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Learning Tuesdays: Program Transcript
What Faculty Should Know About Entrepreneurship
Learning Objectives
Participants will:

· Learn a five-step model for entrepreneurial leadership

· How to be entrepreneurial 


[Music playing]

[Music playing]
Carolyn Mattiske:
Hi, welcome to Learning Tuesday. I'm Carolyn Mattiske, learning and development manager for the Research Foundation for SUNY, and I'm proud to introduce today's program, "What Faculty Should Know About Entrepreneurship."


As faculty, we recognize you often hear you need to take an entrepreneurial approach to your research. So, today's program will focus on the basics of entrepreneurship and how to apply these basics to your research practices.


Moderating today's program is Dr. Chris Price, SUNY Center for Professional Development's academic programs manager. Chris had the opportunity to speak with President of the Nonprofit Higher Education Network VentureWell, Mr. Phil Weilerstein, as part of today's program.


Additionally, we're joined by Dr. Angelo Mastrangelo, who is an entrepreneur and former Adirondack Beverage CEO. He's a current Binghamton University professor and author of the book Entrepreneurial Leadership: A Practical Guide to Generating new Business.


The panel addresses many of your questions as they can during the next hour-and-a-half or so, and we encourage you to submit questions to be addressed live. You may e-mail the studio or use the chat feature through Livestream. E-mail should be directed to studioa@hvcc.edu. Alternatively, use the chat feature right in Livestream and submit questions and also interact with the full audience. This information will appear at the bottom of the screen throughout today's program. So, send along questions.


With that, I will turn it over to Dr. Chris Price to begin today's program. Thank you, Chris.

Chris Price:
Thank you, Carolyn. So, this program is part of our series of the Research Leadership Professional Development program. It's a collaboration between the SUNY Research Foundation and the SUNY Center for Professional Development.


There are four parts to the program. Today we'll be focusing on innovation. And this just tells you a little bit about why we put this together. We're trying to help faculty and staff learn the competencies that they need to be successful researchers. And the program has been designed to support SUNY's strategic plan for research, which you can find at that link there.


So, like I said, today we're gonna focus on entrepreneurial leadership, and as Carolyn mentioned, I've had the – I've been fortunate enough to have a couple of conversations with Dr. Mastrangelo. I think I'm gonna call him Angelo. Call me Chris, please.


Angelo and I had some really great, long conversations, and we – I learned a lot about him and his life. If you read his book, you'll learn not just about entrepreneurial leadership, but you'll learn about how he became the CEO and owner of Adirondack Beverages, which he was for 14 years, how he basically kind of started at the bottom level, and he worked his way up to be owner and CEO of the company. And then he sold the company.


And then his next adventure was to get a Ph.D. from Albany – SUNY, Albany – the University at Albany, which is also my alma mater. So, we have that in common. And he's basically now a professor at Binghamton University. And like I said, he's written this book. And I won't say much more about the book, 'cause I want him to talk about it.


So, there's the book. You can actually see the copy right there. So, we're gonna start by talking about – I'm gonna back up a minute. Angelo, so, can you tell us a little bit about what is entrepreneurial leadership?

Angelo Mastrangelo:
Yeah. The – let me start off by saying there's so much confusion about entrepreneurship, and we hear so much about entrepreneurs, and we hear about startups. And to me, it's the latest silver bullet, always looking for that answer – the silver bullet. And I know a lot of entrepreneurs, and I love being an entrepreneur. And I never would have been as successful working for other people.


But I know a lot of entrepreneurs that are not terribly entrepreneurial, and they need to learn how to be entrepreneurial to survive. And startups are fantastic, except the failure rate is 50 percent the first year. Then, after that, it gets better. The second 5 years, it's like 50 percent. And really, what we need is entrepreneurial leaders.


When I was writing my book, I started looking at the definition of entrepreneurship. And I had always used the pursuant opportunity and create an organization to bring it to market. And I said, "You know, that's not what it is. Entrepreneurship is to generate new business. And business meaning products, services, and organizations. And if you think about that, every organization and every researcher needs to know how to create programs, services, products, organizations.


And you know, we hear so much about startups and – yeah, it's good for startups to be entrepreneurial, but it's just as important for the large company to be entrepreneurial. Then we hear about ownership. You know, you have to "own" the company. Well, Steve Jobs did his best work running a public company. So did Lee Iacocca. So does Jeff Bezos from Amazon. All right?


And then, we hear nonprofits. You know, I say, "Wow." I remember when I – you know, the fundamentals, to me, are basically the same, whether it's nonprofit or profit. And if you run a nonprofit, you need to know how to create products and services and organizations. And then how about government? Shouldn't the government be creating new products and services and organizations?


So, the real – to me, we need to have people in leadership that are entrepreneurial, that know how to create and innovate.

Chris Price:
Mm-hmm, mm-hmm. So, this focus on leadership, really, I think what I hear you saying is that it brings in a human dimension, that if you're talking about creating products and services for others, you have to consider the people that help make that happen, and not just your customers, but also the people that work for you. Right?


And so – and that's why, I'm assuming, you're bringing together – not just talking about entrepreneurship, but talking about entrepreneurial leadership?

Angelo Mastrangelo:
Well, if you want to do it yourself, you don't have to worry about leadership. But if you're talking about forming an organization, or if you're talking about growing, then you need to know how to lead.


But it all starts with the customer. I used to tell our people all the time, "If we don't have any customers, we don't need any employees, and we certainly don't need the CEO." Right? So, the customers are 1, and to me, the employees are 1-A. Because without the employees, you can't deliver your products and your services to your customers.


But entrepreneurship and entrepreneurial leadership is selfless and not selfish. It starts with you. It's your world. And if we do what's right for you, then it's good for you. It's good for us, and then it's good for me. And that's the attitude that we need to have, and that's leadership.

Chris Price:
And that's also not the sort of, I guess, the common perception of people in business. I mean we all remember Oliver Stone's Wall Street movie from the '80s, greed is good and all that.

Angelo Mastrangelo:
Oh, yeah, greed is good.

Chris Price:
And that's not what I get from your book at all and –

Angelo Mastrangelo:
No.

Chris Price:
– this idea of being more selfless and then selfish and that greed is not gonna get you where you ultimately want to go as an entrepreneur.

Angelo Mastrangelo:
Well, if you focus on the – if you focus on money and greed, and then you're gonna do – you know, you may do a lot of shortcuts. Really, if you look at – like John Wooden was a fantastic basketball coach. Vince Lombardi was a terrific football coach. John Wooden never mentioned the word win. Never mentioned win. What he focused on was everything it took to win, and the fundamentals, the basics. All right? And then the outcome was profit.


