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EXECUTIVE SUMMARY

Business, with the spirit and drive of successful entrepreneurs, is the single largest reason the United States remains the only world super power. These business owners often encounter incredible risks to become established. It is a difficult process to create and run a successful enterprise, but for most it is highly rewarding. 

It is important to understand how to start and run a business. For future entrepreneurs to follow in the footsteps of current leaders, they must understand the process and the passion and characteristic traits behind the business owner. With determined and mentored entrepreneurs, the US economy is in solid shape.

Establishing a distinct market niche and writing a thorough business plan are essential steps to starting and running a successful organization. These initial steps serve to direct and guide the business for sufficient decision-making. It is often said, “If you fail to plan, then you plan to fail.” Creating a niche and a business plan encompass the planning stages.

In addition, the financial considerations and requirements of a business enterprise determine the potential for success. Some financial issues include financing or bootstrapping the business, accounting procedures, and maintaining an appropriate budget. Regardless of the business plan and ability to make sales and create demand, financial management is required. The business must make a profit to flourish. Without proper financial controls the business is jeopardized.

The greatest products and services as well as effective financial management do not fully ensure success. A company’s success hinges on a multitude of relationships. In particular, the quality of its management team to establish and build these relationships creates success. Many people will be included in the organization’s dealings, including customers, suppliers, financers, government officials, lawyers, accountants, and more. These relationships can serve to make or break the potential for entrepreneurial achievement.

While it is essential to follow the appropriate steps for business startup success, who are these entrepreneurs and what are their characteristics? According to our three case studies, there were seven main characteristics or personality traits that encapsulated the entrepreneur. Vision, need for achievement, desire to work for self, willingness to listen, opportunistic nature, creative and innovative, and being aware of risk were necessary to start and lead an enterprise. The three entrepreneurs interviewed epitomize these traits and empower their organizations through action.

Grant Willer, with a passion for providing online guitar lessons, is one such entrepreneur. Willer’s business is in the start up stage. Incorporation and market research have all taken place. However, the company, Note Knowledge, LLC, is yet to open its worldwide web doors. Lessons are being created and the site is a few months away from activation. Grant believes in the impending success of this idea. Obviously, Willer displays the necessary qualities of a young budding entrepreneur. His success will be determined by the convenience and affordability of the service. 

Richard Laughlin, on the other hand, is a well-established entrepreneur. As a professional engineer, Richard founded and grew Midwest Testing, Inc. His firm specializes and excels in the construction development industry. Richard has shown the constant propensity towards leadership and independence. He attributes the success to the traits and characteristics developed during childhood. During adolescence, Laughlin started and ran many profitable small businesses.

Finally, Charles Wang, co-founder and creator of Computer Associates. CA is without question an industry leader in its field. Their core business is software solutions with business to business as primary customers. Wang has developed the needed skills and traits over several years. He has an uncanny ability to figure out and solve the needs of others.

These three case studies are excellent examples of what it takes to start a business. All three are vastly different regarding industry and company size. However, the overall process and personality traits of its leader are strikingly similar. Any business comes with risk, significant risk. Regardless, you can be successful and increase your odds for success by developing the traits required of all business owners.

Have you dreamed of starting a business? It is important to understand how to start a company, to find out what it takes to be your own boss, and find out what makes a successful company. Three such business leaders have decided to follow their dreams of business ownership. They represent many of the character traits needed to become a successful entrepreneur.

Before beginning this business journey, a clarification of entrepreneurialism is necessary.  Miriam Webster’s dictionary defines an entrepreneur as one who organizes, manages, and assumes the risks of a business or enterprise12.  Simply put, an entrepreneur owns their own business and has a hand in the everyday workings of the business.

Finding your niche

In order to start a business, an idea must be formed.  An entrepreneur decides why they will go into business.  For example, they are self-motivated or they want to be financially independent. After deciding if you are the type of person to go into business, determine what type of business best suits your passion. Ask yourself a few questions to find out answers.  For example, what do others perceive are your strengths? What do you like to do in your free time20?   Answering these questions will help to decide what type of business is a good fit. This leads to the ability to find and establish an appropriate business niche.

In order to find a business niche, establish a specific product or service to market and sell. After deciding this, then determine the practicality of the idea as a business. Will the product or service fill a void in the market? If there is a void in the market, determine the level of demand and the potential for direct and indirect competition.  Answering these questions will help in creating a market niche for the business.

Creating a Business Plan

After finding a niche for the business, set out to create a business plan.  A business plan is an outline of the overall goals, visions, and strategies of the company. It is the company’s resume, consisting of background information, objectives, and future projections.  In the business plan, include a current and projected balance sheet, an income statement, and a cash flow analysis.  The business plan is created to let suppliers, sales professionals, and others understand the business’s goals and objectives.  This is an instrumental part of starting a new business and should put the company in business for at least 90 days. 

When beginning to write a business plan, ask yourself several direct questions. What service or product does the business provide and what needs does it fill? Who are the potential customers for the product or service and why will they purchase it? How will you reach those potential customers? How will the business acquire the financial resources to operate? All of these questions should be answered in the business plan to maximize effectiveness20.
Set up Your Own Accounting procedure

After creating the business plan, establish the type of accounting procedure the business will utilize for organizational and taxing purposes.  In an accounting procedure, it is essential to have the appropriate set of checks and balances for the organization to run efficiently and legally.  The business needs to determine the appropriate type of incorporation. Are they going to be a partnership, sole proprietor, or a corporation? There are pros and cons to each business type17. 

