in the US, financed by the 'JS
agency for international development (AID) which was finding
new methods to improve the effectiveness of its world-wide pro-
gramme to help poor countries develop their economics. The
conference was attended by representatives from 10 countnies —
India, Egypt, Colombia, Tunisia. Algeria, Spain, Chile, ltaly,
Mexico and Thailand, which were sclected for the developmental
project. It was decided to carry out feasibility studies only in
[ndia, Southern Italy and Tunisia.

India was primarily chosen because it presented opportunitics
* for studying the effects of need achievement training on two types
of communities at different levels of complexity. At the simpler
level, it was proposed to study the effects of training on the pro-
ductivity of firms. Thus was considered fairly convenicnt in
[ndia because there were a number of large textile -nills and it
‘'was considered possible to interest the executives in soine of

these mills to attend seminars on motivation developnent. Since
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careful comparable records of output of all the mills are kept, it
was possible to promptly assess whether the motivational train-

ing had any effects on the output of thesetexdle mills. |

At a more complex level, it was proposed to train a significa.nt
proportion of leaders in a small city dominating a district in
India to see if this had any significant effect on the economic
gfowth of that particular district. Such an effort was made fea-
sible by the possibility of collaboration with the Small Industry
Extension Training Institute, Hyderabad.

Southern ltaly was chosen for study because the Cassa di
Mezzogiomo, a govemment agency, had already set in motion a
plan by which business leaders from four underdeveloped regions
were to be specially trained in Naples. [t seemed feasible to
add a motivation training programme for leaders from one or two
of the regions, to observe whether such training would make any
difference in the rate of development of these regions as compared
to regions from which leaders had not undergone training in
achievement motivation.

In Tunisia, it was planned to introduce achievement motivation
training for a number of leadership cadres in various segtors of
the government, and compare the rate of development of this
small country with similar countries the leaders of which had
not received any training.

Thus the design of the research programme was such that jt
proposed to study the effect of motivation training introduced

at the firm and district level (India), at the regional level (Italy),
and at the national level (Tunisia).

However, three partsof the proposedprogramme were relinquished
because of AID’s decision to withdraw support to the project. Thus
the research project was only carried out at the district level in
India in collaboration with the S[ET Institute.

The need for rapid economic growth to accelerate the rate of
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cmployment had impelled India to transfer attention from tradi-
tional economic planning to modern, small scale industry, while
‘at the same time encouraging the growth of large enterprises.
Assistance was offered to operate such firms so that the capital
surpluses thus created would eventually lead to industrial growth
and increased employment. It was this strategy that led to the
setting up of the SIET Institute to train extension workers who
would in turn serve to help small industries develop all over India.
The Institute therefore showed cnthusiasm in including motivation
training programme — both for public officials and private entre-
preneurs, in its endeavours toward stimulating entreprencurship.

Aim of the Study

It was proposed to study the impact of achievement motivation
training, given to a few selected significant businessmen of a
town or community, on their own career as well as on the growth
of the community.

Sample

The initial plans of conducting the research project at district
level in India called for selecting three pairsof small citics
matched on a number of variables such as “sizc (sct at about
1,00,000 inhabitants), per cent of literacy and growth in litcracy
over the past decade; total number of firms employing twenty or
more  people and the growth rate in electricity consumed, trans-
portation and communication facilities, and the patterns of agn-
cultural, industrial and commercial employment. The sclection
was limitedto cities of about 100,000 population becausc they

were were considered large enough to provide infrastructure neces-
sary for rapid econoinic growth,but small enough not to be affected
by major changes introduced by the govemnment. “n the basis of
the above criteria a preliminary investigation of 1961 ccnsus data, .
even comparable small cities were selectedin three different states

as sites for the project. :
In Andhra Pradesh, Kakinadaand Rajahinundry, in East Godavari
district, seemed well matched. They are locatedin inore or less
the same ecological area are only soine forty-five miles apart.
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and inhabited by very much the same kind of people. In Tamil ;
Nadu, three cities were chosen because no two cities matched '

on size and other vanables. Two cities were chosen in Maha-

rashcra, Akola and Amravati, but no work was done there.

It may be mentioned here that initially the main measures of the : -
need achievement input was differential changesin the commu-
nity economic indicators on the basis of which the cities had

been matched. However, the researchers found that scatistical
summaries obtained through secondary sources did not always
correspond to data obtainedin the field. For instance,while the
census records all industrial workers, the factory inspectors only
record those units registered under the Factories Act. Moreover,
a number of owners avoided registering new production units
because they toundit difficult to comply with all the provisions
of the Factories Act, particularly when they were getting started.
Again, the city economicindicators were considered unpredictable c
because a number of local industries depended heavily on agr cul-
ture, which in turn depends on the weather. Furthermore, the re-
searchers had reservations about the comparabiiity of Kakinada
and Rajahmundry, asit seemed impossible to rule out special
economic 1nputs which might favour one town over the other. For
instance, it wasthought that if Kakinada registered higher con-
sumption of electricity after the training input than Rajahmundry,
it wouldbe very difficult to ‘attnibute it to the training input alone.
Therefore, the focus was changedto the effects of the training
inputs on the activity level of individual businessmen and chan-
ges in the rates of growth of their firms. With this objective,
three comparable groups of businessmen who started their acti-
vity two yearsbefore the research project was scheduled (1964)
were selected.

e

Research Design
Group A from Kakinada consisted of businessmen who had received r-
need achievement training, group B consisted of comparable busi-

nessmen from the same town who had not received need achieve-
ment training, and group C consisted of comparable businessmen
from Rajah:nundry who had not received need achievement training.
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The rationale reported for such a research design was based on
the supposition that ‘* increasing the entrepreneurial spirit in

a significant portion of the business leadership of a particular
community would perhaps create a ‘ go ahead’,,atmOSPh;re for the
other businessmen in the city.” Thus, it was hypothesised that
even Group B -~ the untrained group from Kakinada — would also
show a higher level of activity than Group C — the untrained group

from Rajahmundry.

Four training programmes were held at SIET Institute for the se-
lected prominent businessmen of Kakinada. Fifty-two :nen repre-
senting 49 different Kakinada firms attended the programme.

The objectives of the course (summarised by Danzing & Nadkarni)
were:

1. To increase entrepreneurial spirit and improve interpersonal
competence among the participants with emphasis on motivation,
planning .and cooperative effort rather than technical skills.