So, yeah, if you go directly to the outcome, and you skip all the important stuff, how do I get there?

Chris Price:
That's probably what got us into the mess – the 2008 financial crisis – right? – is that folks were a little too – not that we want to go down that path too far but [laughs]
Angelo Mastrangelo:
No, we can skip that, but there was a lot of that involved, because we're so driven on bringing the economy up and looking for that and everything else. And we ended up taking a bunch of shortcuts we should have skipped.

Chris Price:
So, let's talk a little bit about your experience as the CEO of Adirondack Beverages. And I guess we'll get into some of the theory that you had to do the research you had to do for the book, but again, what I said before, what I really like most about your book are the personal stories that you tell based on our experience at Adirondack Beverages. And so, can you talk a little bit about how – what you learned about entrepreneurial leadership as the CEO and owner of Adirondack Beverage?

Angelo Mastrangelo:
You know, Chris, I want to take you back, though, because a lot of stuff I learned I learned along the way in my first leadership position. And as you keep on growing, you learn a lot more. And I learned a tremendous amount as the general manager.


I was 32 years old, and they made me the general manager. And – oh, by the way, they gave me the job because they had run out of everybody else, and the two people before me had failed. And they gave me – gave us six months to turn it around – right? – or they were gonna shut it down. Not because they couldn't afford to keep it running, they just were tired of losing money. And so, they were gonna close it, and they gave us six months.


And we had 120,000 square feet and we had 70 employees. All right? And before they gave me the job, they cut the space in half and rented out 60 feet – 60,000 square feet. And they laid off half of the workforce, 35 people.


And I learned this terrible lesson that these are good employees – these are good people, and they laid 'em off, because they had no work for 'em. And I've had to fire people, and I've had to lay people off, and I've never enjoyed it. And you shouldn't, but you need to be able to do it. But boy, when you have to let people go that are good employees and good people, that really hurts.


And I learned a lesson, that it's sales. Revenue. You need to have sales and revenue in order to have employees and make products. And if you can generate sales that, to me, you give me the revenue and I'll show you profit. Right? So, I learned this terrible lesson, and I never had to do it again for the rest of my career, 'cause we knew how to create business and products and services, and we learned that.


The second thing I learned – and I don't know where I learned this, but it was a real blessing – I learned that it really doesn't matter who's right; what matters is what's right. I heard that song on the way down about "My Way." You know? And I hate that song. Right? I love Sinatra, and I hate that song. All right? Because it shouldn't be my way, it should be the right way. In Adirondack, we call it the Adirondack way.


And Mary Parker Follett, in 1917, came up with the law of the situation. The facts of the situation should dictate what's right. And it doesn't matter who's right. All right? And I learned that somewheres along the line, because I wanted to win; I guess that was why.


And I learned that it has to be objective. We'll use the facts of the situation to figure out what we need to do. And if we can – and guess what? If you're the boss, you're the CEO, they're gonna tell you, "You get to say you're right. Okay?" But no. No, I didn't do that.


I didn't do that, because that's wrong. I'm big and you're small. You know? I'm the boss and you're not. That's wrong. Right? What we did is we – if we couldn't agree, we would rely on an outside source that was credible. In research, we call that "citations." We saw that doing your research. And fine. You know?


And those are the two things I learned, somewheres along the career, and certainly in leadership and running organizations, that, boy, if you can generate sales – you need to generate sales or you're not gonna exist. Pretty simple.

Chris Price:
I don't know if that's – you've broken some rule of criticizing Frank Sinatra's "My Way," but I agree with you. I think –

Angelo Mastrangelo:
I love Sinatra, but "My Way" is not my song.

Chris Price:
It's not a great song. All right, so, let's turn a little bit to the scholarship that you had to do for the book, and actually get into the book a little bit. And we have different parts of your opportunity model that you start out the book with. Could you explain it? And I have some slides here, and I'll go through them as you explain it.

Angelo Mastrangelo:
Well, again, I keep on – I've gotta give you some background on this.

Chris Price:
That's fine, yeah, mm-hmm.

Angelo Mastrangelo:
So, when I – when I sold my company – our company, all right? – I had a five-year contract, a no-cut contract, and I lasted all of ten weeks, and I became a consultant for the next two years. And for the first time since I was nine years old, I didn't have a job. 'Cause I started working when I was 9, and I had two when I was 12. All of the money went to the family.


So, I tried a bunch of different things and went to golf school and went to Europe. And I went to a program at Harvard. What do you do with the rest of your life if you're young; you just sold your company and whatever?


And I decided I had never – one thing I hadn't done is get an education. So, I went and got my Ph.D. And so, then my wife, after living in the Capital District for 27 years, says she wants to go home. So, we went back to Binghamton. And I was supposed to teach leadership in the Capital District. So, I felt like I didn't want to drive back and forth. Started teaching leadership in the NBA program, 551 and 553, from the bottom and then from the top.


And in 2002, they wanted to start an entrepreneurship program. So, they asked me to start one. Dean Upinder Dhillon, a great guy, tremendous support. And so, I had to develop a class, and I wanted the class to culminate with a business plan competition. You know, the students could create businesses.


And so, I said, "How do I create this syllabus? I got a syllabus for leadership, and so how do I do it?" So, I've got friends at Babson, and they gave me some of their syllabi. And so, I looked it up, and I saw how they did it, and that was great, and some friends of mine from Harvard gave me some of their syllabi. I looked at that.


And so, I decided to use case studies; I love case studies. My experience at Harvard, we did a lot of case studies. And exercises, 'cause you have to apply in the competition. But that wasn’t enough; that wasn’t enough, 'cause you have to look at how do you want to teach and help people to learn entrepreneurship.


And you can't teach people how to be an entrepreneur. It's not possible. Maybe only ten percent of the population can do that. You have to love to deal in the abstract, and you have to love ambiguity. But those are the same things you have to love to be a good leader, too. But you can teach people – help them to learn how to be entrepreneurial. Right?


So, I said, "Wow, what did we do in our company?" In the grocery industry, in the '80s and the '90s, there as 30,000 new items a year introduced into the industry, and the average grocery store only carried 25,000.00 items. So, it was 5,000 items more than they carried. And the failure rate as 99 percent. It was less than – the success rate was less than one percent. And our success rate was over 90.


