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INTRODUCTION 

 

We live in a world where the future is uncertain, and it belongs to creators and 

innovators. And this is the very definition of entrepreneurs. Yes, their goal is to sell 

products and services, but this is just one piece of the entire puzzle. To become 

successful at it, they have to identify the real needs and problems of people and solve 

them. And that’s why it’s important to learn entrepreneurship. 

While definitions of entrepreneurship typically focus on the launching and running of 

businesses, due to the high risks involved in launching a start-up, a significant part of 

businesses have to close. Why? This concerns to the lack of funding, bad business 

decisions, an economic crisis or a combination of all of these. That’s why organisations 

seek to employ individuals with the ability to spot and take advantage of new 

opportunities, entrepreneurial and innovation skills are increasingly sought after. 

 

The advantage of learning entrepreneurial skills over more traditional subjects is that 

they are not uniquely relevant to a career as an entrepreneur. The skills needed to 

start your own business are relevant in any field and would also be desirable attributes 

for being an employee. In fact, having a wide range of business-relevant skills acquired 

through studying entrepreneurship would make you an ideal candidate in most fields. 

Therefore, skills taught in entrepreneur courses generally apply to all areas of industry 

and do not kill creativity or block opportunity to a specific career. 

 

 

 

  

https://www.europeanentrepreneurship.com/5-key-skills-every-successful-entrepreneur/
https://www.europeanentrepreneurship.com/balance-work-life-entrepreneur/
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METHODOLOGY 

 

The training described in this handbook has been specially structured to include 

interesting, workable, techniques to enable participants to break out of their comfort 

zones and think creatively. Studying entrepreneurship benefits learners from different 

social and economic backgrounds because it teaches people to cultivate unique 

skills and think outside the box.  

 

The training introduces concepts that enables a person to start a trans-formative 

process in the way they think generally, and in the way they think about business 

specifically. This new way of thinking has the potential to positively impact not only 

them, but their family, and community.  

 

The training material is based on interactive learning, experiential activities and 

facilitative training style. A variety of proprietary training tools, games and activities, 

group discussion and reflective circle is used. 

 

During the trainings 15% of the time will be devoted to explanations and theoretical 

aspects of relevant background material and 80% devoted to working on practical 

cases, provided tools, development of own ideas. 

 

Duration: one day  

 

Language: English 

 

Target group: university students from different subjects, potential entrepreneurs, 

founders and start-up enthusiasts. 

 

Number of participants: 20+ 

  

Training outcomes: to introduce the participants the characteristics of the 

entrepreneurial mindset and present the framework of effectual method that could be 

used for venture creation. 
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Training Objectives: 

• to provide understanding of the attributes and perspectives of an 

entrepreneurial mindset, and the process to acquire one; 

• to present the framework of effectuation at a practical level through 

examples and detailed stories, so that this thesis can be used as an aid for 

venture creation.  

 

Throughout the training participants learn about particular methods not only through a 

theoretic background, but also experience it as trainees in real idea generating 

workshop. 

 

The training should improve participants' abilities to: 

• operate effectively within the new framework of mindset or model for starting 

a business, thus increasing their chances for success 

• make the initial business start-up decisions of what type of business to start, 

and what type of business owner to be. 

 

Training format: workshop. This format is used for some reasons: 

• It is creative problem solving 

• Strengthens the teamwork 

• Provide an opportunity for participants to learn something new 

• Provide a space and a time for participants to make headway on problems 

they are interested in. 

 

Plan of the workshop: 

• PowerPoint Presentation with learning material on subject topic 

• Share good practice case studies 

• Working in groups  
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WHAT IS ENTREPRENEURSHIP? 

 

There is no universal consensus on 

defining entrepreneurship. 

Entrepreneurship has traditionally 

been defined as the process of 

designing, launching and running a 

new business, which typically begins 

as a small business, such as a start-

up company, offering products or services for sale or hire. It is the capacity and 

willingness to develop, organize, and manage a business venture along with any of its 

risks in order to make a profit.  