The course was basically one of self-development. The three
approaches to greater self-knowledge and understanding of motives
were:

a) The roots of values, attitudes and motives were examined
through the familiar and natural effects on the individual's
image-of himself and his world.

b) Each individual was guided in examining his characteristic
modesof behaviour as perceived by those around him.

c) Each individual was guided in examining his fantasies and
his aspirationsin relation to his actual behaviour.

d) An important aspect of the course was that participants
initiate and control change by setting reasonable goals for
change in themselves, in their firms, and in their area.

Nature of the Programme
The programme began with presenting evidence of how achieve-
nent motivation or the ‘‘ entrepreneurial spirit” is related to




<

performance and success, and how such a spirit has contributed
to national economic growch.

1.

Participants were given an opportunity to analyze their own

* spontaneous thinking or imagination and to score this mate-

o

rial for motivation content according to well-defined scoring
procedures. The purpose was to help them recognise achieve-
ment thinking in its various aspects so that they can reproduce
it in their thoughts and therefore, in their actions.

. Participants were encouragedto use the understanding of their

own motivation and thinking to evaluate their approach to their
work and to set realistic challenging goals for themselves.

Participants practiced ‘' ‘ achievement trai:;ing’ by learning to
perceive job situations, problems and possibilities in achieve-
ment terms. They engaged in achievement — related activities
in a simulated business situation. The objective was to make
them aware of the relationship between achievement thinking
and entrepreneurial action.

Cases of successful entrepreneurs were presented to the group
sometimesin person, to enable the participants to see the rela-
tionship between successful business functioning and achieve-
ment thinking, and also to understand theorigins of entrepre-
neurial behaviour.

. Throughout the' course, participants were given an opportunity

to experience and internalise the characteristics of successful
entrepreneurship.

The individual was encouragedto write an autobiography, to
make plans for his future, to take practical steps andmake
the commitments necessary to fulfil the personal goals he
has set for himself. Personal counselling sessions were
arranged for the participants to obtain better self-knowledge

more realistic appraisal of goals and more creative ways of

attaining them.
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7. Throughout the course, participants were encouraged to exa-
mine their relauonshxps with others in the group. They were
given opportunities to understand the needsof others and to
help them in solving their problems.

8. Participants were given practice in aiding and supporting one
another in group activities. This was designed to increase
Cooperation upon their return to their area, and to increase
the probability of mutual reinforcement in the future.

s Contacts were maintained with the participants through inten-
s:ve follow-up interviews at regular intervals for a couple of
years to check on the progress they were making towards
accomplishing their objectives.

Finally, an evaluation programme was made to find out the im-
pactof the programme on the economic development of a given
area compared with a similar area where such a programme was
not presented. Changesin individuals who have undergone the
Course were observed in comparison with a similar group who
had not undergone the course.

Summary of Results

The research design of the study involved groups of participants
who were heterogenous in their activities. Participants were
from foundries, small manufacturers, wholesale dealers, retail
merchants, banKers, etc. The study reports that as the activi-
ties of thesemen could no: be di rectly compared, a system of
scoring business activity levels during a time period, on the
basis of reports given by the participant himself regarding his
activities and job performance, wasdesigned. This to a certain
extent reduced the activities of heterogenous groups to a com-
parable measure, so that those who had received need achieve-
ment training could be compared with those who had not. . i

The scoring system as a measure of a man’s economic or entre-

Preneurial effectiveness assessed the responsi bility of the indi-
| vidual, thus applying to his action and not just events in the

1
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type of the firm, and the impact of his actions on the economic
performance of the firm. Each individual was given an activity
leve! score for the period of two years before the course and for

two years after the course. The activity level scores were com-
bined as follows: .For instance, if the individual had plans, then
it is scored + 1, no change wasscored 0, and less activity is '
scored — 1. A score of 'active’ was + 2 indicating specific
atCtivity involving the expenditure or investment 5f money. The
study reports the activity level score as a precise psychological
measure, not influenced by economic conditions such as price
rise, rawmaterial shortages, etc. It equatedbig changes such as
starting a factory with relatively small changes such as expand-

ing a shop.

Table 1

*Percentages of entrepreneurs classified as
Active (+2) During the Two—year periods

Before After  Significance of
course course After — Before

196264 1964—66 levels:

A. Kakinada
trained in n ach(N=5) 18% 55% 2 = 14.02
.001
B. Kakinada
(not trained) 4
N=22 18% 18%

C. Rajahmundry
_ (not trained)
‘N=35 26% 31%

*The table is part of Table 7.2 from the results of the research
project in “Motivating economic achievement” , David C. McClelland:

and NDavid G. "inter.
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Table 1 presents part of the results of these activity level scores
as reportedin the study. Starting off at more or less the same
level before the course, the participants from Kakinada (Group A)
showed a significant increase. That is during the two years after
the course, more than 50% scored ‘active’. Howevet,the control
subjects from Kakinada (Group B) remained at the same level of
activity contrary to the assumption that an untrained group from
the same vicinity would also be affected by the increased entre-
preneurial spirit of the trained group. Again, it was also found
that Group C of Rajahmundry also did not show a significant in-

crease in the level of activity.

Thus, measuresof individual behaviour showed that the partici-
pantsin achievement motivation courses improved significantly
in many aspectsof entrepreneurial performance before and after
the course, and as compared with the other control groups. Course
participants showedincreased sense of efficiency and business
activity, thatis, they worked longer hours and made more defi-
nite attempts to start new business ventures. Measuresof eco-
comic effects as reported indicate that participants increased
their investments and employed more workers. The aggregate
economic effects of the coursesinclude mobilisation of approxi-
mately Rs. 3,76,000 (estimated increase of investment by 8,000
over a two-year period per entrepreneur), of new capital invest-
ment and creation of about 135 new jobs. This clearly suggests
that the course certainly had an economic effect.’

The study concludes that “in no sense has the course led t
instant and continued success for all, or for even a s:nall pro-
portion of men. Rather, it,has ledto some improvement for many,
an improvemegt that is made up of trial and error, investigation,
planning, some failure, overcoming of obstacles, change and re-
orientation and overall success in many cases”.

Though the course did not generate an economic revolution, the
follow-up claims a continuing effect that could be potent if inte-
grated with other economic efforts.
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HOW ACHIEVEMENT MOTIVATION DEVELOPS?

by
H.C. Raval
. B.P, Murali

BACKGROUND

The very basic question 'what is motive'? is to be answered
and understood before we dwell upon the various motives
characterising human behaviour and development, In simple
terms, motives can be defined as various psychological needs
in varying degrees of strengths which are reflected in the
continuous concern the individual has and his thoughts are

occupied with such dominant concerns.