A corporation is an organization that is made up of three or more people who enjoy a legal personality.  Legally, a corporation stays in business even if the original owners are no longer connected.  The liability of a corporation is limited to the assets that the corporation owns. Therefore, if the company goes bankrupt, the creditors cannot seize any property of the owners belonging solely to the business3. 

A partnership, on the other hand, is a business association of two or more people in which each person shares in control of the business, along with sharing the business profits. However, the partners have personal and professional liability for partnership debts. Therefore, if a creditor is after the partnership for damages, then all partners are equally liable for the debt.  Also, when a partner is no longer connected to the partnership, the business no longer exists, unless his or her part has been transferred to someone else before the partnership is dissolved16.
Bootstrapping

After deciding on the appropriate accounting procedure, the company may begin the bootstrapping process. Bootstrapping means using funds raised by members of the organization. It is important to guard the limited cash in the beginning of the business. The company wants to be able to sustain the business. This is the reason to maintain excess cash reserves. Bootstrapping gives the business a chance to change the type of products or type of business based on changing market conditions6.  

Create a budget

Once the organization has a plan regarding cash flow requirements, and then it is time to create a budget for the current business venture.  In the budget, plan on including all of the expenses that could possibly occur during the first year of business. The business wants to include the amount of money needed for items such as rent, information technology, salaries, supplies, and others having importance in the day to day running of the business.  It is important to create a budget, because the company does not want to run out of money too soon. 
Setting up a management team
After creating the budget, determine the employee requirements for the entity to run. Once this figure is set, start the process of hiring a management team.  When hiring a management team, find people that have the same goals and work ethic as the business.  You want the team to be knowledgeable and experienced.  The organization is going to want someone that is going to be a loyal asset to the company. The management team is an extremely important part of setting up a company, because it can make or break the success of venture.
Getting Customers

The final step in creating a business is to get customers.  This is the most essential element, because in order to succeed, the business needs a strong customer base.  Repeat customers is key to a successful business.  As long as they are kept happy, they will keep returning.

These seven steps help to bring the business together, but in order to succeed there are a few characteristics that are almost always necessary to have when starting a business.

Characteristics of Successful Entrepreneurs 

	Vision
	Imagination, dream, foresight

	Need for Achievement
	Competitive edge

	Desire to work for self
	Independence, motivation, self drive

	Listen to advice of Others
	Take criticism, modest

	Opportunistic
	Risk taker, proactive, time server

	Creativity & Innovativeness
	Imaginative, quick thinking, resourceful

	Awareness of Risk
	Cautious, alert, awareness of consequences


TURNING IDEAS INTO REALITY       

Ever wonder why so many companies are formed? Where do all these ideas come from? Some companies realize they can make a product better and start out by mimicking a competitor. Other companies get their start by branching off of existing companies. Many start by evolving an idea from a need that is not being met. The first case discussed comes from a perceived unmet need. Grant Willer concocted a plan for a business that has never been attempted by any entrepreneur. 

After following the painstaking, exhausting, and rewarding journey, Willer began a small business. The steps taken and the individuals who made the business possible are essential. Along the way, Willer’s visions and desires are conveyed vividly through his personality traits. The characteristics that encompass his individuality have defined his character throughout a lifetime. Ultimately, leading to the confidence needed to form Note Knowledge, LLC.

WHICH CAME FIRST, THE LYRICS OR THE MUSIC? 

For as long as can be remembered, Grant Willer wanted to start a business and become his own boss. Ever since the age of four, he transformed old toys into toys with more practical uses23. The continuous stream of new thoughts and ideas has given this entrepreneur the ability to pick and choose the most profitable ones. Currently, Willer is pursuing Note Knowledge, LLC, a company that teaches music and guitar to students through the internet and distance learning. 

Born and raised in Saint Louis, Missouri, Grant Willer is the oldest of four boys. His parents have lived in a middle class neighborhood and gave their sons equal opportunities in regarding to school, sports, and music. Grant stated, “My parents have always been around for me and push me to do my best.”  Willer remembers growing up around his grandfather who has patented hundreds of items, including co-founding Sinclair and Rush, a plastic and vinyl manufacturer23. Willer says, “The creativity I posses runs in my family. My father, grandfather, uncle, and cousins have all started, built, and developed their passions into successful companies.”

The personality traits that encourage and enable Willer are being assertive, friendly, creative, and outgoing.  A persuasive and charismatic appeal makes Grant easily approachable. After high school, Willer became involved in sports, bands, charity work, and a variety of jobs to stay busy. He enjoys finding new and unusual ways to solve everyday problems for results. His ability to think outside the box led Willer to the idea for online music lessons.