 

The concept of entrepreneurship generally refers to enterprising individuals who 

display the readiness to take risks with new or innovative ideas to generate new 

products or services. (Drivers of Growth. Nidam A. Richard G. 2008). Despite there is 

no universal consensus on defining entrepreneurship, there are some commonality of 

those definitions: 

1. Entrepreneurship involves creation or expansion of business. 

2. Risk taking or acceptance of failure. 

3. Talent to identify and exploit new opportunities to produce new products 

or processes/markets. 

 

Entrepreneurship can be called a technique for 

developing a new company by tackling all the 

possible risks for making profits. In simple 

language, it is referred to as a procedure for 

finding investment and production chances so 

that profit or social needs can be fulfilled. This 

process has turned out to be a very important 

process for boosting economic development in a 

certain market. Understanding the benefits and 

drawbacks of entrepreneurship allows a balanced approach to nurturing 

Entrepreneurship: 

- A process, not a type of person 

- Creating and/or building 

something of value 

- Identifying an opportunity 

- Pulling together the needed 

resources to pursue the 

opportunity 

- Developing and implementing a 

Business Plan 

- Involves uncertainty and the 

acceptance of risk 
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entrepreneurship to be taken, which can result in a positive economic and societal 

impact. 

 

Many believe that entrepreneurship only has benefits and only perform good things to 

individuals. However, that’s not the reality, and it involves certain low points that you 

need to understand. It looks like a lucrative field for people who do not know about 

this. 

 

 

 

 

 

 

 

 

 

 

 

Why entrepreneurship is important? 

Entrepreneurship plays an influential role in the economic growth and standard of 

living of the country. Entrepreneurship is thus important for a number of reasons, from 

promoting social change to driving innovation:  

▪ Lowers unemployment 

The jobs are created by entrepreneurship that helps others earn well. The 

entrepreneurs take risks for giving employment to the society. They continuously 

focused on growing their business that directly creates jobs. It helps in lowering the 

unemployment rate. 

▪ Makes Change 

There are natural dreams in the ideas of entrepreneurs that can change the concept 

globally. It can range from the development of a new product for solving the transport 

problem or a system that purifies the air. While checking history, one can see how 

tremendous sort of things delivered by entrepreneurs for the world. An entrepreneur 

-

- Chance to Grow in Career

- Few Restrictions

- Endless Opportunities

- Excited Environment

- Vacation Perks

- Better involvement with the

Community

Advantages of 
entrepreneurship

- No Guaranteed Income

- Working long shifts

- Hi patience level

- A solid amount of stress

- Tax Implications

DisAdvantages 
of 

entrepreneurship

https://www.investopedia.com/articles/investing/092514/entrepreneur-vs-small-business-owner-defined.asp
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is first of all someone who has new ideas, who creates and innovates to solve a 

problem. An entrepreneur embraces change and tries to maximize profits while 

innovating. When a company approaches business driven by the evolution of 

technology, it encourages the economic development of the country. 

▪ Boosts economy 

Entrepreneurship can lead to the generation of money that can enhance the economy 

of the country. The growth of new markets occurs due to the new ideas or improved 

services provided by entrepreneurs. New products and services created by 

entrepreneurs can produce an effect, where it stimulates related businesses or sectors 

that need to support the new venture, furthering economic development. 

 

Supporting entrepreneurship in a motivating, innovating and stimulating environment 

will result in economic development. It should be the primary concern of decision-

makers, which also have the responsibility to lead and channel entrepreneurship 

projects through sectors that are part of the development strategy. 

 

Who is entrepreneur? 

The person who is responsible for completing the entrepreneurship process is known 

as an entrepreneur. He/she can be the individual who set up an organization to enjoy 

a healthy profit from it. The entrepreneur can be a person who has started a 

manufacturing company or even a first e-commerce store with an aim to earn money. 

 

The entrepreneur person does not necessarily 

need to be a manager or founder of firm, as it 

has been assumed in many researches of 

entrepreneurship. People who develop new 

ways to market services and goods, not only 

founders or managers, can be entrepreneurs. 