So, part of the reason was because we couldn't afford to fail that much, 'cause we weren't large enough. So, I said, "What did we do? How did we do this?" And we started with the customer. All right? So many products and so many organizations that are product focused rather than customer focused.


So, we'd go with the customer. We'd find out what problems were out there, what was missing, what they were looking for. And from that, we developed the opportunity model. So, I said, "Okay, so, you need to find a problem that needs to be solved." But not all problems that need to be solved are ready to be solved.


For example, the flushed toilet was invented in 1569. The first one was sold in the late 1800s by a guy by the name of Thomas Crapper. All right? The sad part of that story is the entrepreneur who invented the flush toilet never made a penny on it.

Chris Price:
And I believe the image that we're looking at right now is the actual invention.

Angelo Mastrangelo:
The flush toilet.

Chris Price:
That first flush toilet that never was commercially successful.

Angelo Mastrangelo:
Never was commercially successful. Soap. And yes, there weren't any sewers. And really all I'm saying, though, is is there enough demand? Is it commercially viable? Is there enough demand for the product? And niches – in niches there's riches. So, it doesn't have to be a lot; you just have to determine what demand can you afford to market this thing. Do you have enough money to make this thing survive?


So, then, your solution – you have to have a solution – needs to be unique and special. You need a "wow." You know? If you – we used to do all these surveys, before we'd bring the product out, with customers, people that buy the stuff. And then we'd say, "If you get a score – you know, from 1 to 10 – if you get a score of 6 or 7, forget about it. You need a 'wow.' "


And I asked my class, at the beginning of the semester, "Okay, how many products or service can you name that you say wow about?" And we have a hard time coming up with 10 or 12. One class came up with 23; I almost fell over. Right? And I defy you to come up with a hundred. Products or service – and there's millions of companies and billions of products and services, and it's hard to come up with a hundred. All right?

Chris Price:
Right.

Angelo Mastrangelo:
So, you need something special if you're gonna survive. All right?

Chris Price:
Well, it's an interesting combination. It's almost a combination that you would think rarely comes together. And that's why, I guess, students can only name a few, because on the one hand, you said it needs to be commercially successful; it needs to have a market; it needs a demand.


And therefore, it needs to be – you know, again, have some people that want it, but that it also needs to have a wow factor. So, it needs to be both unique, but also something that everyone kind of – or not everyone, at least a significant number of people want. So, the uniqueness – and that's why I think what you said before about only a few people can be actually entrepreneurs and bring those things to market and be successful.

Angelo Mastrangelo:
It's not that – it's not that complicated, though, because the next step is it has to be sustainable. You know, first mover advantage works; patents work; trademarks work. Continuous improvement. You know? Apple has made a bundle of money with continuous improvement.


But last but not least, customer service. Anybody can excel at customer service. You don't need to be a rocket scientist. You don't need a lot of education. You just need to want to serve people.


And in my book, I talk about Cassariano's restaurant in Venice, Florida. All right? The owner, he's only been in this country 13 years. Luca. And he was a busboy when he first came. And then he – and within a year, he was the manager, the general manager. And within a year after that, they bought their own restaurant with credit cards, him and his wife. All right?


He's sold – he's had three restaurants; he's sold two of 'em. He bought the building a few doors down. It's gorgeous. All right? His partner is the chef. And nobody goes there, 'cause you can't get in. All right?

Chris Price:
Mm-hmm.

Angelo Mastrangelo:
I mean it's packed up from Monday to Sunday, from Sunday to Monday. And the inside looks like upscale Manhattan. You know? The outside, he's got chairs you can sit outside and eat. There's about 50 of 'em. The place is gorgeous. The service is outstanding. He greets you; he says, "Hello." The menu's terrific. And it's a little – it's not – he charges. All right? But, so, customer service, you have to be sustainable. And then it's gotta be profitable sooner or later. And you have to take in more than you pay out. Our government could learn a lesson from that. All right?


And then, finally, the team. The team is everything. And the team starts with the leader. And then, I had an editor tell me that leadership and entrepreneurship took place at different parts of the journey – all right? – and he didn't think it was a good idea to combine it.


And by the way, when I did my research, from 2007 on, there were only ten books that had "leadership" and "entrepreneurship" in the title. Only ten. And two or three were industry specific, and a couple were religious. So, if there's only 5 business books on Amazon, out of 55 million books, that had leadership and entrepreneurship, 'cause they think it takes place at a different time.


Well – and the guy says to me, "One person has an idea." Yeah, it's usually one person; it's not necessarily the person that brings it to market. It was very seldom me. I don't know if I ever did one. It was always somebody else. But if you want to make it to successful, you need a team. And if you want to grow, you need a team. And in order to grow and to implement, you need to know how to work through others.


The toughest thing that I had to learn is I was a really pretty good salesperson. All right? And so, they made me a sales supervisor. And all of a sudden, I had to shut up. All right? And I loved selling, and I loved making the sale. But I had to sit back and let somebody else do it. I had to learn to work through others and give them the credit and let them make the sale, and oh, by the way, to help them to learn how to do it.


But you are not going to grow without leadership. You're not gonna grow without a team. Yeah, you could be an artist and paint a picture, or you can be a person that teaches people how to draw or be an artist and be responsible for a thousand paintings.

Chris Price:
Mm-hmm, mm-hmm. Well, in the book you mentioned this, and actually in our conversations you mentioned this as well. When I hear you describe these five steps, and you've said this in the past, that the steps themselves are easy enough to understand, and it's not incredibly complex ideas, but the actual – to implement these five steps is incredibly difficult.


And I wonder if it's this – the human dimension. When you bring people together, I know great things can happen when people come together. But great complications can ensue. So, is that, you think, the key to ultimately being successful as an entrepreneurial leader, that you are able to sort of bring people together, and in so doing be successful as a result of bringing people together?


And then that sort of, again, is, I think, what makes it probably so difficult to do. Because it's hard to bring people together 'cause you have personalities; you have egos; you have agendas and this sort of thing. And would you say – how would one – how should one deal with those, with that challenge of bringing people together and getting them all on the same page and working towards the same goal?


There's something from your book that I think probably you might refer to here, but I'll let you do that.

Angelo Mastrangelo:
To bring people together, you have to establish a common purpose. That's –

Chris Price:
I'm thinking of your Adirondack Beverage mission statement or the document that you had all our employees read and understand and commit to and how that probably brought them together on things the Adirondack way.