Among various motives, Achievement Motivation, as oriqginally
conceived by Prof, David McClelland and linked to entrepre-
neurship is of primary interest to those working in the
field and to the entrepreneurs themselves, Need for Achieve-
ment can best be described as an urge in an individual to

do something extra-ordinary or unique; an urge to excel:

an attempt to meet the self-imposed standard of excellence:
a desire for success iﬁ competition with others and,
involvement in a long-term career gnal. When it comes

to competition, the urge to compete in a healthy way and

not fighting with each other is important. Such type of
competition, in other words, Achievement Motivation is

basic to any change in the economic life, at all levels -

individual, group, community or society,

With this background, we shall now discuss the following
topics:

-

{ £ ) Sources of development of Achievement Motivation

and evidence for the same.
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( 11) Achievement Motivation as related to Entre-

preneurship.
(i11) Problems associated with High Achievement
Motivation and How to cope with them,

( iv) Achievement Motivation and Internality.

(1) SOURCES OF DEVELOPMENT OF ACHIEVEMENT MOTIVATION
AND EVIDENCE FOR THE SAME:

(a) Literature as a Source of Development of
Achievement Motivation.

As children, whatever we hear, see oOr read

; influences us. During the childhood, children
read stories, comics, text book etc., As a result,
they are influenced by what is known as 'imagery'.
The various dimensions of thinking reflected in the
stories, comics etc., to which théy are exposed
influence them. When the children grow up, they
exhibit one kind of motivation or other depending on
what they are exposed to. Thus, one source of
development of Achievement Motivation of a child
is from what he hears, what he reads and what he
sees leading to what kind of imagery he builds,
This iz further reinforced by textbooks and novels

he reads as an adolescent/adult,

Based on the said rationale, one can see the rele-
vance of looking at pictures, writing stories and
re-writing them so as to influence the thought-
patterns of the individuals thereby changing/
developing achievement motivation.

Research in this field has indicated that as
Achievement Motivation, as found in stories, novels,
etc, went up, the economic life after about 20 to
30 years showed very regular promises because there
was more wealth generated in the country. On the
contrary, when the literature looked at from a
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thematic angle dealt more with non-achieve-
ment themes, the economic prosperity started
declining after about a generation's gap. 1In
other words, when Achievement Motivation depic-
ted in the literature went up, it had an impact
on the children who were brought up at that
time, When they became adults they contributed
to high economic activity, There is an indirect
evidence that the "Achievement Theme" in the
literature including stories, novels, 'folk-
lores etc. observed during a particular
period. This, in turn, would result in high
economic activity when those children reach
adulthood,

While conducting a research on this concept,
sufficient evidence was collected by Prof.Dbavid
McClelland. Some of the materials collected
were in the form of literature from Greece of
the B.C. period. Together with literary pleces,
paintings, architectural design etc. of that
period were also studied. These materials were
analysed and scored for the element of Achieve-
ment Motivation in them. The analysis was done
on similar materials of various stages of

Greek Civilization. The analysis showed that
when the element of Achievement Motivation in
such materials of a particular period was high,
the period that followed it, had high economic
activity with significant development,
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Child Rearinj as a Source of Development
of Achievement Motivation:

During the course of research conducted by

Prof. McClelland wherein literature and other
materials of Greek Civilization were collected
and analysed, it was found that the period

having a peak in economic activities was followed
by a period with amazing slump in the same,

Given a peak in economic activities and ample
resources associated with it, the Greeks started
developing new ways of enjoyment/entertainment.
with various forms of enjoyments available such
as dramas etc.,, they were too busy to look after
their children. The children were left to be
looked after by servants who were brought as slaves
from Africa and other countries. When the slaves
brought up the children, it appears that they
pocialised the children in their own way which
was different from the way their parents were
socialised when they were children, Achieve-
ment Motivation in these children seems to have
gone down with the result that when they reached

L -

adulthood, the economic development wag not that
impresive., Thus, one important source of develop-

ing Achievement Motivation seems to be the way

we rear our children.

Evidence for good child rearing practices as a
source of development of Achievement Motivation
can be found in the work done on Achievement
Motivation Training in'early sixties, People in
late thirties and early forties were imparteé
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Achievement Motivation training in Kakinada,

a town in Andhra Pradesh, These people came

from families with strong financial background.
when they came for training programme, they

snowed what kind of child rearing practices were
followed during their childhood. Their parents
wanted to give them the best education and the
best care. They thought that the best way to
provide care to the children was to have a servant.
The servant would take the boy to the school,
bring him back from the school and so on. As

a result, when these children grew up, they did
not know how to take risk. As children, they were
more and more dependant on the servants and elders,
They would not take decisions without consulting
elders.

In contrast to the above experiment, the experience
with another group in North Punjab was different.
When this group was brought to Achievement Moti-
vation Training and asked to explain their child
rearing practices from their memories when they
were 12 or 13 years old, it was found that they
grew in an environment of affluence which was

the result of compvaratively high level of agricul-
tural output. Durinn their childhood, their
parents encouraged them to travel alone by train,
go to far off places and such other activities
involving independent decision-taking and risk.
This kind of encouragement gave them courage to
try something new when they grew up and as a
result, they exhibited. high degree of Achievement

Motivation,.
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(¢) Socialising as a Source of Developing_
Achievement Motivation:

.

After leérning about the influence of child-
rearing practices of Achievement Motivation, the
most important steps to develop that in the society
are to develop achievement-oriented literature

and child-rearing practices that would encourage
children to take risk, make decisions independantly
and so on. But the process is a long and laborious

one consuming 20 to 30 years of time for the child-
; ren to qrow up to a stage when they can contribute | |
to the economic activity. Now, that we are inte-
rested and perhaps, anxious, to develop Achievement
Motivation within a short period, we need to
understand what we as adults can do to develop
Achievement-Orientation in adults so that we can
accelerate their pace of development - of the
individual as well as of the society.