 

The term ‘entrepreneur’ is often contrasted with 

the term ‘manager’, as they are the key persons in an enterprise that help in the 

organisation, management, control and administration of the company. 

An entrepreneur is a person with an idea, skills, and courage to take any risk to 

 

“An entrepreneur is one who 

always searches for changes, 

responds to it and exploits it as an 

opportunity” (Peter F.Drucker). 
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pursue that idea, to turn it into reality. On the other hand, manager, as the name 

suggests, is the person who manages the operations and functions of the organisation.  

 

It is well worth making a distinction between an entrepreneur and a manager working 

in a large organization. Entrepreneurs actually run the show, as they create the 

organization themselves. Professional managers carry out jobs that are delegated to 

them by the owners. The difference between entrepreneur and manager can be drawn 

clearly on the following grounds: 

 

 

 

After reviewing the above points, it is quite clear that entrepreneur and manager are 

two different persons in an organisation. So they cannot be juxtaposed. While 

managers concerned with managing available resources, entrepreneur focuses on 

spotting and capitalising opportunities. 

 

Types of Entrepreneurs 

Different types of entrepreneurs emerge based on interaction with the business 

environment. To the same token, there are four types of Entrepreneurs such as 

Innovative, Imitating, Fabian and Drone which will be discussed below:  

▪ Innovative Entrepreneur. The entrepreneur who is flooded with something 

new and wants to use the same for business purposes. This type of 
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entrepreneur is interested in inventive things and always takes the first step to 

invest in a different type of research and development. 

▪ Imitating Entrepreneur. Such type of Entrepreneurs always tries to mimic 

others and known as “copy cats”. They observe the system deeply and 

replication the same in a better manner. Through the implementation of various 

existing technologies, they make improvements in the products, procedures 

and create something similar but much better as compared to others. It can be 

like the students will become better than the master.  

▪ Fabian. These entrepreneurs adopt any type of technology and changes with 

utmost care and caution. But they are shy and show laziness while adopting 

the technologies.  

▪ Drone. Such entrepreneurs are opposed to change, so they are considered as 

“old school”. Moreover, they always stick to the orthodox methods of production 

and systems. 

 

Each of these different types of entrepreneurs has their own rules for success in 

business but most entrepreneurs go through very similar struggles in terms of finance, 

marketing, people and even managing themselves. It is possible to succeed 

regardless of the category that you belong to but you should not expect to experience 

success overnight. 

 

Entrepreneurial skills  

Great entrepreneurs have the ability to change the way we live and work. If successful, 

their innovations may improve standards of living, and in addition to creating wealth 

with entrepreneurial ventures, they also create jobs and contribute to a growing 

economy. It is a fact that people want to establish their own business and become an 

entrepreneur but they do not know whether they can manage a business like other 

entrepreneurs, so here are some vital characteristics of entrepreneurship that will help 

people to accomplish great heights of success.  

 

Skills associated with entrepreneurs, such as financial literacy, money 

management, and strong interpersonal skills are not only beneficial but also relevant 
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for day-to-day life. These are the top qualities of an entrepreneur that needs to be 

possessed for making a name. 

 

 

It is important to utilize the entrepreneurial skills that you have in every way possible. 

Some entrepreneurs think that it will be better if they hire a professional for a certain 

position but when it is the early days of your company, nobody will understand the 

vision better than you do. Therefore, you should try to be involved with everything as 

much as you can. 

 

You can find plenty of literature that examines entrepreneurial skills and 

characteristics, but results will vary by source. Even the most accomplished 

entrepreneurs have different thoughts on the matter, and while what they have to say 

is valuable, it can be frustrating to narrow down. 
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Here are the most significant entrepreneurial 

skills and characteristics for success: 

1. RISK TAKER. Being able to take risks 

isn’t a surprising characteristic for 

entrepreneurs. Merely starting a 

business can involve a major risk, after 

all. Risk-taking in this context is more 

about an optimistic view toward risk and the rational decision-making to 

mitigate risk.  

2. BUSINESS FOCUS. Business focus is all being seeing profits, goals, and 

metrics. 