TRAINING THE BRAIN

[image: image4.wmf]Grant followed in his father’s footsteps and chose to attend St. John Vianny High School in Kirkwood. He believes Vianny taught him to be an independently creative thinker during his formative adolescent years23. When choosing a college, Willer decided to stay in his hometown of Saint Louis and attend the University of Missouri – St. Louis. Attending the University of Missouri – St. Louis gave Willer the opportunity to join the Sigma Pi Fraternity.  Sigma Pi gives their members opportunities to network with a variety of people, charities, and businesses23. He graduated in 2003 with a Business Degree in Management and Marketing. He knew a business degree gave him the best opportunity and provided the largest amount of knowledge to start and run a successful business.

Upon graduation, Willer had to decide whether to jump into the workforce or take action on a lifelong dream of starting a business. One night in February 2004, an idea came to offer music and guitar lessons online. The idea quickly became a reality and Note Knowledge, LLC, emerged. Grant Willer co-founded Note Knowledge with his long time friend Ryan Raineri, who also graduated from UMSL with a degree in Psychology. Both creators love music and have taken guitar lessons. Grant has actively played guitar for over 10 years and looks up to bands such as Van Halen and Led Zepplin23. Willer and Raineri want to share their love of music and provide quality lessons on the web for aspiring musicians. The partners decided their main objective is to make learning the guitar convenient and affordable through the internet and distance learning23. 

THE KNOWLEDGE IN NOTE KNOWLEDGE 

Once the main idea for Note Knowledge was determined, the next step was to turn the dream into reality. Willer informed his father of the idea and got a second opinion on whether to take the chance of starting a company immediately or to hold off and enter the work force. His father said the idea has potential and the company would have a good chance to succeed23. Then, he pitched the idea to Raineri and offered him the position of Note Knowledge Vice President. 

In order to fund the start-up, they borrowed the initial investment from relatives. Willer mentioned, “The initial start up costs includes the web designer, web hosting, lawyer, incorporation fees, advertising, music notation software, and our time. We soon found out the next steps were going to be very tedious and time consuming.”  The next major decision for the company was how to incorporate. Willer decided the best way to incorporate was to form a Limited Liability Company (LLC), because an LLC is a combination of a partnership and a corporation23. A LLC has tax advantages for young and small companies, and shields the partner’s personal assets from lawsuits involving the business.
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INTENSIFYING RESPONSIBILITIES

Since Raineri is currently employed full-time and Willer is currently employed part-time, Willer will work on the majority of the project by drawing out the initial strategy and plans. Their first step was to write out a detailed business plan that encompassed all aspects of the new business. 

Willer found the Strategic Management capstone course at UMSL to be especially helpful to distinguish competitors and to look at direct and indirect competitors for Note Knowledge23. A survey was prepared and sent out to a few people on the concept. They wanted to analyze possible customer expectations of the website. The findings from the survey were taken lightly because of the limited scope and the limited number of respondents. Nevertheless, the responses were useful in formulating a plan for how the lessons would be formulated.

Given that the company will be run solely from the website, choosing an experienced web designer is critical. Willer had access to his father’s web designer. He was able to register a domain and draw up plans for a potential site. Throughout all of the preliminary work, Willer and Raineri have started to organize the first lessons for the site to teach music and guitar. Currently, the site is at a standstill until the demanding work of writing each individual lesson is finished. Once written, the lessons will have to be transcribed onto the site by the web designer. After this process begins, advertising for www.NoteKnowledge.com will begin. Since both partners were active in school and continue to be active in the community, they have successfully networked obtaining discounts on needed items such as the web designer, advertising materials, and business cards23.
HOW WILL THE MUSIC PLAY?                                        
“The main goal of Note Knowledge is to make participants walk away from their lessons knowing how to read music, how to play music, and most importantly fully understand what they have learned,” Grant explained. The lessons work on the premise of teaching students only what they need to be successful, and then build on that level of knowledge23. This is as opposed to bombarding the student with information and hoping they can wade through all the lessons. 

Initially, the website will target beginners only. Specifically, beginners with a strong desire to play and never having the time or money for traditional lessons will be targeted. Also, targeted are previous guitar players previously quitting or suffering from diminishing of their skills. The Note Knowledge website is expected to be fully implemented and teaching students by May 200423. Willer explains, “Note Knowledge fills a huge gap in the music lesson market with lessons that are cheaper and more convenient than traditional lessons.” Their product has a much more effective process than teaching through only books. The process is also more in depth than a DVD or tape.  “www.NoteKnowledge.com is easier to follow than books because the internet ‘virtual’ holds your hand every step of the way through the lessons,” Willer boasts. 

He has no limitations in regards to expanding and growing the business. Once the website is running and the initial wrinkles are ironed out, expansion is the next goal. In-depth guitar lessons will be implemented to expand the website and blueprints for other instruments will be drawn up to offer broader services.
ATTENTION INTERESTED ENTREPRENEURS 

When starting any size company Grant’s first words of advice are, “Don’t be discouraged. Seek advice from those who have been through it.” There will be trials and tribulations as the company develops, including many unforeseen events, which unearth along the way. “We planned for over a month before we even incorporated,” he revealed. 

Having a detailed and solid business plan can guide the company through the startup process.  The passion for success will drive the process of exposing a new idea and creating a vision to make a dream reality. Grant exclaimed, 

“Motivation is the challenge! It would kill me if I did not at least attempt to see if the idea would work. When your dream since childhood is to be your own boss and start your own companies, any idea or thought that inspires should be seriously considered, if not acted on. My main motivation for starting Note Knowledge is the overall success, not the money. You should love the product or service your company delivers and if money comes later, the money will be an additional benefit.”