Socialising in order to develop Achievement
Orientation can be done at 3 levels., Thelir family
being a primary institution, parents who know of
Achievement Motivation can help other elders in
the family and other parents to become better
parents so that their children are socialised

in the right environment. The other institucions
such as, senior Schools and colleges, students
can be encouraged to think independently, to

work independently, to seek help where needed,

to set goals in accordance with their competence
etc. The same can be done in the work place,
office, factories etc. Doing so, calls for
organised training of the agents of change in

the society. The most effective way to develop

Achievement Motivation 1s through imparting

<
3
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" structured training which would develop
Achievement-orientation in the trainees and

would also enable them to act as change-agents,

ACHIEVEMENT MOTIVATION AS RELATED TO

ENTREPRENEURSHIP:

The characteristics of an entrepreneur, being an
urge to excel - setting challenging goals, taking
moderate risks, seeking help, being aware of personal
and worldly hurdles and so on .the relevance of
Achievement Motivation to Entrepreneurship becomes
obvious, While conducting EDPs, the trainer asks

the participants to look at pictures and write
stories and re-write them incorporating various

components of Achievement Motivation. Such an

exercise would influence their thought patterns

thereby changing motivation in the desired direc-
tion. Further, the trainer acts as a change-agent
influencing the thinking of the participants while
planning for setting up the enterprises.

The way an entrepnreneur plans his project is as
important as the story he writes and analyses in
TAT. while planning the project, the elements of
Achievement Motivation may start working in the
mind of an entrepreneur starting right from product
selection., He may think of selecting a product
with a new design.or some new applications for theJ
same product, thereby indicating an urge to do
something new. He may then work out the investment
level. He may start exploring the opportunities
for raising funds from various sources to meet the
equity requirements of the financial institutions,
In this process, he is exhibiting two major charac-

teristics - elements of Achievement Motivation i.e.
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realising personal hurdles and seeking help to

overcome the same,

Thus, we find various elem~nts of Achievement
Motivation being reflected in the planning process
of an entrepreneur, The more the elements of
Achievement Motivation are present in an entrepre-
neur, the higher will be his level of Achievement
Motivation and consequently, the more will be the
chances of his success, ‘Durinqg the course of an
EDP, when the participants write stories and score
them for Achievement Motivation fhey would realise
the elements of Achievement Motivation that are
missing. Thereafter, when they write stories
repeatedly trying to incorporate the missing ele-
ments, it will have an impact on their thinking
which would get reflected in their planning for
setting up the enterprise,

(11i) PROBLEMS ASSOCIATED WITH HIGH ACHIEVEMENT
MOTIVATION AND HOW TO COPE WITH THEM:

Having high Achievement Motivation may not be
sufficient to make an entrepreneur successful.

To apply Achievement Motivation into successful
entrepreneurship, there are certain other require-
ments, This has been pointed out by a Hungarian
socialogist who did a study by taking data from
various countries and analysing the difference
between those who had high Achfievement Motivation,
set up their business and became successful and
those who had high Achievement Motivation but
failed to succeed in business. His studies done
in Indonesia, Pakistan, Iran, Iraq and Ireland
revealed that one factor which made the difference
was high fear of failure,
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If we look at the concept of Achievement Motiva-
tion - an urge to excel, an urge to compete, an
urge to do something unique - is associated with
constant pressure and stress, This may make a
person anxious as to how he will do it. To cite

an example from the real life situation - a good
student may not come out with: flying colours in an
examination. His anxiety to perform well makes him
nervous and acts as a handicap. This does not mean
that he does not have high Achievement Motivation.
He has high Achievement Motivation and at the same
time, hislhigh anxiety level for achieving results
becomes a handicép.

High anxiety level resulting from fear or failure
may make a person work towards avoiding failure

by lowering his standard of performance. Try only
so much as not té be anxious seems to be the right
attitude, With a view to reduce anxiety, he may

be made to set low goals which would ensure success.
Otherwise, he may set too high a goal for him to
achieve due to high anxiety level. High goal may
be chosen because the fajlure in this case becomes
irrelevant, and in itself taken as a source of

appreciation and applause.

Apart from reaching to an anxiety level, fear of
failure may be reflected in constantly being
anxious of one's’own weaknesses and problems in
the environment rather than being aware of one's
strengths and opnortunities in the environment.

An entrepreneur has to do SWOT (strength, weakness,

opportunity and threat) analysis, i.e. identifying

one's own strengths and weaknesses, identifying
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opportunities in the environment and the threats
posed by the limitations in the external environ-
ment. High fear of failure when not matched with

a corresponding level of hope for success means
that the person overlooks his capabilities and the
existing opportunities and look at their weaknesses
and risks involved in the opportunities,

Given a high level of fear of failure, the question
is how to cope with it? Thinking more and more in
positive terms, in terms of what strength we have

and at the same time, taking steps to remove the
weaknesses or at least trying to lessen the influence
of our weaknesses on our performance alone can help
us. If an entrepreneur has a limited knowledge in
marketing, he may take a short-term course or take

an experienced person. If he has insufficient funds,
he may look for a financial partner. This means that
as a strategy, taking help from others to comoensate
one's own weaknesses may facilitate lessening fear

of failure and consequently, the anxiety associated
with it. Similarly, instead of seeing only the
threats in the environment and letting them increase
one's anxiety level which would in turn affect one's
performahce, one may concentrate on opportunities

in the environment and start linking them to one's
own strength so as to arrive at a strategy not
leading to high anxiety levels,

(iv) ACHIEVEMENT MOTIVATION AND INTERNALITY:

The individual's belief that whatever happens to
him is to a large extent, caused by himself and
that he has a control on the outcome of his actions -
is the conceot of Internal Locus of Control. An
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entrepreneur with this kind of approach does not
believe that the Government, competitors etc,
influence the success or faflure of his business,
This doe-s not mean that external factors do not
influence the outcome of one's efforts. Also,

this does not mean that one should not seek help.
In fact, an entrepreneur needs help to negate the
adverse external f 'ctors influencing his enterprise.
This only means that an entrepreneur believes or
should believe in the concept that ultimately the
success or failure depends on how he is able to do
certain things and the awareness that he can inter-
vene to influence the outcome of the external factors.
In order to possess such an attitude, one should
identify one's strength, concentrate on them and

be confident of using the same to influence the
outcome, Such a belief in one's own strength

would reduce anxiety level associated with high
fear of failure, Such a reduction in anxiety level
even while having fear of failure, would lead to an
increase in the level of hope for success resulting
in a net hope for success which ultimately would

lead to better performance,
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DYNAMICS OF MOTIVATION

Every individual acts in a distinct
manner. Since people act differently the
basic question is ‘why they do what they
do’? The answer to this question lies
considerably in the explanation of moti-
vation. The term, ‘motivation’ comes from
the Latin word movere which means ‘to
move’, Motivation as the base-building
block of human action has been studied
extensively. Studies on motivation broadly
refer to two areas (a) motivating self and
(b) motivating others. Available literature
suggesis that it is imperative to understand
the underlying ccncept of motivation in
order to fermulate a theoretical base for
both the aspects. Motivational theories
are based on the fact that behaviour is
cssemially'pu:'poseful and directed towards
the attainment of a goal. Thus, the concept
“motive’’ refers to the purpose underlying
all goal directed actions, All motives,
however, may not be equally important to
the context of the goal. Some actions arise
from a biological or physiological need,
over which people do not have much
control. Such motives are common to the
entire animal kingdom. But there are
certain crucial and other higher order
needs which are common to human beings.
The distinctly human motives are largely
unrelated to biological and survival needs.
These are related to feelings or self esteem,
competency, social acceptance, etr.