Angelo Mastrangelo:
Well, you have to establish a common purpose. One of the problems – I don't want to get into politics either, because this election is really unusual, but I think that's a problem that we have in our country right now. What is the common purpose that this country stands for?


Our forefathers said every man is born – we're all born equal. But they didn't include women in there, and they had slaves as three-quarters of a person. So, I'm not sure if they really meant it that way. But Lincoln came back, and he said the same thing. And I think what he was talking about is everybody should have an equal opportunity to succeed. Right?


And that's what this country's about. It's not about everybody having the same amount or being born with the same amount. Because – I sing pretty good; some people think I'm a decent singer, but I can't make a living doing it. All right? So, I wasn’t born with that. All right? But every person should have the equal opportunity to succeed.


And the message has to be a win/win. People have to win when you win. And it has to be good for your people. It has to be good for the customer, and it has to be good for your people. And you have to be passionate, and you have to get them to be passionate. You have to get them to cooperate because they want to – right? and to be a part of this because they see it.


If you look at the successful companies, or the – you know, I love sports. I love football, basketball, baseball. If you look at the successful leaders – all right? – they – you know, Vince Lombardi cared about his people, but the thing was to excel. We want to excel. Collectively, we want to be outstanding. And when we win, we're gonna share it with you. And this is good for you.


And if you start with that message, it works. But you said something earlier about how do you do these things. They're simple, and they're complicated. One of the things I found out, in both leadership and entrepreneurship, is that there isn't any place where you can go and find the basics. They tell me there is.


When I was studying leadership, they said – you know, I remember I got a discussion with an editor from a major university in a major journal. And I said, "We don't teach the fundamentals of leadership, the basics. There isn't any place."


"What do you mean? We teach it every day."


And I said – I didn't want to argue. I already had him upset enough; I didn't want to argue with him, 'cause I was trying to get an article published. I said, "No, they teach finance. They teach operations. They teach marketing. They teach sales. They don't teach the basics and fundamentals of leadership." All right?

Chris Price:
Mm-hmm.

Angelo Mastrangelo:
And then, there's 860 definitions of leadership. At least – Warren Bennis wrote a book in 1978; he had identified 860 back in 1978. And I don't know how many there are of entrepreneurship, but there's a lot of 'em. All right?

Chris Price:
Mm-hmm.

Angelo Mastrangelo:
And my problem is the textbooks are great, but there's so much detail in there. Right? There's so many programs that we teach on entrepreneurship. We teach people how to run a business. All right? We teach 'em finance and we teach 'em marketing, or whatever.


But to me, that's not it; it's how do you create products and services. That, to me, is being entrepreneurial. All right? So, my basics for the opportunity model are very simple to understand. And a lot of books I read, even not the textbooks, they're wonderful, but they have all these different steps and all these different ways and stuff.


It's about problem solving. Leadership is nothing but problem solving for your customers, your people. Right? It's just problem solving. And then, when you problem solve, if you're doing – if you're another "me, too," you're not going anyplace. You have to feel – you have to be – do something special.


So, yeah, when you go to implement it, it seems difficult. But my students use the opportunity model. We use it for the class. I use it as the foundation of these – when we study the business cases. I even have 'em do it when I bring guests in. I want them to interview the guests based on the opportunity model. And you can evaluate any company with that, any organization, even a person. All right?


So, if they know those fundamentals, and if you get out in the field – and I have students that have been successful; they send me letters; they tell me things – if you're out there, and you try to solve problems for people, customers, potential customers, and you can find things that are not being done, and you can improve it, that's exactly what all these successful companies are doing constantly.


But if you go through those fundamentals, and you look, you'll learn how to do it, and you'll learn how to do the five steps. But yeah.

Chris Price:
So, I kinda feel like you answered one of the questions I had already. So, I kinda want to jump ahead a little bit to talking about the enduring leadership model, which is the second half of the book, because I think there are two elements of leadership that you identify there.


And I – and I think that the two – some may say, "If I'm an entrepreneur, and if I'm leading an organization, I should only focus on the professional side of things. Let's keep it professional."


But you identify two parts of leadership that you think are significant: professional leadership and personal leadership. So, could you talk about why you have two dimensions of leadership in your enduring leadership model, and maybe start with professional and then work to the personal?

Angelo Mastrangelo:
Well, since we have a bunch of researchers out there, I think – everybody researchers out there?

Chris Price:
Yes, yes.

Angelo Mastrangelo:
I think – let me explain it from a research point of view. All right? Because I'd run this company for a long time, and I'd been – actually been in leadership for, I don't know, 20 to 25 years. And it was time to do my dissertation. Right?


So, I said, "I'm gonna do a leadership theory. A general theory of leadership."


And I remember my advisor, Jim Jaccard, who's now at NYU, saying, "Boy, Angelo, you don't take any small, incremental tasks. You're gonna take and try to develop a general model of leadership. In the field, academics have been trying to do this for years. James MacGregor Burns, in his book Leadership, won a Pulitzer Prize. He said, 'In search –' one of the chapters 'In Search of a General Theory.' "


And I said, "Well, I know how we ran our company. I know how it was successful. So, let's start with that." And I said, "You know, we – our simple thing – our simple way of leading was credibility and trust, caring and sharing. And that's how we ran our company." Right? 
And so, I said, "That's where we should start. You know? Credibility and trust, caring and sharing. That's what we did."


And he said, "You know, Ang, that's got faith validity." He said, "'Cause that's how I teach my class. I do that." And he said, "But one thing," he said, "don't use credibility because that's gonna confuse people, because the most generally accepted definition of credibility is expertise and trust. So, use expertise."


I said, "Fine."


So, when we started this, he said, "All right, Ang." He said, "We're gonna do a questionnaire, a survey on how to – we're gonna survey people based on – we're gonna develop the questions."


And I said, "Fine."


So, we presented that to our committee, and they bought it and said, "Okay, you can do that as your topic."


So, then I met with him, and he said, "Okay, Ang." He said, "What is the – what is your outcome you're looking for? He said, "You know, this is wonderful, but when you get out in the real world, they're gonna say to you, "Well, what does this do for you?"


I said, "Oh, wow."


So, I went back, and I had to work on that. Then I said, "Well, I want to win. You know, you should want to win, whether you define that as improving your market share, your profitability, growing, whatever you want to do.:


He said, "Okay." He said, "Well, what do you need to win?"


"Oh," I said, "well, that's interesting."


And I came back, and it's pretty simple. You need cooperation. You need people to contribute their efforts. All right?


"So, well, how do you do that?"