3. DETERMINATION. Determination is more than business focus. It’s an 

unrelenting drive in the face of challenges and obstacles. It’s the type of work 

ethic that demands success. 

4. DELEGATOR. Delegating takes advantage of other people’s strengths and 

encourages collaboration. Being a strong delegator can maximize the value 

of a team, as well as free up your time. Often, it requires being able to let go 

of control and trust other people; those can be difficult at first, but once learned 

can free up your time so you can focus on more important matters. 

5. KNOWLEDGE SEEKER. Seeking knowledge helps obtain knowledge that 

can be used as a competitive advantage. Staying up-to-date on latest industry 

trends and best practices can help. T 

6. CREATIVE THINKER. Creativity makes use of ideas and explores options to 

create new solutions to existing challenges. It may be one of the more difficult 

skills or characteristics to develop, but it’s possible. Getting out of your comfort 

zone can provide that spark needed for a creativity boost. 

7. CONFIDENCE. Confident entrepreneurs take the initiative, can present well, 

and believe in their abilities. Overcoming 

negativity is one way to become more 

confident. You can also explore best business 

practices and industry trends, as having more 

knowledge can help you feel more confident 

about something you may struggle with. 

Entrepreneurial 

Characteristics: 

• Risk-taking 

• Need for achievement 

• A sense of independence 

• Internal locus of control 

• Tolerance for ambiguity 

Non-entrepreneurial mindset 

that can cause failure: 

• Invulnerability 

• Impulsivity 

• Outer control 

• Perfectionist 

• Know it all 

 



 

13 Entrepreneurship / Handbook  

8. PROMOTER. Promoters can communicate their vision effectively and have 

no trouble speaking about the company with boldness. Working with an 

established mission and practicing public speaking can help this skill feel more 

natural. 

9. INDEPENDENCE. Independence refers to how entrepreneurs are self-reliant, 

responsible, and handle multiple tasks well. If you don’t feel comfortable in a 

certain area try to work on the skills you lack. Successful entrepreneurs may 

need to do a little bit of everything at times, or at least be able to delegate 

effectively. 

10. RELATIONSHIP BUILDER. These types of entrepreneurs have a high social 

awareness and are adept at developing relationships that are mutually 

beneficial. Taking time to cultivate such relationships can be tricky, especially 

for a career that’s notoriously time intensive. Try to reach out to others for 

advice or to offer help. Networking events can be a good way to get out and 

meet people, too. 

 

Focusing on and cultivating the top entrepreneurial skills and characteristics can help 

you become more successful in your next business venture. But it does not mean that 

you require all the traits or the absence of these can impact your business negatively. 

The success of a business depends on a lot of hard work a bit of luck and how you 

treat the business. In addition to these brilliant traits, a significant aspect of a business 

is viability which is associated with having business education that plays an important 

role.  

 

Mistakes to avoid 

A big part of starting a business is having a 

plan then having the discipline to act on it. 

Being part of a start-up isn’t always 

glamorous, and often requires simply 

submitting yourself to the process. Taking 

steps to avoid mistakes frequently made by 

new entrepreneurs is a part of this 

process.  As an entrepreneur, you are aware of all the risk but are also encouraged 

Preparing to be an Entrepreneur: 

• Find a mentor 

• Build a network 

• Learn about entrepreneurs 

• Identify reasons for wanting 

to own a business 

• Analyse personality and 

business preferences 

• Improve or acquire critical 

skills 

• Study an industry 
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by the potential financial reward and success. There is no official entrepreneurial 

handbook to follow to ensure your idea will take off, but there are several big mistakes 

you can avoid when getting your business off the ground. 

 

Trusting your gut, rather than getting validation for your idea. Your 

business idea may seem like a profitable game-changer, but 

without validation you may be setting yourself up for failure. Before you invest any time 

or money into your idea, spend time testing it. Consult with experts from the start-up 

community and get your product idea in front of potential customers so that you can 

learn--and adapt--based on their feedback. 