Psychologists hava described the term
motivation as’

the immediate influence on the
direction, vigour and persistence of
action;

— the process of arousing action, sus-

taining the activity in progress and
regulating the pattern of activity;

— an inner state that energises acti-
vities and directs or channels be-
haviour towards goal;

how behaviour gets started, is ener-
gised, is sustained, is directed, is
stopped and what kinds of subjective
reactions are present in the orga-
nism while all this is going on;

steering one’s action towards certain
goals and to commit a certain part
of one's energies to reacting to
them.




These descriptions help in answering
one or all the following questions: A

i) What energises human behaviour?
ii) What directs such behaviour?

iii) How is this behaviour maintained
and sustained? '

Understanding motivation process

Motivation is essenticlly a process. It
may be illustrated- with the help of 4
generalised model. The important aspect
of the model are (i) needs or expectations
(ii) behaviour (iii} goal, and, (iv) some
form of feedback as:

Inner state of
disequilibrium,

expectancies
accompanied by
anticipation

T
I

Basically, this model indicates that an
individual possesses in varying strength a
multitude of needs, desires and expecta-
tions. These activators are generally char-
acterised by two phenomena. First, the
emergence of such a need, desire or ex-

pectation generally creates a state of,

disequilibrium within the individual which
he will try to reduce. Second, the presence
of such needs, desires or expectations is
generally associated with an anticipation
or belief that a certain action will lead to
the reduction of this disequilibrium, which
becomes the incentive or goal for the
initiation of action. In theory, the sets
of variables involved in the motivation
process are presumed to be a chain of

oL

Motivation of
inner state o s W
(feedback)

events. Moved by the desire to reduce the
internal state of disequilibrium, with the
anticipation or belief that certain action
would help achieve that, the individual
would initiate the action (behave) in a
certain manner that he believes will lead
him to the desired goal. The motivation of
this action then sets up a series of events,’
either within the individual or in his
environment, which feeds information back
to the individual concerning the impact of
his behaviour. Such cues may lead him to
modify (or cease) his present behavior,
or'he may presume that this present course
of action is correct.

Incentive or

Behaviour or goal
. —
need, desire or acHon

e AR e 1= c g

The model offers three postulates:
i) Behaviour is caused (need)
ii) Behaviour is motivated (drive)

iii) Behaviour is goal-directed.

A state of need is a motive, the action

initiated or the drive behaviour is known -

as motivated and attainment of needs and
reduction of drive by the achievement
of goal is known as the “process of
motivation.”

Entrepreneurial motivation

Motivation in general is an important
determinart for entrepreneurial growth and
development in society. However, una.
the broad spectium of motivation, certain
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social motives have been found to be
significantly related to entrepreneurial
behaviour; such as the need for achieve-
ment, power affiliation, dependency,
extension, personal achievement, social
achievement, influence, etc. Among all
these motives, three categories of social
motives seem to be extensively explored.
These are the need for achievement, power
and affiliation.

The need for achievement

It is referred to as one’s desire for some
standard of excellence in a performance
related situation.

The need for power

It is identified as one’s desire to control
or influence as on-going situation, It has
been found that people with a high need
for power seek a position of leadership.
They usually become good managers and
SUPErVisors.

The need for afliliation

It is identified as one's concern to
establish, maintain and sustain affective
relationship with others. This is found to
be important for those whose aim in life
requires sacrifices and an avoidance of
inter-personal conflicts in order to succeed.
Their achievement goals are related to
group or community work.

These categories of social motives
differ from each other in terms of satis-
faction desired in undertaking activities
as well as in terms of thoughts, feelings
and actions of the individual.*

Entrepreneurial motivation. therefore,

{should be viewed in terms of & set of

motives of varying strength such as a high
need to achieve, moderate need for power
and low affiliation motive. Apart from the
motivational profile, other behavioural
dimensions like tolerance to ambiguity,
problem solving, creativity etc. adds in
building entrepreneurial motivation in a
larger perspective. Among these motives,
the achievement motive acquires a
strategic and important position, and for
this reason it is often equated with entre-
preneural motivation which is quite close
but is not the same.

Achievement motivation

Achievement motivation is also termed
as “'n Ach”, the need to achieve, the "urge
to improve’ in common parlance, If a man

3




spends his time thinking about doing his
job better, accomplishing somathirig
unusual and important or advancing his
career, the psychologist says he has a high
need for achievement. He thinks not only
about the achievement goals but also
about how it can be attained, what
obstacles or blocks might be encountered
and how he would take help to overcome
the obstacles in achievin  his goal.

Achievement motivation has been
defined as:

—""A desire and effort to accomplish
something difficult, to master, manipulate
or organise physical objects, human
beings, or ideas. To do this as rapidly and
as independently as possible, to overcome
obstacles and attain a high standard. To
increase self regard by the successful
exercise of talent.”"?

—""A latent disposition to strive for a
particular goal, stage or aim,""*

—""Desire to do well, not so much for
the sake of social recognition or prestige
but to attain an inner feeling of personal
accomplishment.”®

—"Value instilled in the individual
through the socialisation process, in which
individual feels a need for desire to excel in
reacting certain goals only for the satisfac-
tion of reaching the goal and not for the
reward of the goals or ends involved.”"®

—"Social value that emphasises a
desire for excellence in order to attain a
sense of personal accomplishment.”"’

—""As -efficiency motivation which
concerns efficiency and reflects through
competition with others or with one’s own
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standard of performance, an urge 10 do
something unique or to make the maximum
utilisation of resources around."®

—""A disposition to achieve something
excellent.”"?

[

These definitions clearly indicate that
achievement motivation is the predisposi-

tion or inclination of an individual to
accomplish something important and
unique in a8 competitive situation.
Significance of achievement
motivation

There are a number of empirical

evidences which suggest that the need for
achievement is:

—responsible for economic growth and
decline of a nation;

—essential ingredient of entrepreneur-
ship leading to economic develop-
ment;

—one of the most important characte-
ristics of the enirepreneur;

—important contributing factor
wards entrepreneurial activity;

to-

—major factor in assessing entrepre-
neurial awareness and entrepreneu-
‘rial supply in a social system;

—a psychological characteristic in
nature and manipulative through
appropriate training programme;

—found to be significant even for
. successful managers, executives,
salesmen, etc.;

—viewed as an intervention for orga-
nisational development.