And I said, "Well, I did my research, and I found out there's three ways." I can't come up with anymore than three. The first one is coercion. All right? Because – and if you think about it, it's the most popular, and probably will forever.


But leadership, we started studying it. Up until the 1900s, it was seen as authority, because you either inherited your leadership, or you took it. And all of a sudden, we have a bureaucracy, which changed the picture, and we thought it was so wonderful. All right?


So, coercion is the most popular. The second is a material exchange. All right? The carrot and the stick, the stick and a carrot. And then, the third one is persuasion. And persuasion is the most effective, the most enduring, and the least used. And so, I said, "Okay?



He bought that. So, he said, "All right, Ang, cooperate with what?"


I said, "Oh, with leadership."


He said, "Well, how do you want to define it."


Well, I already told you there's 860 definitions, but I looked at it. You know, most of the definitions I've seen on leadership and entrepreneurship, by the way, are how people practice it rather than what it is – right? – and the process itself.


But I said, "You know what? I thought about it; it's just three things. Leadership is to provide direction, establish a common purpose –" I talked about it a little bit earlier, okay?

Chris Price:
Mm-hmm.

Angelo Mastrangelo:
"And you have to – you know, you have to tell 'em what your vision is; you have to tell 'em what your mission statement is, your reason to exist, and where do we want to be, and your philosophy. How do you operate?" All right?


Leading – and the controversy we have is between leading and managing. All right? Well, we manage things, and we lead people. Things have to be managed, and programs have to be managed. people hate to be managed, but they want to be led. And you lead 'em by providing direction.


So, the second thing you have to do is you have to provide them a process. And the process has to work. It has to achieve the direction and the goals you've established. Right? And people don't realize that.


You know, the riots that happened in our country happened after we passed the Civil Rights bills. Not before. And the problem was, we lifted up all their expectations and told them everything's gonna be wonderful, and then we put a process in place, and it didn't happen. So, if your process does not realize what your goals are, you got a problem.


And then the third piece is coordination, strategic alignment. But in the literature – in the leadership literature that I studied, over a hundred years of literature, they don't mention coordination. Right? It's in this – it's in the total quality management literature, something that I was familiar with. Because the strategic alignment of your vision, your direction, your process, your assets – your people, your assets – all right? – is so important.


I learned when I started, the first time they made me the general manager, that the company was like a string. You know? And if it was loose – it wasn’t good if there was a lot of slack in it. If it was too tight, you broke it; it was never the same 'cause you had to tie it together. But it always had to be tight. And if I touched any piece of the string, I moved the entire string.


And one of my most important jobs was to keep everything strategically aligned and to keep the people, and to coordinate. And it's not even in the literature. All right?


And then I said, "Okay." And I went right back to where we started, which was your personal leadership. Okay? That's – you know, and I criticized bureaucracy because of its layers and layers of rules and management, and it's just so hard to get anything done. And we stifle innovation.


But certain parts of bureaucracy are important: your professional leadership, for example. You have to have some structure. All right? But I went right back to your personal leadership, expertise, trust, caring, and sharing. All right?


And then what we did is when we applied the questionnaire, we measured over 250 people from 250 different organizations the first time. And we have three publications on it, my colleagues and I – Erik Eddy and Steve Lorenz. And we found out that we were able to account for 80 percent of the personal leadership and the variance. Eighty percent. And we were missing 20.


And we found out that that 20 percent that was missing was moral leadership. And I'm not talking about what church you go to; I'm talking about do you treat other the way you want to be treated? Do you honor each person's dignity and pride? All right?


And you know what really, really I find amazing is that James MacGregor Burns wrote a book about leadership, in 1978, that won a Pulitzer Prize. And everybody knows – everybody that's in academia knows transformational and transactional leadership. That's James MacGregor Burns.


And I hear 'em talking all the time. I hear professors say, "But I was being transactional," or, "You need to be transformational." Well, that's wonderful. Okay?


One of the forms of leadership that he really dwelled on and was so strong on was moral leadership. And we don't talk about it. If you put it – it's hard to get an article published if you talk about it in leadership. But that moral leadership of – was the other 20 percent, and we're able to count of 100 percent. All right?


But then, as we continued, and we did our research, I found something else out, too. I found out that your personal leadership – 'cause we did – let me go back to how I found it out. We did a study for a school district. And we actually did it twice.


We did it – there was a superintendent that was leaving, and so we did the study, and we surveyed the teachers, administrators, and all the workers in the organization. And then we went back a year later and did it again, because we wanted to see the differences between the leaders.


So, they came back, and we were told – it was pretty interesting, we were told that the guy that was leaving was very personal and could use a little bit more professionalism. Needed to be a little bit more – he was good, but a little bit more. And the guy come in and was very professional and could be a little bit more personal. And wow, that's exactly what our survey said.


So, but the second – the second superintendent, a wonderful guy, he said, "Okay, how do I improve my personal leadership?"



We said, "Oh, wow. How do you tell somebody have more expertise, be more caring?" It didn't – you know? So, you know what we found out? It's our attributes. The way you improve your personal leadership is through your professional leadership. Okay? It's all about – how do they know if you have expertise? It's when you're providing direction; it's the way your process works; it's your coordination. They find out if they can trust you.


Because I don't care. Expertise is so darn important, but if you have the expertise, and I can't trust you, who cares? And then, if you don't care about me, who cares? And if you won't share with me, that says you're pretty darn selfish.


You know, there was a – I should refrain from organization, but there was an organization back in the '90s that was – had the best year in their history, and they announced that. And two weeks later, they announced that they were gonna show a ten percent increase. And two weeks after that, they laid off ten percent of their people to show that increase. And do you want work for them? And I'd say no. I mean is that sharing? No. So, you had to share with them, but basically your personal leadership is your attributes.


And one of the questions that everybody asks is why is it so difficult to lead. And that's because you're on a stage 100 percent of the time. That's because we lead by example. And all the time when we're leading, and everything we're doing, you know, you have to be able to describe and demonstrate. And if you can't do it, your people are gonna question you. All right?

Chris Price:
I remember in your book, that's one of the best pieces of advice you received – right? – from a colleague who said, "Look, Angelo, everyone's gonna – you're gonna be on the stage. All your employees are gonna watch, and if you have a second drink at an event, or you do anything, you're just constantly scrutinized."