 

Not getting your business to market fast enough. Far too many business 

ideas fail due to a slow launch, which needs to be both stealthy and strategic 

to be successful. Don't spend ages building out your idea and features. Instead, build 

out your most valuable product, release it, and see how people react to it. In the end, 

it's important not to overbuild, because features alone don't make start-ups successful. 

 

Not knowing when to pivot. Through your early validation efforts, you're 

likely to gain feedback that you didn't anticipate. Rather than ignoring what 

you've learned altogether, this should inspire you to change your business model to 

prevent failure. Many successful business ventures have come through calculating a 

new route. 

  

You take too much advice or none at all. Intelligent input can make or 

break your business. Ignoring it or not soliciting it means you're flying blind-

-and your odds of success are low. On the other hand, too much feedback has its own 

dangers. Develop relationships with a few experienced entrepreneurs who've both 

built and sold businesses within your industry. 

 

No marketing, no problem. Far too many entrepreneurs think their 

outstanding idea will sell itself--and they couldn't be further from the truth. 

Establishing a strong online marketing effort is something pretty much every company 

must do now. 

 

1 

2 

3 

4 

5 
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Putting the customer last. It doesn't matter how amazing you think your 

product, service, or concept is; if it's not on par with what your customers 

want, they're not going to buy and you're never going to make a profit. You already 

know you need customer feedback before your launch. But don't forget about 

continuing to talk to customers after launch. 

 

Making the wrong decision on fundraising. What's less simple is figuring 

out how much you need and where to find it. Whether you chose to 

bootstrap, crowdfund, or raise venture capital, it's important to nail down your funding 

strategy and see it through. 

 

Making networking low priority. Ultimately, your success hinges on who 

you know. If you're not out there talking to potential customers and industry 

experts, you're bound to be missing out on countless opportunities. Put networking on 

your to-do list. Grow your visibility as an entrepreneur and thought leader both online 

and in person.  

 

Hiring the wrong people.  Brilliant ideas don't make you successful; the 

people you hire to bring those brilliant ideas to life make you successful. 

That's why hiring is such a monumental task--and one that needs to done with great 

care. Consider seeking out others who have different soft skills than you do. You need 

someone who can play devil's advocate and help you find balance. 

 

It’s not easy being an entrepreneur, and mistakes will be an inevitable part of the 

process. But that doesn’t mean you need to repeat everybody else’s! 

 

The bottom line. 4 Essential Insights for Entrepreneurs 

 

Run toward your mistake, not away from it. Don’t always expect to get it right the 

first time because you will disappoint yourself. The key is to learn from the experience, 

grow your skill set and become a more experienced practitioner. Embrace the 

challenges and “failures” because they give us valuable insight into doing it better the 

next time.  

 

9 

8 

7 

6 
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Difficult decisions are a daily occurrence when you are growing as a professional. 

They may be stressful, but they are required every day. Educate yourself, talk with 

other professionals or mentors, discuss with appropriate peers and, above all, listen 

to your instincts. While you may not be able to pinpoint exactly why you want to go in 

one direction, there’s a reason. Don’t be afraid to pull the trigger. 

 

Environment + Energy = Success. Aim for a balanced equation when looking for 

your first gig. If the company is lacking in office culture and vibe, it’s difficult to attract 

and retain the right people and clients. Without the right people, the client mix will 

suffer. You get the gist: If one of the areas is missing, the tripod is lop-sided. 

Remember that the right people and the right clients are key to a successful business 

practice.  

 

Networking + Resilience = Success. Be patient.  Learning the good, old-fashioned 

way builds character and people who have taken the long journey of professional 

development can share with you that it won’t happen overnight. But with enough 

tenacity, consistency and—most importantly—a great attitude, you will grow into the 

role you desire before you know it. It won’t be easy, but you have to start somewhere. 

Don’t give up, and know that the best is yet to come! 
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EFFECTUATION 

 

Effectuation belongs to the group of so-called ‘emerging theories’ in entrepreneurship 

research, which contrast with the more traditional models of entrepreneurship.  

 

Effectuation is an idea with a sense of purpose – a desire to improve the state of the 

world and the lives of individuals by enabling the creation of firms, products, markets, 

services, and ideas. If more simply – it is a logic of thinking that uniquely serves 

entrepreneurs in starting business. 

