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Abstract:

Thinking is intimately related to acting. If we think in terms of progress, we plan
Jorit, if we are not progressing any maore, what is there to think — and to do? This
article argues thal mind (and the set of actions available) is limited by our men-
tal concepts. New economic need of entrepreneurship requires that we should
think of slanguages and point of viewse instead of mnodelse, sgenuin uncerlain-
tya instead of splannings, vprocessesw instead of sstructurese, sactorse instead of

ssystemse, snetworkinge instead of smarketings, sentrepreneurshipe instead of
smanagemente— and act accordingly.
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1. Background

It ook several years before we seriously realized in our country that
something grave has happened to our economy. Meanwhile we have
lost market shares in relationship to other OECD countries. There are
even those who say that Swedens (and the rest of the industrialized
worlds) period of grandeur is over. »New« markets, developing country
types, cannot save us. And »old« markets have disappeared!

The situation in industry of today is different compared with yester-
days. To continue hiding behind our past is the same as confirming
that our economic high power period is over.

Our market has disappeared! Is there any real demand for USA:s and
western Europes traditional products? Who are the buyers? Develop-
ing countries? Particularly South East Asia is developing its own high
technology.

The situation has been characterized in many different terms. Con-
cepts like structural crises, bad productivity, thin profit margins and
high cost of labour flourish in this connection. Reports from the
Boston group, OECD and Swedish Board of Technical Development
speak ol need of renewal and creativity.

One has tried to find good examples. During the 60ies it was USA,
during the 70ies it was Japan. Today one speaks of a Swedish model,
without being very clear of what it is. One admits that it is impossible
to be good in everything, rarely best in more than one thing. One is
locking for what is typical Swedish. One wants to export know-how,
ability ol organization, science, medical results and our long expe-
rience from administration in a public sector.

An industry built on the economy of the long series is very vulnerable
at economic recessions. Low productivity is there. The efficiency goes
down, among other things because everybody knows that more and
more personnel must go. Security, guards and controlling persons in-
crease in numbers, personnel that is not producing new goods but pro-
tect the old ones. Number of hours of manpower per produced unit is
however increased this way.

When we finally, individually or in group, are looking for economic
security — by artifically constructed jobs or by subsidized units — we
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decrease the developing speed together and contribute to a paralysed
society.
And this is done when we need mohi]it}' at the most.

2. Where do we find the possibilities?

In the same time it is so, that small companies produce in a relative
sense quite a lot of innovations, they are very often suitable partners to
the big companies (they complement each other), they can contribute
to the vitalization of the big companies and they generally stand for
more openness and flexibility in the economy, which today is assessed
so highly. It can be expressed so, that nthe fates« of the small and big
companies are and will bli more and more intimately related to one
another. It is the »systems« of different companies and the dependence
between them that more and more come to the front in the debate of
the society and business (1).

An interesting question is in a situation like the present one, where it
looks like the established companies can well manage the big deals but
not the small starts. How to unite the entrepreneurial culture of the small
company to plant this into the sometimes rigid form of the big company?

Like never before it is necessary to understand entrepreneurship in a
society, where the speed of change is higher than ever, where the tech-
nical development is enormous, where consumers attitudes, leisure
habits and pattern of behaviour are in continous transformation and
where we meet more and more industries, that have to be vitalized by
diversification in order to survive.

3. Entrepreneurship and lack Dfinsight

In our country there is no shortage of ideas. What is missing is by and
large knowledge of what entrepreneurship is all about, what it stands
for and organizations and action power to implement it. The know-
ledge we have is mainly built on USA.

Entrepreneurship is the step between swanting to doc and shaving it dones, a
step that sometimes can be short but of crucial importance.

163



Entrepreneurship as a subject seems to be growing. This can be noti-
ced in universities at technical and business departments, in critical
industries, in the public debate and in different campaigns and courses.
The number of books, publications and articles that are about entre-
preneurship seem to be rising. Increased activities can be noticed from
governmental and other public authorities. Besides, more and more
political statements go in that direction lately.

But there are several obstacles to overcome. In a survey to determine
problems and possibilities in companies the list of the ten most difficult
problems became (2):

1. Low propensity to risk.

2. Lack of time and resources.

3. Tight time schedule.

4. Static and rigid organization, strict limits between different posi-
tions and departments.

. Resources for quick investment in new ideas outside the regular
working area are missing.

. NIH-barrier — not invented here.

. Thinking determined by offices and positions.

. No proactions.

. Internal communication is poor.

. Creative individuals are promoted, so that they can no longer be
creative,

h
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I believe that enumerations of this kind are hiding the most important
matter:

LACK OF INSIGHT

In the beginning religion stood for all trust-worthy testimonies of rea.
lity. Filosophy came. Logic, mathematic etc. In our time we are gifted
business problems, psychological problems, ecological problems, and
so on. Every area is defining reality from its models and create a langu-
age for its way of looking. In every area definitions become more and
more total. The picture of reality that is brought forward in language
becomes more and more self defining and will contain its own legiti-
mizing explanations. At the end language becomes a handbook of all
that cannot be said.
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The risk is obvious that what is stuck in such a totalizing environment
gets a builtin mechanism that will be disturbed by new thought. The
continous change is slowing down, the eyes are misted and the grow-
ing institution is becoming a tourist in its own reality. Shortly, the future

of new business ventures in big companies of today is statistically very
miserable (3).