And I think – you know, if you read the newspaper, and if you read – or even The Chronicle or Inside Her Head and there are some of these things that our academic leaders do, and you're just shocked. Like did they ever – did they expect no one was going to notice? So, I think that that –

Angelo Mastrangelo:
Well, I don't think it's restricted to academia. It's like a lot of – I mean I think they get to thinking they're invisible. But it was my father-in-law. My father-in-law had been a manager for many, many years. And I remember that first off they wanted to give me a promotion. I didn't even know what it was. And I said, "Dad, should I take it?"


He said, "Ang, you gotta take it so you won't end up working for a jerk."


I said, "What do you mean?"


He said, "Well, you know, you get to be the boss; you get to give the orders. And if you're not, you get to take 'em. The closer you get to the top, the closer you get to having a final say."


I said, "Oh, okay."


So, then he said, "And then, Ang, from now on, they're gonna watch everything you do, and they're gonna listen to everything you say, because you can affect their livelihood." So, it is so hard to lead, because none of us are perfect. And they're watching us constantly, and we have to be able to do it.


But Stephen Covey did it in – he had principle leadership. Everybody knows about his seven rules of effective people, but he did a great book on principle leadership that was very good, too. And he said that he called "trust" your emotional bank account. That when you earn trust, they make deposits. And if you do something not trustworthy, they take it out.


I agree with that, but I think credibility is more than just trust, I think. In your bank account's credibility, it's your expertise and your trust. And yeah, so, every time you do something, they make a deposit. And if you do something wrong, they take something out. And one thing wrong can clear out your account, and one thing great can fill it up. All right? It depends on how it is.


But yeah, in our relationships, if you think about it, Lou Holtz, he agreed on three of the points. He started off with you form a relationship. You listen and you say, "Well, does this person know what they're talking about?" You know?

Chris Price:
Mm-hmm.

Angelo Mastrangelo:
And you're doing that right now, consciously sitting – they're all doing that out there, "Does this guy know what he's talking about?" All right? And then, if they – "Yeah, but can I trust this person?" You know?

Chris Price:
Mm-hmm.

Angelo Mastrangelo:
"Do they care about me, share with me, whatever?" So –

Chris Price:
Well, I think the challenge, of course, is as you ascend the career ladder and become – occupy positions of greater power and authority – you know, you mentioned that before – the challenge, of course, is staying in touch with the people that you're leading. Right?


And I think, unfortunately, many folks get to those levels and they forget – they forget what it's like to be at the ground floor – and on the shop floor, I guess, in your world. And they forget – and they lack people that can – they don't have people around them that can be truthful and honest with them. And they – I think that's where they probably trip up. They think, "Look, I can do no wrong." Right? And they have this sort of false sense of being infallible, and then the next thing you know, they take the – probably the big fall. Right?


And so, I think maintaining that humbleness, maintaining that sort of sense of groundedness is, I think, probably a great challenge for those who are our leaders. Would you – I think you would agree. I know you would from reading your book. [Laughs]
Angelo Mastrangelo:
Oh, no, no, no. Well, yeah, but I – in my book I have king's disease, and wow. You know? It's so interesting. It's one of my – I have seven deadly diseases of leadership that your doctor's never gonna tell you about. And the first one is king's and queen's disease.


And when I was gonna try – we were trying to buy the company. It took 11 months 'cause I started off – we had $5,000.00 in the bank and some equity in our house. And it took 11 months, and we ended up I had $232.00 in the checking account and nothing in the bank account.


And throughout the process, I was told that I was on a ego trip. I was told that I like to throw the bull a lot. And people told my wife, "He's a dreamer; it's never gonna happen." I was told by one guy, who was an executive in the company – told me that I was either crazy or a genius. And I said I wasn’t either.


'Cause we were in the middle of this terrible recession. This was 1980. Interest hit 18.25 prime. We had the $500,000.00 working capital at three points over prime. All right? And we were able to close it to ten percent because we had IDA bonds; they're double tax free.


And the following year, interest went to 21.75. So, we paid almost 25 percent on a half-a-million dollars. It wasn’t the total loan. The mortgage payments are $83,000.00 a month. All right? So – but then we buy the company. You know? And things were really tough, but we were very fortunate. People pitched in. We did a great job, and customers were fantastic, and all of a sudden we're doing very well.


So, now, all these same people that told me that I was either crazy or a genius and ego trip and all this other stuff, all of a sudden I was a genius. And I started, and I noticed that principal would not talk to me till I had a cup of coffee. And I noticed they would only want to tell me good stuff. And I never believed them when they said I was crazy. so, I said why would I believe them now? Thank God they were the same people, 'cause it hit home.


So, a learned a valuable lesson – all right – that we shouldn't be reading all our press clippings and all that kind of stuff. We were very fortunate, and a lot of good stuff happened. And I also understood that without our people we couldn't make it happen.


And I used to – and I was fortunate, too, 'cause my grandfather worked in a factory. My grandparents, they worked in _____ _____; it's a factory. My father was a tailor. And we didn't have a lot of material things. And I didn't come from the top; I came from the bottom; I came from workers.


And I always thought about – you know, when I saw our people on the production line, I thought about my grandfather, that if he – you know, in another country maybe, or another time, he would have been a leader, 'cause everybody looked up to him. And I'd look at those people and say, "Hey, that could be my grandfather." You know?

Chris Price:
Mm-hmm.

Angelo Mastrangelo:
And I used to – and I learned a lesson. The guy that used to own the company, he used to – he'd come every three or four months, and he'd walk through the plant. And he'd have me go with him. And it was funny, back then you could smoke. He'd actually bum cigarettes from the people. And he would ask them questions. And he'd ask me what the wife's name was. So, he would tell them about their wife, "How's your wife," and this and that.


And the people loved him. So, what I would do is I'd come home – I'd be – on the way home from the movie, I would stop; I'd walk the plant. I'd go through, and I'd say hello to people. I'd wake up in the middle of the night. It'd be 3:00 or 4:00 in the morning. It'd be hard to get to sleep – back to sleep. I'd go in the plant, and I'd have coffee with the night shifts.


The CEOs of the companies do not show up at night. But then the managers would all be talking about it the next day, "Why was Angelo here?" And that was good. But maybe it helped that I was one of them. You understand? And maybe it helped that I saw that none of this could have happened without other people being a part of it.

Chris Price:
I'm gonna make a sort of analogy or comparison to what you're talking about to higher education and college and any sort of educational setting. And I think the challenge, I think, for faculty is once you start to get – accumulate those letters next to your name and get million-dollar grants and all this sort of thing, it is hard to remember what it was like to be a student in an introductory-level course.