These findings conclusively establish
the importance of achievement motivation,
especially in entrepreneurial development.
This is further hightlighted if we take into
consideration the main characteristics of a
person with high need for achievement.

Characteristics of persons with high
need for achievement

1. A person with high n Ach, likes to
shoulder responsibility: When he under-
takes a task, he prefers to have it clearly
understood that he will see it through. He
desires credits for the success of the under-
taking, but is equally prepared to accept
blame if he fails. He prefers situations
where the outcome depends on his ability
and efforts rather than on chance or other
factors beyond his control. This gives him
a sense of achievement and satisfaction at
the successful outcome. If unsuccessful, he
does not rail against the unkind fates, nor
finds fault with his superiors, competitors,
subordinates, or the government,

2. A person with high n Ach. likes to
take moderate risks: He prefers a situation
where there is a challenge and some real
risk of not succeeding but where that risk
is such that it can be overcome by his
efforts.

He perceives his desired goal clearly
and defines it in definite terms by assess-
ing the various alternatives available, cal-
culating the cost of each alternative and
assessing the probability of achieving the
desired outcome. His choice of the means
or alternative is generally governed by
moderate or at least 40-60 percent prob-
ability of achieving the desired outcome.
Such a person is known to be moderate/
calculated risk taker.

3. A person with high n Ach. wants
to know the results of his efforts: He
needs some indication of how he is doing.
He prefers to gauge his achievement objec-
tively soon after he has taken action.
Constant feedback is stimulating and satis-
fying to him and he uses it to modify and
improve his efforts at appropriate levels.

4. A high n Ach. person tends to
persist in the face of adversity: He is not
easily discouraged by failure. His under-
lying self-confidence leads him to carry on
despite set-backs. He uses the knowledge
of his failures as a learning experience.
The achievement motivated individual is
not content to leave the task unfinished.
He feels a tension as long as there is
something yet undone—some step he still
might take to achieve the goal. So, he
tends to carry on or go back to the un-
finished “task and put forth extra effort to
carry'it through to a definite conclusion.

This is not to say, howaver, that he will
continually persist. When it becomes clear
that the odds are too great against him, he
readily shifts tactics or even objectives.

5. A high n Ach. person tends to be
innovative: With different approaches to
achieve his goals at his dispoéal, he is
prepared to try out the alternatives. We
may say that he is more goal-oriented than
technique-oriented. For him, the method
of choice is the method which will work
bess. If the common sense ap;ﬁroach fails,
he will invent new ones.

He is not a creative person i/ the sense
a painter or a writer is. He is, however,
ingenious at adapting and modifying what-
ever is at hand to solve the prot'ems or

achieve the objective.




6. The high n Ach. person usually
demonstrates some inter-personal compe-
tence: He recognises the importance of

inter-personal relationships in achieving
objectives; therefore, he devotes a reason-

able effort to developing and maintaining
adequate relations with others, especially
the acknowledged experts in his field.

7. A high n Ach. motivated individual
is oriented towards the future: While he
may not necessarily have a clear idea of
his long-term goal, he addresses himself
with maximum effort to his task of the
moment, feeling that in some way, his
successful accomplishment of the task will
prepare him for more important activities
in the future. Perhaps we can say that he
has some sense of destiny; that bigger
things are yet to come. Accordingly, each
current task, no matter how minor, is per-
ceived as important’in itself because of its
relationship to his own growth process.
This sense of destiny would give rise to
feelings of self-confidence and the will-
ingness to make decisions and take
responsibility.

8. A pérson with high n Ach. shows
tolerance to ambiguity: A high n Ach.
individual may be said to live more "‘in
process’’ than those with low achievement
motivation. He does not require a complete
structuring of a situation in order to
function. He is better able to tolerate
ambiguity., and maintains a sense of ac-
complishment of every task.

9. A person with high n Ach. tends to
be mobile: He is active and restless and
likes to take the initiative. A pioneer, and
adventurer, he is willing to leave his home
and venture into the unknown. He tends
to travel considerably and visit new places.
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The mobility and flexibility ot the n
Ach. person is evident in terms of ideas
as well as physical action. Someone has
stated that the epitaph of the high n Ach.
person could be:

Here | lie in my final condition,
Let it be said | tested tradition.

10. A person with n Ach. is adventur-
ous: He is not satisfied with what is; nor is
he content with what he has achieved. His
standards are high and as soon as he
attains his goal, he sets his sights on a
new, perhaps more difficult, target.

We can characterise the pzrson with
high need for achieving as a restless,
energetic, striving perso'n who seeks and
enjoys challenges. For him, life is a
“reasonable adventure.”

Achievement motivation vs
entrepreneurial motivation
Entrepreneurial research and wide
ranging experiences of those engaged in
promoting entrepreneurship have brought
into focus that need for achievement is




not the only ‘motive’ in shaping a potential
entrepreneur to take up entrepreneurial
activity. The need for achievement contri-
butes directly to the making of both the
entrepreneur and the enterprise, but this
motive or need becomes less important
once the entrepreneur has assumed and
lived his role progressively. Obviously,
other needs crop up to determine the
quality of entrepreneurial behaviour.

Originally, David McClelland and his
associates were concerned with showing
that a direct increase in echievement moti-
vation in individuals has a significant
economics impact on the community; and
the main strategy, therefore, was to in-
crease achievement motivation in entre-
preneurs. But over the years, it has been
realised that achievement motivation is
not synonymous with entrepreneurial moti-
vation. In fact, scholars and researchers
have highlighted that the entrepreneur is
predisposed to a set of motives which are
not mutually exclusive, but complementary
and supplementary io each other.

Pareek pointed out that social change
can be accelerated if the level of achieve-
ment motivation and extension motivation
is raised in society and dependency moti-
vation is reduced.'® In one of the studies
McClelland has shifted the emphasis from
achievement to power. He concludes that
high power motivation combined with
high self control (personal pdwer) makes
for greater organisational effectiveness,
particularly if affiliation is also low.!* While
emphasising the need for social achieve-
ment motivation, Rao and Mehta argue
that the old concept of an entrepreneur
seeking certain advantage for himself, is
no longer tenable in the context of the

universal urge for social change and eco-
nomic development experienced in deve-
loping countries. Further, they stated that
the changing condition calls for socially
conscious entrepreneurs who are not
threatened by the progress of others. On
the contrary, he acts in full awareness of
several implications of others. Similarly,
Nadkarni and Pandharipande have proposed
that motivational training for entrepreneu-
rial development should emphasise n Ach.
and n Power. As started by McClelland
and Winter, it is interesting to note that
achievement motivation is not a substitute
for knowledge, but added to knowledge
and opportunity, it can make a real
difference in economic achievement.’?