 

Dr. Saras Sarasvathy (2001) defines effectuation as a form of entrepreneurial 

reasoning introduced. It also can be defined as a set of useful tools for entrepreneurs. 

Effectuation is based on the idea that entrepreneurial action begins with the available 

means the entrepreneur has, and that those means are the key input for gradually 

setting objectives, especially under conditions of uncertainty. In other words, it is the 

inverse of the standard approach in entrepreneurship, where the entrepreneur begins 

with a goal and then searches for means to reach this goal. 

 

 

 

 

 

 

 

 

Effectuation identifies and questions basic assumptions of how individuals think and 

behave when starting businesses, and offers an alternative explanation to causation.  

The word “effectual” is the inverse of “causal”. Causal rationality begins with a pre-

determined goal and a given set of means, and seeks to identify the optimal – fastest, 

cheapest, most efficient, etc. – alternative to achieve the given goal. 

- a thinking framwork

- doing the do-able

- how to get the sellable

products or service

established

effectuation 
IS:

- a system to tell you

what to do

- an algorithm

- not planning

- a way to lounch an

entire business

effectuation 
IS NOT
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Effectual reasoning, however, does not begin with a specific goal. Instead, it begins 

with a given set of means and allows goals to 

emerge contingently over time. 

 

“Causal problems are problems of decision; 

effectual problems are problems of design. 

Causal logic helps us choose; effectual logic 

helps us construct. Causal strategies are useful 

when the future is predictable, goals are clear 

and the environment is independent of our actions; effectual strategies are useful 

when the future is unpredictable, goals are unclear and environment is driven by 

human action. The causal actor begins with an effect he wants to create and asks, 

‘What should I do to achieve this particular effect?’ The effectuator begins with her 

means and asks, ‘What can I do with the means?’ And then again, ‘What else can I do 

with them?”  (Sarasvathy 2008). 

 

Despite some shortcomings, the effectual method is still easy to grasp and adopt 

especially for people without business studies compared to the traditional causal 

method commonly used in the venture creation. In the causal model, the entrepreneur 

starts with an idea, writes a plan A, and through selection between the given means 

including the fundraising builds a business just to notice that the plan A does not work 

when everything doesn’t go according to plan or when the environment suddenly 

changes. One of the effectuations biggest advantages is the agility to adapt without 

high costs, a characteristic that is needed more and more in the current business 

environment. A simple illustration of the differences between these two logics is as 

follows:  

Causal thinkers are like great 

generals seeking to conquer fertile 

lands (Genghis Khan conquering 

two thirds of the known world), 

effectual thinkers are like 

explorers setting out on voyages 

into uncharted waters (Columbus 

discovering the new world). 
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In real life entrepreneurs constantly balance both causal and effectual approaches 

depending on circumstances. The best entrepreneurs are capable of both and do use 

both modes well. But they prefer effectual reasoning over causal reasoning in the early 

stages of a new venture. When entrepreneurs turn into experts, they are able to look 

for the new business opportunities using the effectual logic and then change back to 

the causal logic when the new business find its form and should be developed further 

with the analytical and goal orientated logic. 

 

Even if the effectual and causal approaches are often shown as opposites, they both 

are integral parts of human reasoning that can occur simultaneously, overlapping and 

intertwining over different contexts of decisions and actions. 

 

Why is effectuation important for entrepreneurs?  

A significant number of entrepreneurs imagine future scenarios based on a large 

number of assumptions. That happens as a natural response to uncertainty. Because 

of this reason, the best way to use the effectual approach is in combination with tools 

that also recognize the uncertainty of venturing in unknown markets, particularly Lean 

start-ups. 

 

Effectuation is a logic of entrepreneurial expertise. What makes great entrepreneurs 

isn’t genetic or personality traits, risk-seeking behaviour, money, or unique vision. 
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Effectuation research has found that there is a science to entrepreneurship and that 

great entrepreneurs across industries, geographies, and time use a common logic, or 

thinking process, to solve entrepreneurial problems. Effectuation is a logic of 

entrepreneurial expertise that both experienced and novice entrepreneurs can use in 

the highly unpredictable start-up phase of a venture to reduce failure costs for the 

entrepreneur. 