Angelo Mastrangelo:
Oh, wow.

Chris Price:
You know? With 400 people. It's a very similar, I think, situation. And I think faculty who are able to remember what it was like to be a student and to not know something and be embarrassed that you don't know something is important.


So, I always tell faculty, if you want to get that feeling again, go take a class outside of your discipline and see what it feels like. Say if you're a political scientist like myself, take a calculus class and get that feeling again of what it's like to be a naive student –

Angelo Mastrangelo:
Or go to college late in life.

Chris Price:
Go to college late in life. So, we're gonna take a short break, and then we're gonna have a short video segment for 15 minutes with Phil Weilerstein from VentureWell. And then, when we get back from the break, after Phil's presentation and my conversation with him, I want to maybe talk in the last few minutes that we have here – take any questions and talk about how we might apply some of the insights of your book to higher ed. Is that a good plan? All right?

Angelo Mastrangelo:
Sure. Thanks, Chris.

Chris Price:
We've been having a conversation with Angelo Mastrangelo about his book Entrepreneurial Leadership. We're gonna come back to talking with Angelo shortly. But for the next about – a little over ten minutes, you're going to watch a recorded conversation I had with Phil Weilerstein who's the president of VentureWell. Phil will tell you all about what VentureWell does.


And after that, like I said, we're gonna – we'll talk with Angelo again, and I will take any questions that you have. So, now to my conversation with Phil Weilerstein.

[Begin interview with Phil Weilerstein]
Chris Price:
Hi, we're now joined with Phil Weilerstein. He's the president of VentureWell.


And my first question for you, Phil, is what is VentureWell and how does it help faculty be innovative and entrepreneurial?

Phil Weilerstein:
VentureWell is a educational nonprofit that's based in Massachusetts that works nationally with universities and research innovators around the U.S. and increasingly outside the U.S. to stimulate and support innovation and entrepreneurship in higher education, providing support for the development of capacity in the educational system and supporting emerging innovators from research and educational environment to realize their potential as innovators, mentors, and entrepreneurs.

Chris Price:
Thanks. So, why should faculty be innovative and entrepreneurial and be concerned with that?

Phil Weilerstein:
Well, one of the best ways to realize the potential of ideas is through mechanisms that scale organically, that scale of their own internal drive. And an entrepreneurial and innovative approach to taking ideas from basic research and taking them forward into application, either as products or as solutions for pressing problems that are out there in society, is one of the best ways to actually realize the impact of the work that people do in the research environment, and to help students realize their potential as individuals.


So, as faculty, most people go into a life of the mind and the pursuit of a intellectual career in order to both enjoy and add something to the knowledge in the world, but also to see that knowledge realize impact on society.


And we believe thought the tools of innovation and the tools of entrepreneurship and the mechanisms that they provide for garnering the resources and gathering the audiences to take ideas forward into the world is one of the most effective ways to make that happen.


And increasingly, it's really a crucial skill for people trained in the sciences trained in engineering, trained in technology, and in other fields as well, to realize the impact of their ideas. The reality is that many of the students now training as graduate students who may be thinking of a career in academia may find that a very difficult goal to achieve.


So, equipping them with tools that will prepare them for not only an academic – and a satisfying academic career, but also, if they choose to work in industry or find themselves presented with opportunities to create entrepreneurial ventures, that they're aware of those opportunities, understand the way that those things could be realized, at least in an initial stage, and are practiced in the way you would go about doing that.


And so, our programming is designed to create educational environments that immerse students in thinking as an innovator, doing as an innovator, and then pursuing those ideas that are worth pursuing into their commercial realization or their realization at scale, not necessarily only as a business.


Our programming engages faculty in the creation of educational environments that focus on an experiential approach to taking those first steps towards invention; acting on those inventive ideas, and capturing them as potential innovations; going out and testing whether the world is interested in that innovation, answering the question of who cares and why.


And then building on that to develop something of lasting and scalable value, which could be a product; it could be technological solution; it could be a behavioral solution in the social sciences, for example.


So, the realm is very broad, and we try to engage faculty across the sciences in business and the humanities in learning how to teach, using experiential approaches to incorporating innovation, how to set up environments that will engage students not only undergraduate or graduate students, but also postdocs and potentially other faculty researchers in this process, and connecting those learning environments to the world outside the university, to people who can mentor those ventures to potential investors and advisors, and enabling that permeability and accessibility of these ideas to marketplace and opportunities for the needs of society to be addressed by the university.

Chris Price:
So, just to summarize, and this will lead to my next question, it sounds like what you encourage faculty to do or try to help faculty do is bring – help students see the relevance of what they learn, maybe in the classroom setting, outside in the quote-unquote real world. Right?


Okay. So, my next question is what then are some first steps faculty could take to be more innovative and entrepreneurial?

Phil Weilerstein:
So, as a faculty member, you have a great deal of control over your time. Most people are very busy and are burdened with lots of tasks, including teaching, including driving the research forward, seeking funding.


So, this needs to weed into the work that people are doing. It should become part of what you do as opposed to instead of what you're doing. And to begin with, engaging in educational experience yourself to learn how to do this.


For example, we do conferences that provide an opportunity to explore new approaches to incorporating innovation and to a wide variety of different topical courses, and to how to create co-curricular experiences in environments ranging from high-impact, short-term competitions to longer-term engagements and full programs that support commercialization.


We've got a community of hundreds of faculty who come together each year in March, at a conference called Open, to share their practices. We do faculty development workshops in specific areas. One of the most popular of those is a program called Lean LaunchPad for Faculty.


It's a opportunity to learn the agile approach to developing an entrepreneurial opportunity, and it uses the lean approach developed by Steve Blank and Jerry Engle and takes the participant through a process of understanding the methodology and then planning a course revision or a wholly new course around the use of that as the core content to drive the exploration of innovation.


We've seen people do this course as a renovation of a capstone course, as a stand-alone opportunity to incorporate a kind of stretch approach to a research seminar, to incorporating it into a course that is explicitly on metric creation or technology commercialization.


So, in addition to those faculty-oriented opportunities, we have a number of programs that provide opportunities for people who want to pursue an innovative opportunity. For example, we are – people engage with the National Science Foundation's innovation core program, which is a national program that provides opportunities for teams led by a PI, a entrepreneurial lead who is typically a graduate student or postdoc, and an external mentor coming from industry to explore the potential for a discovery or research application to be scaled and to move forward as a commercial opportunity, whether licensing, a new venture, a product that can scale as part of an existing company or be the foundational element in a new company.