It follows from these statements and
findings that training inputs should also
relate to motives, other than achievement,
like, power, affiliation, extension, social
achievement, dependency, etc. Therefore,
motivational intervention requites to be
multichanneled, with scope of dealing
with other motives rather than regulating
through a single channel indicating only
achievement motive, Entrepreneurial moti-
vation, thus, can be described in terms
of motivational profiles. Chattopadhyaya,
while deliberating on this issue in detail,
suggested that "It is quite likely that the
profile of entrepreneurial motivation cen-
sists of high achievement, high extension,
moderate power and low affiliative and
low dependency motive'’.!® There is no
single accepted and standardised profile of
‘an entrepreneur in the Indian situation.
However, there seems to be enough
evidence to consider achievement, power
and affiliation building: entrepreneurial
motivation.
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INESS OPPORTUNITY IDENTIFICATION - CONCEPTS AND METHODOLOGY

|

- J. B. PATEL

BACKGROUND

The structure of a new enterprise rests on the selectlion of [

good and viable project opportunity. It {s like using a I{fe

depend on the

partner an the future of the enterprise will

successful selection of the project opportunity. It is found In

practice that un planned, unimaginative and haphazard selection

of a product results {n serious marketing problems and/or faces

shortages of raw materlals, manpower oOr equipment. Selection of

right businoss cpportunity is very important because of following
reasons:

) Change over from one product to another is difficult

particularly in the small-scale sector due to

administrative and technical problems;

i Sound selection of a product eliminates nearly half of
marketing problens;

{1{) Financial {nstitutions provide quick finance for 2 well-

thought out business opportunity, that is, {f the market oOr

mater{al supply for a product (s not uncertain;

v Technology tie-up and cholfce of equlpnent depend upon

proper selection of product.

It {= thus clear that sound salection of a product helps in
heal thy growth of an enterprisae. Guidance for business
opportunity seloction is thoreforo very significant for

prospective entreproneurs as well as for the succoss of an EDP.

The Business Opportunity Guidance (BCG! module can be divided
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four ma)or components:

into following

leportance and relevance of Business Opportunitios.

a)
o) Prccess of l|dentlifylng and a:sess;nglﬁuslneﬁs Opportunities.
el Linking potential business opportunities to the needs of
potential entrepreneurs.
d) Modes Operand| for dellvering business Opportunity
Gulidance.
Over a perjod of time, well tested successful techniques and
counsel | ing practices have been developed to (mpart BOG to the

are-wldely tried out

entrepreneurs. Thevse tests ard techniques

a number of entrepreneurs of Jdifferont target groups such

on
SLT Graduates, wormen entrepreneurs

educated youths,
uneducated youths.
and Relevance of Business Opportunities
EDP for potentlial

|pportance

BOG is one of the critical Inputs In any
entrepreneurs. Iln fact, the need (s not only of ldentifying a
viable project opportunity but also constantly guiding and
It is f ound during the

tho entrepreneurs.

cournselling to
Training Programme that the BOG starts the day on which
application focraos are given to the entrepreneurs for
in the programme. The entrepreneur asks repeatedly

participation
his

business opportunities open to hia based on

qualifications

ls good for one

qQuestions about
and

location, famlly background, educational
experlence. In fact, a business opportunity that
entrepreneur may not be good for another entrepreneur as the
the followling

selectlion of copportunity depends on combination of

factors:
: entreprengur, namely;, education, work, experlen-

8 Backgrounce of

ce, etc.
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2. Froposed location of the unit.

s 15 Investment capacity.

4, Avallability of raw materi{a! and proximity tc the wmarket.

B Avallabllity of process technology and equipment.

6. Govornnnﬁt policy.

The final nelectlon of a product will therefore depend on the

optimum combination of all the above factors, after balancing the

merits and demerits of each combination. It may be noted that {t

i not necessary for all the above factors to be favourable in

respect of a particular opportunity. One will have to apply his

own judgement for the s{tuation and take appropriate decision.

The hunger for seeking a viable opportunity from entrepreneur's

side {s also equally {mportant as he alone can study {n ,detall

each and every aspect of a given opportunity. K good opportunity

mey be termed as a product having marketing, technical and

financial viability for a given location and background of the

entrepreneur. It is not possible to give a genera| {sed
definition of a good opportunity as the best opportunity for one

entrepreneur may be a worse one for another entreprenesur.

it can be dafined as an attractive project {dea which an

Broadly,
basis of certailn

entrepreneur accepts for investment on the

assumption about the feasibility of the project.
entrepreneur having trading background will not worry about

The

;ho market as he will be assured of market but he will be worried

about the production. Simi{larly a technician entrepreneur Wil

have more worry Iabout the wmarketing of the product than
oakes

Thus, the multiplicity of considerations

manufacturing.

the process of fdentification of Business Opportunity more

and challengling for a new entrepreneur.

coamplex




The complex |ty of the problem can be represented as shown in

Flgure - .
?rcq;-a of !dent:itylng anc Assussing Business Uppogrtunity:

Ap AN UNIrepreneur vnNe wi @ | Lavu to take risks to venture into
the bus!ress of manLla::ur:ng. trading or any other service.

This calls for an urge to ldentify a viable project opportunlity
The 1mportance of BOG i{nput is to

suitable tc his backgorung.
hils project ldea and

entrepreneur to formulate

gear up tre
finally decide the product (n which he would |llke to go for
business. This w i |l require lot of heip from the tralning

to do so from trainer's slde.

progracme and zotivation
There {9 a need to identify project opportunities for a given
locatlon or region wherae the training prigramme is to be
concucted,. This should pe done well In advance so that a basket
can be kept ready before the

L8

of project opportunit.es

commencement cf the prograome. A st of opportunities should
also have the basic {nformation about supply of materials,
government facllities or

maln zarket/users, §

investment required,
{in bulldling up conflidence

restrictions, etc. This wlll also help
of the Ilnstitutions involved in supporting Entrepreneurship
activities. Therefore, a systematic approach_ to

Developoent
all the more

BCG training Ilnputs in EDP becomes

design
It has to be evaluated and performed fronm

the view

laportant.
and secondly,

point of firstly, those who wish to offer EDPs
those Individual entrepreneurs who have to particlipate [In such a

progracaoe,
for speclal skills and

opportunity calls

The ldentificatlion of

efforts noraally possessed by an @xperienced tralner. The

ganera . idelines for taent!fyling Buyliness Opportunity ray he
L] Y - N




given as undor:

i)

L)

ti)

Environment: The - scanning of environment {s an fmportant

exercise In project identi(fication as it generates project

{deas which can be further scrutinised, based on the

requirements in the fligure. This exercise provides for

bullding up an Ilnventory of natural resources of the reglon,

local ski{lls and inputs and outputs of medfum and large-

scale industries.