 

Effectuation gives a completely different approach in three fundamental steps of the 

process: 1) resources, 2) goal setting and 3) decision making – three key features 

when building a venture, developing a strategy or planning a market approach. It 

provides a way to control a future that is inherently unpredictable. 

 

 

 

 

 

 

 

 

 

   

 

 

Effectuators use the process to lower the risk of the venture (by getting customers and 

income early, setting affordable loss, and spreading risk to others) and finding truly 

new and useful market opportunities by leveraging constraints and new information. 

 

The principles of effectuation 

Entrepreneurs have learned that the most interesting ventures are built in a space in which 

the future is not only unknown, but unknowable. They use techniques which minimize the 

use of prediction and allows them to shape the future. While the process model defines 

IDEAS.  Effectuation advances ideas toward 

sellable products and services with proven 
customers. 

 

STAKEHOLDER COMMITMENTS. Using 

effectuation, the entrepreneur interacts in search of 
self-selecting partner to co-create the venture with. 
 

DECISIONS. Expert entrepreneurs use a set of 

techniques that serve as the foundation for making 
decisions about what to do next. 
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the logic of effectuation, heuristic principles describe a more practical level of 

entrepreneurship, how knowledge is gained by experimentation, and how “trial-and-error” 

methods work. These five principles make up effectual logic.  

 

Start with your means.   Don’t wait for the perfect opportunity. Start 

taking action, based on what you have readily available: who you are, 

what you know, and who you know. When expert entrepreneurs set out 

to build a new venture, they start with their means: who I am, what I 

know, and whom I know.  

 

Focus on the downside risk. Set affordable loss. Evaluate 

opportunities based on whether the downside is acceptable, rather than 

on the attractiveness of the predicted upside. Limit risk by 

understanding what you can afford to lose at each step, instead of 

seeking large all-or nothing opportunities. Choose goals and actions where there is upside 

even if the downside ends up happening. 

 

Leverage contingencies. Embrace surprises that arise from uncertain 

situations, remaining flexible rather than tethered to existing goals. 

Invite the surprise factor. Instead of making “what-if” scenarios to deal 

with worst-case scenarios, interpret “bad” news and surprises as 

potential clues to create new markets. 

 

Form partnerships. Form partnerships with people and organizations 

(self-selected stakeholders) willing to make a real commitment to jointly 

creating the future—product, firm, market—with you. Don’t worry so 

much about competitive analyses and strategic planning. By obtaining 

pre-commitments from these key partners early on in the venture you reduce uncertainty 

and co-create the new market with its interested participants. 

 

Control v. predict. By focusing on activities within their control, know 

that your actions will result in the desired outcomes. An effectual 

worldview is rooted in the belief that the future is neither found nor 

predicted, but rather made. 

 

Bird-in-

hand 

Affordable 

loss 

Lemonade 

Patchwork 

Quilt 

Pilot-in-the 

plain 
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These principles shorten decision-making and provide a concrete list of behaviours 

than explain which action entrepreneurs should take. Entrepreneurs follow these 

principles to gain early customers and committed partners who then create new means 

and new goals, as resources and viewpoints are added to the mix. The effectuation 

model does not provide a list or algorithm of what you should do, but rather a set of 

heuristics that match the challenges entrepreneurs face. 

 

Effectuation in action 

Effectuation isn’t a static one-time exercise. It is a logic and process that can be used in 

the early start-up phase of growth. Entrepreneurs follow the process to gain early 

customers and committed partners who then create new means and new goals as 

resources and viewpoints are added to the mix. In that way, instead of having a stated 

goal and finding means to reach it, entrepreneurs use the new means and new goals to 

drive the creation of the venture in ways they hadn’t expected.  

 

The process model is a logic that happens in the mind of an individual providing a way 

of thinking about making decisions when non-predictive control is required. The model 

does not provide a list or algorithm of what you should do, but rather a set of heuristics 

that match the challenges entrepreneurs face.  