MAKING THE TRANSITION

Grant Willer, an aspiring and enthusiastic beginning entrepreneur, and the case of Note Knowledge, LLC portrays an excellent example of the characteristics, qualities, and obstacles involved in starting a successful enterprise. Grant’s endeavor would be classified within a small business framework. Businesses at all size levels, from large to small, bring about significant challenges to overcome. The leaders of the organization must either possess or acquire the necessary abilities for the entity to survive.

Companies primarily evolve and grow larger by employing proper business practices and growth strategies. Many huge global firms started out as simply an idea contained in the mind of an opportunistic risk taker. However, these businesses did not achieve these levels of power, influence, and profitability overnight. To a young budding entrepreneur, the beginning of starting and running a business must seem overwhelming. Furthermore, large conglomerates appear to be full of limitless challenges and problem solving. While these stages are crucial for success, an often overlooked and underestimated challenge is that of the mid-size business.

Midwest Testing, Inc. (MTI) is one such business. It began with an idea and only a few motivated souls. It is a great example of the significant and reachable opportunities of our capitalistic society. It started with a dream, continued with determination, and endured with its focus on people. 

THE BUSINESS AND LEADERSHIP
MTI is a firm specializing in geotechnical, environmental, structural, and material engineering. It was founded and established in 1985 by a highly independent and focused risk taker, Richard Laughlin. MTI prides itself on being a highly flexible and mobile construction firm with base operations and offices in St. Louis. Among their many competitive advantages are their skilled staff, flexibility to travel, and an extensively successful track record. 

Currently, MTI boasts a workforce numbering around 40 employees, the results of almost 20 years of persistence and hard work. This was not the case in the mid to late 80’s. During this time period, MTI consisted of only 3 members: a secretary, a field technician, and Richard. The challenges were seemingly insurmountable. Richard was a “jack of all trades”; engineer, businessman, technician, negotiator, marketer, etc. There was major risk involved. Richard acquired a loan of $30,000 from a friend at the terms of 2 years and 10% interest. Without any of his own money in the deal, his determination was more intense and his credibility was at stake.

Today, Richard attributes his success and the success of MTI to his customer focus and the terrific workforce he’s acquired over the years9. However, to understand the success of MTI, you must understand the engine behind this locomotive, Richard Laughlin. He is what truly makes MTI an industry leader.

AN EVENTFUL CHILDHOOD

Richard was born on March 27, 1953 in believe it or not, Africa. He was his parents pride and joy as their firstborn. His brother, and only sibling, would not come for another eight years. Richard was subject to many different cultures and several unique experiences as a child. Considered to be middle class by American standards, their status was often determined by which country they resided in. For example, in a poverty stricken region such as Africa, they were relatively wealthy among the locals. His travels took him to many other interesting parts of the world. His father was subject to frequent relocations in his line of work. This served to shape Richard’s character and his ability to socially adapt at an early age.

As a youngster, Richard describes himself as always taking charge and being able to thrive as a leader9. He felt a strong need to gravitate towards independence. Richard was constantly brainstorming ways to solve problems and to find creative ways to make his own money. Being the leader among new friends, he found to be a natural and comfortable occurrence.

Richard was destined to be an entrepreneur. Looking back on his childhood, he realizes how important it was to learn these business principles of leadership, problem solving, and independence. His ability to take action was even more impressive than his problem solving ability or creativity. By the end of high school, Richard had essentially started and ran three businesses. These businesses included pulling neighbors weeds, mowing lawns, and painting the exterior of houses. In these endeavors, Richard actually employed his friends and established their pay based on value they brought to the job. 

BECOMING AN ENGINEER

As a student, Richard was determined, attentive, and extremely intuitive. He excelled academically throughout elementary and high school. Honor classes and advanced placement were the norm. With his ability to excel, he was allowed to skip a grade and graduated high school after only three years of attendance. 

Richard decided upon graduation from high school, he would be attending the University of Missouri-Rolla. College life was not without significant obstacles. His first decision, to major in nuclear engineering, was a costly one. He did not enjoy this major and fell on hard times. He was unaccustomed to not succeeding. After some counseling and a new strategy, Richard decided on civil engineering as a major. This was his passion. He graduated with not only a bachelors degree, but also a masters degree in geotechnical engineering in 1975.

After graduation, Richard began his working life in Indianapolis, IN. He would later be thankful for the experience and opportunity of working as an employee9. However, he still longed for and had the innate desire to be an entrepreneur. He gave up his high paying job and moved back home to St. Louis. This was a major risk; Richard had a wife and two very young children at this point. He took another job as an employee for 2 reasons: to support his family and to research how he would be able to start a business. 

During his time with the firm, Richard met Paul Broetke. They decided to start an environmental engineering firm and established a partnership. This arrangement turned into a disaster. Paul became a partner that could not be trusted and consequently, the business fell apart. Richard was at a crossroads. He didn’t have much and he had the passion and desire to make something happen.