4. To think new....

Traditional views: New views:

models languages and point of views
planning genuin uncertainty
structures processes

systems actors

marketing networking

management entrepreneurship

To the left is listed what can be indicated views and concepts, that have
been developed during a period of growing economy. We are educat-
ing our economists and business administrators by these views today.
But in a situation, where the market has stopped growing or disappear-
ed, where thinking is standing still and where a crisis is threatening
behind the corner or is already noticed, new orientations are neces-
sary. We can compare the situations in a simple growth curve:

New business and new

) companies (entrepreneurship)
——T
e

A

Crisis

Growth
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Thinking in terms of models is very common in business administra-
tion, ie. to picture different complicated sitations in simplifying illu-
strations. But what is more and more obvious is that language and
thinking (and acting) are becoming one (4). Furthermore, it is too com-
mon that business economic models do not contain the subjective pos-
sibilities of man. Naturally those involved do feel aleniated in front of
models of the type investment calculations, organizational charts and
CPM and PERT diagrams. What is needed is instead a purposeful lan-
guage, a problem oriented point of view, which basically gives the possibi-
lities for man to act as man to interpret his situation and to ereafe oppor-
tunities for success.

In a growing situation there are some possibilities to forecast. This is
necessary in order to make planning possible. But when this situation is
no longer there, one has to accept that future contains genuin uncertain-
ty (5), which cannot be analyzed away.

In a situation with stable growth one can build up structures, which can
be appropriate in this phase. When new orientation is necessary these
structures can be an obstacle (6), where procedural rules are over-
emphasized. At the very most a renewing process in a more successful
direction can be started.

Systems thinking has dominated business administration in theory and
practice in more than ten years. Today this approach has influenced
thinking (and action) to such an extent that you can even here state-
ments of the following type: »I cannot do anything about the situation.
I am just a part of the systemu. In a situation where new ventures are
necessary another approach, what can be called the actors approach (7),
is necessary. This thinking takes care of and facilitates the intrinsic
creative ability of human beings.

Marketing is a must in a situation of growth. But what happens when
there is no market to bring the products to. A modern point of view is
that then it is necessary to be intimated with different environmental
elements, this in order to create a possible future together. A concept
brought forward here is networking (8).

Managers are needed 1o plan and to supervise that development is
going in the intended direction. But when to change direction an ex-
tensive action, entreprreneurship, is needed also from the executives point
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of view. If things work the way they are planned the best action from
the managers can be not to do anything (management by exception).
But in a critical situation things are not working the way they are

planncd, To do nothing in such a situation can only lead one way, to
death.

5. ....15 tO act new

Many readers will at this stage not like to be called »tradional thin-
kers«. Many will also suggest, for example that »Planners know that
sometimes there are genuin uncertainty which cannot be planned
away« or »We build systems that consider the actorse. T believe that
such points of view are missing the issue. I do not deny that in some
states of business, models can be useful, planning should be done etc.
But, in a situation where one gets stuck — and many companies have
done it — linear thinking only leads to a fixation of status quo, not to a
basically new opening. As Max Weber once said: »A compromise is not
one step closer to truth than what the compromise is built onle.

We can never get rid of the power of words and thought. If we want to
act in a new way — and I mean a new way — we must think in a new
way. To examplify, it is quite rare to have a process orientation in
entrepreneurial matters, at least such an orientation with a practical
ground. And the thinking of systems and management has outplayed
its role in more and more situations.

167



References

(1) Ramswdm, Dick (edk Smd firetag — stora problem (#5mall companies — big problemsal, P A
Morstedt & Séners Forlag, Stockholm 1975

(2} Vedin, Bengt Arne: Innovationsklimatel § Sverige (wThe innovative climate in Swedena), SNS,
Srockholm 1982,

{3} Arbnor, Ingeman ex al: Onnligt ochuperad inlnvisibly occupicdy), Liber, Malmd 1981,

(8 Malmberg, Beriil: Spraket ock minniskan nLanguage and mana), Bokforlager Aldus/Bonniers,
Stockholm 1976

(5) Andersson, Rolf et al: Krdvande firetagsledning (nChallenging managementd, Liber, Malmé
1952,

{6} Burns, T & Stalker, G M: The Management of Innevation, Tavistock Publications 1961,

(7} Arbnor, T & Bjerke, B: Foretapsekonomisk metodliva (hMethodology in Business Administrations),
Swielenthitteratur, Lund 1977,

(8) Hammarkvist, B et ak Marknadsforing fir konkurrenskraft (wCompetitive marketinge), Liber,
Malma 1982,

168