 

Effectual reasoning does not begin with a specific goal. Instead, it starts from a given 

set of means and allows goals to emerge contingently over time from the varied 

imagination and diverse aspirations of the founders and the people they interact with. 

All entrepreneurs begin with three categories of means:  

1) Who I am – their traits, tastes and abilities;  

2) What I know – their education, training, expertise, and experience;  

3) Whom I know – their social and professional networks.  
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Using these means, the entrepreneurs begin to imagine and implement possible 

effects that can be created with them. The rotation creates new means and new goals 

taking the entrepreneur towards new products, markets, and ventures. The cycle 

continues as the effectual entrepreneur grows closer and closer to a defined, sellable 

product(s), complete with committed customers and stakeholders comprising the new 

market. 

 

The process model of effectuation starts always from means from which entrepreneur 

imagines goals. Entrepreneurs focus on who he is, what he knows and whom he 

knows and sets through interaction in motion a network of stakeholders, each of whom 

makes a commitment and increases the resources available to the network. In 

effectuation stakeholders commit their means and resources often using the principle 

of affordable loss that helps them to manage the risks and the pool of means and 

resources that is gathered in the end is over time transformed into new alternatives 

instead of selecting among existing ones assuming there is no fatal conflicts or 

exogenous shocks that can dissolve the network. 

 

 

 

 

Who I am 

What I know 

Whom I know 

 

 

What can  
I do 

 

      MEANS          GOALS 

 
The individual begins with an inventory of his/her 
means, from which s/he imagines goals. The 
goals s/he chooses to pursue are within his/her 
affordable loss. Goal construction and goal 
achievement are different sides to the same 
coin. 

 

 

Interact with 

other people 

 

 

Gather 

stakeholder 

commitment

s 

INTERACTIONS  COMMITMENTS 

 
Next, interactions drive the process of enlisting 

others to join in co-creating the new venture. 

Committed stakeholders will influence the 

entrepreneur by morphing and appending the 

original idea into one that a whole network of 

stakeholders is committed to. 
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THE EFFECTUATION PROCESS 

 

 

 

The process model includes elements of affordable loss and leveraging surprises, 

approaches that help to limit the risk and embrace surprise factors as they are 

encountered. The changes in the environment can affect both the means and the goals 

in a similar way as the stakeholder commitments do. Means add to the expanding 

cycle of resources and constraints either change or add new goals. 

 

The very first thing that actually matters in entrepreneurship is that you have to do 

something. Effectual thinking towards action is that if the first step is doable, 

entrepreneurs should just take it and after that push it forward with effectual logic even 

if you don’t have proof that your action will make a difference. 
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LEARNING BY DOING 

 

Working in groups. An entrepreneurial mindset 

stands alone in terms of its importance. Having 

an entrepreneurial mindset is critical to being 

successful as an entrepreneur. We suggest that 

learners bring an open mind and be willing to 

thoroughly explore the nascent business 

ventures they have been carrying with them. 

Working in group sessions will include multiple mini-presentations, exercises, 

discussions and idea sharing to enable participants to realise their ambitions and 

increase their effectiveness as entrepreneurs.  

 

During the workshop participants will develop a better understanding of what 

entrepreneurial leadership means, the principles of effectuation and why it is 

important. We will enable participants to understand how the characteristics of the 

entrepreneurial mindset can help them to meet their challenges and deliver the types 

of change they would like to see. There will be a diverse range of speakers; highly 

experienced men and women who will share their experiences, drawing on global 

research and practical case studies. They will present their ideas, facilitate group work 

and discussion, respond to questions and offer advice to our participants.  Based on 

the five principles, participants should be able to fill in opportunities in their project. 

Session ends with a joint presentation in class from each participant group. 

 

Reflection. Reflect on one’s own entrepreneurial knowledge, skills and behaviour, and 

learning process. 

 

Feedback from the training is collected at the end of the workshop, but the best 

measure of the success of a workshop is the impact of the ideas and solutions 

created.   

 

 

 