Richard decided to seek financing from a friend and began Midwest Testing, Inc. As previously mentioned, MTI was established with only three employees. Today, it enjoys great success and an employee base of forty. Richard used the relationships that he built with his customers at Broetke-Laughlin to establish new and permanent customers within MTI. He sees MTI as a culmination of all his hard work, persistence, and previous experiences9.

MAJOR CHALLENGES

Richard finds the challenge of growing and leading a successful mid-size company rewarding, but not easy. The problems to be solved and obstacles to overcome seem never ending. He names a few of his toughest challenges as learning to be a businessman as well as an engineer, finding work during difficult times, and making tough decisions particularly regarding cost9. 

Whenever a business endeavor is undertaken, regardless of the degree of expertise required, sufficient business skills are always necessary. This is definitely the case with MTI. Richard cannot allow himself to get narrowly focused on engineering aspects. He is responsible for the performance and overall business success of his company. The well being of his employees are at stake.

The construction industry, of which MTI excels in, is a highly cyclical industry relying heavily on weather conditions. The business is also affected by tough times, such as a recession. It mirrors closely the housing and development industry. Generally, if developers are building and producing, business at MTI is solid. During static times of building, Richard often finds himself traveling out of state to locations currently prospering to find the necessary work. This is a challenge.

Richard views MTI, the customers and employees, as a family9. He realizes that he must make tough choices regarding reducing staff, declining work if they are overbooked, expansion considerations, and advancement. Richard knows this is the difficult part of running a business. He sees this as his role as a manager opposed to the creativity and problem solving qualities of an entrepreneur9.

CREATIVE AND INNOVATIVE VISION
These words formulate the core behind Richard’s dream for MTI. It is displayed through action and even in writing as the company mission. Our clients talk. We listen. We deliver creative solutions. Let Midwest Testing apply innovation and technology to make a positive impression on the construction industry11. If this statement doesn’t clearly showcase MTI’s objectives, then what will? MTI is committed to excellent and to being an innovative leader in the construction industry.

Hiring, training, and developing strategies are utilized to drive home visionary strategies within MTI employees. Richard will settle for absolutely nothing less. He realizes how important vision and competence is in establishing his firm’s competitive edge within the industry.
INDEPENDENCE AND THE NEED FOR ACHIEVEMENT

From his early beginnings, Richard has always strived for and persuaded others to seek out and achieve independence. During childhood, he always found it exciting to produce and work hard to earn money to spend. This gave him the freedom of choice that he sought. Establishing this work ethic set precedence for his life, which he vowed to continue throughout his lifetime.

Significantly contributing to his success is a need for achievement and general competitiveness in all aspects. Richard always looked at things with an, “I can do better than that” attitude. This confidence and resolute mindset enabled him to achieve much more throughout his lifetime than most. That strong desire for achievement is still apparent in how he conducts MTI.
FIND THE OPPORTUNITY, TAKE THE RISK
Life is full of opportunity, both professionally and personally. Richard believes that everyone has the innate ability to see opportunities, but few actually allow themselves to see these opportunities9. Throughout all of his business pursuits, he has found and took action upon opportunities others simply refused to see. Many are willing and able to take the risk and begin a company, but most either cannot see the opportunities around them or are unwilling to risk the status quo.

Inherently, risk taking is the single largest factor that keeps people from starting and succeeding in a company. Americans have come to believe and even expect the security of a paycheck. Richard has an opposite way of thinking. He believes his security comes from his ability to be a success. Furthermore, he thinks that working for someone else is never completely void of risk. Layoffs have become all too common in the world of outsourcing and cutting costs for efficient business practices.

LEARNING TO LISTEN

Richard values his experience, aptitudes, and skills. He displays courage and decisiveness during professional challenges. Early in his career, that led to a problem with developing and nurturing proper listening skills. Listening is the cornerstone to being a successful leader. In a direct way, you must constantly listen to employees and changing customer needs in this industry. It is the first stage in forming an effective strategy to compete for jobs.

The nature of the construction industry epitomizes change and requires adaptation to it for stability. Listening to changing market conditions has been a developing and growing strength of Richard. He prides himself in overcoming his initial lack of listening skills during early stages of leadership.

ADVICE TO ASPIRING ENTREPRENEURS

The key to successful entrepreneurship, or for life in general, is people. You must build and utilize the talents and contributions of all people involved in your enterprise. The focus of your success must not be based on unworthy self-interest pursuits. You must add value to everyone in your dealings. Establish long-term relationships with clients, employees, industry leaders, and government. Hire great people and align their rewards with the goals of the company. This serves to make them part of the team9.

The important qualities a business leader must have, Richard believes, are honesty, hard work, persistence, and ability to listen. People are not born with these qualities. These skills and characteristics must be practiced and trained to effectively develop9. Richard never underestimates the role of these qualities in the success of MTI and himself as a leader.

The focus must be on finding, establishing, and keeping long term customers. This is the one requirement that all companies, regardless of industry, must possess for success. Richard believes that there are many essential qualities to starting, managing, and leading your organization. However, he also feels there is too much emphasis on other factors outside of your customers. All of these, including employees, tax strategies, expansion, financing, etc. are all important. He simply wants to remind everyone, that without satisfied customers, all of these qualities and strategies mean nothing.

CHARLES B. WANG & COMPUTER ASSOCIATES INTERNATIONAL, INC.