The domography of the region also helps in fdenti{ifyling the

potantial for a particular product. The socio-economic

background of the people indicates the preference for a

particular product and inclination towards a special skilll,

Current Business Scene:

A study of local business practices, trader's turnover of

various products, requirements of various raw materials and

{nputs in med{um and large-scale units, Government

purchases, tastes and habits of the people, etc. help {n

ldentifying project ideas. In the area of service-sector

local needs,

one can study the population of wvehicles,

agricul tural activities, floating population and emerging

trends (n business.

traditional skill helps (n

Local skill: A study of local

knowing the type of
the manpower available {n a giQen location. This will

the people from

{ndicate the possibility of diverging

into other more promising and

conventional trade
activities. .

EDP Target Group

The strengths of the targel group wi izl al%o dgclde the set

product which can be manufactured based

on

a2also

their

profitable




of opportunities which can be indicated to the

entrepreneurs.

tochnical skillws aiid

For example, the ftinanclal resovurcus,

product will decide the

knowl| edge about a particular

opportunities In which' entrepreneurs can think for a

bus iness.

s

NEV AVENUES FOR PROJECT SELECTION

sclence and technology

There are some recent developments |n
which opens up avenues for new ontroprenours to take up
both in manuracturing and service

challengling opportunities
sector. However, one aust have thorough know|edge and perfect
technology Lo manufacture and estab|ish viable venture in this

llne, Some of the areas worth montioniﬁg area:

(1) Blto-technology

f

L U 9 Genetlc Engineering

tiit Telecommunication

t{v) Electronics

(v Oceanography

tvi) Space Research Applications

(vl Renewable Sources of Energy ;

(vili) Service sector
{al Video Parlour
(b! Fast Food Centre

(c) Extruded food products

{d) Computer service

electronic consumer

(e) Repalrs and malntenance of

products

ke eraoples of potential products I1n the above mew flelds are

g:9cussea Irn the followling paragraphsd

]

Fl

L




(1) Biostechnology L

This s & new area of technology in which nuamber of chemical and

all{ed products are manufactured with the help of different types

of bacteria using blo-technology. This new technology reduces

pollution, requires less energy and cost of production s

drastically reduced due to low consumption of costlier raw

vaterials. For example copper sulphate can be eanufactured from

to reduce

copper ore viz., Chalcopyrite using specific bacterla

the ore to ccpper sulphate. Conventionally, {t (s wmanufactured

by wusing copper scrap and sulphuric acid which (s very costly

compared to the new technology. Similarly, many organic products

especially pharmaceuticals are manufactured with the help of

blo-technology and bio-chemical engineering. This (s also done

remarkable work in the fleld of medical science to I(mprove the

phelth of the common man.

({1) Genetic Engineering:

Here the :anes-frcm an{mal are extracted and transformed so that

better quality {ssue (s produced.

For exanple, with the help of genetic engineering milk production

of cow can be {ncreased several times. Similarly high ylelding

varlsty of vegotables and food crops can be produced with this

technology.

({i{l) Telecommunication

In the fl-id of telecommunication recent developments like

cordless telecommunication system

electronic telephone exchanges,

oetc.., are developed to facilitate telecommunication. This glives

ample opportunities for the manufacture of small parts of

plastic, brass and other metals required in orfglinal equlpments

L slso for the replacement. '




{lv) Electronics
Tris sector 18 comparati:swv.y not new but has ample scope for new
avenues as has the wiectrcnic products have nigh rate of

nodic;l

ctvolesvene, In the flel: cf procuss control Instruments,
instrueents, consumer electronic goods and educational electronic
ltens are some of the fields T U -1 5] there exlists vast

opportunities for new entrepreneurs.

(v) Oceanography

and crude ofl are

As the natural resources particularly mineral
’ |
depieting from the land it has become necessary teo

rapidly
.up;oro the co2ssibility ¢f getting viable metal and crude oil for
petroleum prcducts and energy generation. Thisltechnology also
offo:s the avenue for better understanding of weather, mansoon

small

cycle on TR s tee, Aumber instruments,

and cyclonic
wgu:red for research and study In this

gadgetls, machines @tc are
L8
field. For commercia: eaxgpic:tation large size equipments are

needed o dig out minera! Jepasit and exploration and production

of -‘cruce @il

=

{vi) Space Research Applications

the Government on space research for better

Recent emprhasis of
climatic conditlions

uncerstanging of

telecoxmunicatlion anc teltler
have, opened up vast avences :n this faiela. The ' space research
yn 2ifferent parvs of Tur soutnry includling

application coentres
Jevelopment and

one i AhmeZabad are engagec 1n Lhe r=23=arth, .
alsce iauniching of sate..:%tes for the above purpose. Thlsl ﬁas
created vas't czpportunities for new entreprencurs in the fleld of
precision parts, engineering tno}mo plastic

sanufacturing
ano trermo setting products, speclalltly chemicals and hardwares,.
technology

yndlan Spaoce Research organisation at Thumba providens




for the manufacture of some of these components, hardware and

plast'lc material.

(vi{) Renewable sources of energy

In a 'tropical' country like India there |Is vast potential of

utilising solar energy, agro-based power generation of energy

and setting up of wind mills. ln rural areas products |ike solar

cooker, solar water heater system, wind mill, and gasifier

for the

running on agro-based have ample scope to manufacture

consumption in villages.

fviii) Service Sector :

Conventionally {n our country service sector {s confined to cycle

repalring, automobile repairing uorkshop.:laundry: electric motor

winding, repaliring of domestic gadgets, clock repairing etc. In

the recent years new avenues in the area of setting up of video

parlour, fast food centre, travel agency. testing laboratories

testing have opened up

for food stuff, pharmaceuticals and soil

{n each corner of the coutnry.

new areas for the entrepreneurs
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