Every business giant grows from a small company, but not every small company can become a big business. As successful players in the business world, big companies conquered many obstacles, and their stories can give people who bear the thoughts of starting a company some enlightenments for drawing up blueprints. Computer Associates International, Inc. is one such big company in IT, and its founder Charles B. Wang, is regarded as one of the legends of the software history. 

Charles B. Wang was Chairman of the Board at Computer Associates International, Inc. (CA) from April 1980 to November 2002 and was CEO of the company from 1976 to July 2000. Wang co-founded CA with three associates in 1976. During his tenure, Wang built CA from a single product enterprise into a global company with a complete array of e-Business solutions 7,18.

Once a small company with only four staffs, CA is now one of the largest software companies in the world. It serves organizations in more than 100 countries, including 99 percent of the Fortune 500 companies. At the end of fiscal year 2003, CA’s enterprise value was about $16 Billion, earnings were over $3 billion, and sales were about 24.9 billion 13. As the co-founder, CEO, and chairman of CA, Wang built a software company that has been unassailable in its industry. With all Wang’s successes, he has never attained recognition at the level of Bill Gates, primarily because: 

“In 1999, CA sold $5.6 billion worth of software, trailing only Microsoft Corp. and IBM, but did not take in a dollar from the consumer market. CA makes a vast array of programs for managing large, diverse computer systems. ‘We are all the plumbing behind the scenes, as opposed to all the pretty faucets,’ says Wang.” 2 

Unlike Bill Gates and Michael Dell, Wang did not start his company from scratch. He worked with three other associates in a small software division of Standard Data Corporation (SDC) before spinning off to establish CA in 1976 2. He was already in his early 30’s with a family and a six-year-old daughter when he took the risk to resign from his job and to start a company 14. Wang is a perfect example people of all ages having ambitions to start their own business and the desire to realize their dreams as successful entrepreneurs. 

Thousands of software companies have come and gone over the age of CA, but CA survived under the leadership of Wang. It has become the world leader in the business management software industry. Wang has all the characteristics that an entrepreneur needs to be successful. Many IT analysts regard him as a software legend.

“I think Charles Wang may be one of the last of his kind we see in the IT business,’ said Michael Dortch, a San Francisco-based analyst at Robert Frances Group Inc. ‘It seems almost impossible, in this day, age and economy, to imagine four people and one product growing into one of the oldest, largest and widely known vendors on the planet. It's pretty clear that if Charles Wang hadn't existed, the IT industry would have had to invent him.’” 19
COMPANY BACKGROUND

Wang’s success can be traced back to his characteristics acquired during childhood and his unique ways of surviving in a relentless competitive software business world. Wang’s life and success are tied tightly with his company. In order to understand more about CA, we will discuss the history and the products of the company.

Before CA spun off from SDC in 1976, CA was a small software division with four staffs in New York. The software division's business was writing and selling systems programs that enhanced the usefulness of IBM mainframes to business clients. When SDC decided to eliminate this small software division, Wang took over and founded his own company with three other associates. They named the new company Computer Associates. Their first product was CA-SORT, a fully compatible sort-merge program developed by a Swiss company. CA-SORT can run 25% faster than IBM's in-house version while using only half the disk-storage space. Wang persuaded the Swiss Company to sell the exclusive right to CA to market CA-SORT in America for 50% of CA's shares 4. This kind of product-for-equity swap became a hallmark of Wang's strategy for rapidly expanding CA's clients and product bases.

CA’s emphasis has focused on compatibility and integration since the initial creation of the company. CA became the first enterprise software company to provide multi-platform products. By 1980, four years after beginning the company, CA had twenty products and $17.8 million in sales 1. CA was doing well enough that Wang bought out the Swiss company's half interest. 

CA went public on December 10, 1981. The initial public offering (IPO) raised $3.2 million for between ten and twenty percent of CA's shares 1. With this money CA started the journey of acquisition. 

"Even if you were willing to wait forever to build up the cash reserve to buy companies, the tax laws sometimes make it better to do what they call pooling, which is to exchange shares and merge instead of trying to pay for everything in cash. We had to have a commodity, which is our stock, that had a good value that could be easily established." –Charles B. Wang 14
CA’s first acquisition was Capex Corp, a maker of  ''utility'' programs for IBM's MVS operating system. The program runs multiple tasks of varying size, including one to make programs written in the popular COBOL programming language run faster and to manage tape storage. In its 28-year history, CA acquired about 70 software companies and broke many records. By 2000, CA made five of the largest deals in the history of software industry 2.

Table 1 Five Largest Deals in the History of Software Industry by 2000 2
	Acquired Company
	Price (in Billions)
	Year

	Sterling Software, Inc
	$4.0
	2000

	Platinum Technology International, Inc
	$3.5
	1999

	Legent Corp.
	$1.8
	1995

	Cheyenne Software, Inc.
	$1.2
	1996

	Uccel Corp.
	$0.8
	1987


In 1986, when it celebrated its ten-year anniversary, they acquired UCCEL Corp. This acquisition brought on board a young development manager, Sanjay Kumar, who is now CA’s CEO and chairman. 

"Acquisitions are in our DNA" –Sanjay Kumar, CEO & Chairman of CA 10
CA’s sales grew extremely fast because of the acquisitions. In 1989, CA became the first software company to reach $1 billion in sales 21.  

Because of their great success in the software industry and excellent working environment, CA was named 1:

· “One of the Best Places to Work” by ComputerWorld magazine for six consecutive years, starting in 1995 

· “One of the Top 100 Companies to Work for” by Working Mother Magazine for three times since 1997

· “One of the Top 100 Companies to Excel in the 20th Century” by CIO magazine in 1999 

· “America’s Most Admired Companies” and “Best company to work for in America” by Fortune magazine in 2000 

As every IT company at the end of twentieth century, CA experienced the IT bubble and their enterprise value dropped tremendously in 2000, as shown in Figure 1 on the following stock chart 13. CA is also under the investigation of Securities and Exchange Commission (SEC.) and Justice Department due to its accounting problems 15, which makes the recovery from the recession of the economy more painful. Despite those troubles, CA is still a leading worldwide provider of solutions and services for the management of IT infrastructure, business information, and application development.
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Figure 1 10 Years Stock Price of CA

CA PRODUCT SOLUTIONS

CA's product solutions address a uniquely extensive range of management challenges across the full range of heterogeneous distributed and mainframe platforms found in today's enterprise environments. They are organized into six brands as shown in the following figure 1. 
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Figure 2 Six Brands of CA's Product Solutions

· Unicenter - For enterprise management. Delivers a flexible solution to build, distribute, install, and manage software across its life cycle on target systems across the enterprise.

· ETrust - For security management. Offers a holistic approach to business security management.

· BrightStor - For storage management. Empowers a company to manage all enterprise storage from a single point.

· AllFusion - For application life cycle management. Helps organizations model, develop and deploy applications across the enterprise.

· Advantage - For database management, application development, and enterprise reporting solutions that support ongoing business operations. 

· CleverPath - For Portal & Business intelligence solutions for centralizing information access.

CHARLES B. WANG

Wang’s success as an entrepreneur roots from the environment of his adolescence. He developed the characteristics and skills to do business successfully. 

GROWING PAINS

Wang was born in Shanghai, China, in August 1944. He was the second of three sons in the family. His grandfather was a landowner involved in business and politics.  His father studied law at Harvard before returning to Shanghai with a master’s degree and served for a time as a justice of the Shanghai Supreme Court. Wang moved to the United States with his family in 1952, in the wake of the communist revolution. He grew up in Queens Village, New York22. 

After moving to the US, Charles’ father, Kenneth Wang, taught international law at St. John's University. Concurrently, his wife pursued a master's degree in library science at Columbia University. To augment her husband's salary, Mrs. Wang typed envelopes late into the night. Charles was often short the 32 cents to buy a school lunch 14. Although it can be hard to tell how his characteristics and life are affected by his early experiences, the influence is definitely flowing in his blood.

Wang’s two brothers followed in the footsteps of their scholarly father. Both excelled academically from elementary school to college. Unlike his two brothers, Wang was an A student in elementary school, a B student in Brooklyn Technical High School, and barely graduated from Queens College, majoring in math and physics. Wang had little interest in studies. To him the pressure from his parents, not his personal interests, pushed him through school. One of the co-founders of CA, Russ Artzt, said that Wang was berating a Queens College math professor for giving him an F on a test when he noticed him the first time. Wang recalled: “This guy had come from MIT, but so what? I said, don't teach me how to plug numbers into a formula, teach me how to think2.” 

“We may be reluctant to commit to something, but when we commit to it, it’s our word on the line.”
 -- Charles B. Wang 14
Wang was a curious young man and enjoyed trying new things. He combined a sense of adventure with his mother’s influence. Wang learned the integrity of a man’s word from his father and lived it. He credits much of his success to that principle. 

“Whatever job it is, however boring, if I can make it better or more interesting I would do a better job at it.” – Charles B. Wang 14
From an early age, Wang's energies were focused on the practical world. He worked Thursday, Friday, and Saturdays as a stock clerk at the grocery store during high school. He could always make fun of his seemly boring jobs by changing the processes to improve the efficiencies. After joining Queens College, Wang worked virtually full-time at the post office, the grocery store, and Emery Air Freight. He worked more out of a desire for independence than necessity. He didn’t care much about his studies as long as he could get a passing grade. His self-image at that time was based on being a hard worker rather than a brilliant scholar. “I want to do it my way,” Wang said 14.
BECOMING A PROGRAMMER

After he became a programmer in SDC, Wang began to conceive the idea of his own software company.

“So I told my mother, I thought that I was going to be a programmer. She said, ‘What’s that?’ I said, ‘I don’t know, Mom, but boy, they need them.”
 -- Charles B. Wang 14
The way Wang got into computer programming showed his practical approach to life and his personality as a risk taker. When graduation from college approached, Wang started to worry about what the next step would be. To find out what kinds of workers were in demand, he opened the classified page of the New York Times and found two and a half pages of programmer ads 14. He then decided to investigate the skills needed to pursue the job.
Not long after Wang graduated from Queens College in 1966, Wang became a programmer trainee at the Electronics Research Laboratory of Columbia University and started his career in the software field. Four years later, in 1971, he joined the software division of SDC. The software division's business was writing and selling systems programs that enhanced the usefulness of IBM mainframes to business clients. A key component of the business was servicing clients by traveling to the client's business and listening to their needs and problems, and trying to provide solutions 14. This, more than any other aspect of the business, seemed to have excited Wang's imagination to conceive the idea of his own software company.

STARTING HIS OWN COMPANY

"The biggest problem with the industry was that it was technology-driven only." – Charles B. Wang 14
Although he and his associates didn’t have enough money to open a new company, they had perceived the idea of creating a successful business by simply listening to clients and solving their problems. He viewed this as a huge opportunity, because the industry was not market-driven but technology-driven.

The opportunity of starting a market-driven business presented itself to Wang in 1976. To focus on major services, SDC decided to eliminate the software division in early 1976. Wang was taking a large risk. The choice could serve to change his whole life. As a husband and father of a six-year-old daughter in his early 30’s, Wang decided to buy this division and to build his own software company. Not many people have the guts to take this kind of risk, to put their lives and the lives of their families at high risk. The truth is, opportunity falls on the person who is prepared. Of all the four founders, Wang was the only one who resigned from his job and worked wholeheartedly on this new company. He certainly took the biggest piece of the pie, 50% of the shares of the company 2.

After spinning off SDC, Wang and his associates named the new company Computer Associates. What made the deal possible was SDC not insisting on cash up front, agreeing instead to take a couple hundred thousand dollars to be paid out of earnings over several years8. The deal gave CA a few pieces of systems software for IBM mainframes and a small roster of clients to begin operations. 

A successful entrepreneur knows not only how to expand his business but also how to manage people. Wang was a good programmer and had passion on programming, but he left the program development to one of his associates, Russ Artzt, when the company started, and took charge of marketing and documentation, simply because Russ was a better programmer. Later, he invited his older brother, a lawyer, to join his company as administrative vice president, and they cooperated very well. Wang was a person who had very strong mind, but he also welcomed healthy and constructive criticism from his subordinates, which was very important for the success of the company.

“All my executives are very outspoken and certainly I don't want them to agree with me. If they always agree with me, I always tell them that one of us is redundant and it ain't me, so you figure out who it is."  Charles B. Wang 14
COMPARING TO SUCCESSFUL ENTREPRENEURS

There is no doubt that Wang is extremely successful as an entrepreneur. A comparison of his characteristics with those of successful ones can make this point clearer.

Table 2 Comparing to Successful Entrepreneurs

	Vision
	Market-driven, Customer focused company

	Need for achievement
	Always

	Desire to work for self
	Strong

	Listen to advice of others
	Moderate

	Opportunistic
	Very

	Creative & Innovative
	Always

	Risk taker
	Very


These characteristics are not unique to Wang or any successful entrepreneurs; actually, every one of us can find some traits of them in his own life. The difference is that the successful entrepreneurs have developed these characteristics to help them to conquer the obstacles on the way to successes. One thing to remember is that these characteristics can be developed, but the question is if you are ready to pursue to your dream.

There is a very popular false concept in the mind of people who are thinking of starting their own business. They thought that they need innovative products that differentiate them from other competitors to start a company.  One of the lessons that learned from this case study is that it’s not necessary to have innovative products to be a successful entrepreneur. It will be very helpful for a company to succeed to have such products, but a company can be equally successful otherwise, just like CA and Wang. Wang started his company based one major observation: to listen to customer better and to provide better solutions. 

Even though the past three cases have shown how three different people have been successful in three different businesses there are some mistakes that can be made.  These mistakes will cause a business to crumble5. The 10 mistakes are as followed:

10 BIG MISTAKES

1.  Lacking a contingency plan for the unexpected shortfalls of expectations

2.  Misjudging a potential market share, market size, and ease of product entry

3.  Underestimating the amount of money and time the business needs to begin and to stay in business

4.  Spending too much money on office facilities and hiring too many employees

5.  Projecting costs that are too low

6.  Lacking simplicity in the business vision

7.
 Missing a long-term plan and business purpose

8.    Hiring for convenience rather than skill

9.  Neglecting to manage the entire company as a whole

10.  Lacking an exit strategy 

CULMINATION 

After taking a look at 3 very different people that started three very different companies, these entrepreneurs can be linked together by their seven characteristics. Having these characteristics has made these individuals successful in their accomplishments.  In the chart below, the comparison between all three entrepreneurs is shown. 
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Initial start up costs





1. Web designer





2. Web hosting





3. Lawyer





4. Incorporation fees





5. Advertising





7. Time





6. Music notation software	software





Steps to start the business





1. Write business plan





2. Use strategic management Principles





3. Survey potential customers





4. Speak with an accountant





5. Meet with a lawyer





7. Begin advertising





6. Talk with a web designer





Characteristics





Grant Willer





Richard Laughlin





Charles Wang





Vision





Strong & Intense





Customer focus





Strong & Clear





Need for achievement





Essential





High





Essential





Desire to work for self





Great Aspiration 





Strong desire





Strong





Listen to advice of others





Listening gives an opening to greater ideas





Moderate





Moderate





Opportunistic





Pioneer for new methods





Very





High





Creative & Innovative





Always flourishing





Always





Always





Risk taker





Planning is key





Conservative





High
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