That program provides funding for faculty to pursue this. It requires prior research funding from NSF and is an intensive training opportunity with the resources to support that, hopefully leading to a decision as to whether to pursue that commercial opportunity or not. Either one is a valid outcome.


And the objective is to both evaluate an idea or its potential and learn the process through which ideas can be evaluated. And that process often then feeds back into the way that people look at applications of their research and the way that they train their graduate students.


We also offer support for emerging student innovators, support called the E-Team Grants Program, which offers grants and training for emerging student innovators in the form of a staged funding and training program for a team of students to take a innovate idea that will have significant impact on society forward into commercialization.


Both of these programs have led to some really exciting companies coming out. In the case of the E-Teams Program, we've been doing that for a couple of decades now. Those companies have raised hundreds of millions of dollars in private capital. They've produced products across a range of spectrum, everything from life-saving medical devices to low-energy pumps and energy-harvesting mechanisms that are used around the world, to new materials derived from biomaterials that are replacing Styrofoam and other plastics.


So, really a broad range of sector and topical focus areas, but the orientation is around teaching the skills to identify opportunity and providing a pathway to then move forward in a series of stages to consolidate that opportunity, define a plan and a process for taking it forward, and ten to pull together the resources and move forward with the pursuit of the opportunity as both an innovation and ultimately as an entrepreneurial success.

Chris Price:
So, one of the things I heard in your answer to the last question, and something that I've been learning about innovation, and that is it really requires a safe space to be able to take calculated risks or maybe sometimes not calculated risks, where you're just kind of throwing things at the wall to see what sticks in a very kind of thoughtful – and a way that encourages folks to try new things and not sort of be stuck in boxes that they're sort of comfortable working in.


So, that kinda leads a segue to my final question for you, Phil, is that what can colleges and universities do to encourage faculty and students to take the necessary risks to be more innovated and entrepreneurial?

Phil Weilerstein:
Well, I would start by saying that universities are extraordinarily well positioned to engage people in innovation, and it's an environment that society increasingly looks to for innovations.


So, it's pretty much in keeping with the role of the university, whether you look at it as part of the research activity, part of the commitment that the institution has to be part of its community, and importantly to incorporate this as one of the skills that future participants in society are being educated to be competent and successful.


So, there's a great need for both the teaching, the doing, and the collaborative activities that engage the university through innovation with the community around it, whether the business community or the research communities or society at large.


The steps that faculty can take, and the rationale that an individual builds for it can be ranging from improving their teaching, providing experiential connections to solving real problems in the world is one of the best ways to motivate students. It fits very well with the creation of active learning environments and providing students with kind of internal motivation for their work.


The need to know that's created by an innovation project in an educational environment is often a highly motivational and often transformational experience for students. So, it can really enrich the educational environment.


The opportunity to take ideas forward is also a, I think, exciting and new dimension for people who haven't done it before. Many institutions now offer support environments for that, whether it's a sort of low-intensity way to get started by participating in a competition or going to seminars to learn about the process. And it can often lead to greater opportunities for engagement with research partners and to provide opportunities for an extension of the horizon of work that you're in.


So, whether it's that you've discovered something that you have a sense as a real utility to society and have some sort of burning sense of obligation to bring that forward and make sure that the people who would scale it, if it's not you, actually do have the opportunity to do that. Or it's based on a opportunity to expand your horizon and scope and to bring with you the students in the community that you work with.

Chris Price:
Thanks. I mean it sounds like a lot of the things that you do are – you know, those who work in faculty development and who are helping faculty to improve their teaching and their students' learning, it sounds like it's a lot of at the core of what you do at VentureWell. And so, I think innovation and entrepreneurship is not so far out of the grasp of many faculty that they may think it is. So, thank you.


All right, I will be sure to share VentureWell's website with the audience today, and I just want to thank you, Phil, for your time. Any last words before we let you go?

Phil Weilerstein:
Well, thanks for the opportunity to talk with your community. If you're interested in learning more about our programs, I'd encourage you to visit our website, venturewell.org. You can also contact us. I can be reached through the website, and I'm sure that my contact information can be provided after this session is over.


We also would encourage you to take a step towards participating in one of our programs, Open, which will take place in March 2017 in Washington, D.C. It's a great opportunity to meet a community of people who are actively engaged in changing higher education and improving the innovation environment of their campuses. And if we can be of any help, I'd be happy to talk with any of them.

Chris Price:
Thanks again.

[End of interview with Phil Weilerstein]
Chris Price:
So, I want to thank Phil again for recording that conversation for me last week, and I encourage you all to check out VentureWell's website and their programs. If you just google VentureWell, you'll find it.


What we're gonna do now, for the last few minutes is I just want to get Angelo's thoughts about what Phil had to say about the work they're doing to spur innovation and entrepreneurship in higher education.


And that's gonna segue into a couple of questions that we received from you. And so, what did you think of what Phil had to say?

Angelo Mastrangelo:
I love what he – I love what he had to say. I love what they're doing. My class is based on experiential teaching and learning. And we have a competition; they have to develop a business. And we have actually real live investors thought come in, and it's really great. And I love the fact that he puts – he's talking about teams. 'Cause in my class, they have to form teams.


But, you know, I think the real issue here, though, is – and I heard them talking about the real world – see, and I always thought the split was between academia and the real world. I mean just to –

Chris Price:
Just to be fair to Phil, I was the one that used that term. I hate using that term, because I feel like – you know, it makes my students think they're not actually in the real world or something like that in my classroom. So, I put it in quotes because I think the real world is the real world.


[Crosstalk]
Angelo Mastrangelo:
I remember, when I was in school, the professors got very upset when we used the term the real world. Okay? 'Cause they kinda thought the classroom was the real world. Okay? But I found that the split is not between academia and business. The split's between theory and practice. All right? And that split exists in academia and it exists in business. All right?


And the reason why experiential teaching and learning is so important is because we're actually insisting on our students applying what they learn. Right?


And we're really missing the boat here, because we have – you know, a university – one of the biggest problems I see is that they're all separate colleges. Of course, right? And we have a thing called "tenure." And you either publish or you perish. And so, you're focused on, "I'd better get something done here."


But it's so – wouldn't it be wonderful if we get the business people to be working with the engineering school and trying to work together? Harvard's now just received $150 million to start an engineering school. And they're gonna put it right next to the business school. Wow. Doesn't that make sense that the business people will be working with the engineering people to see if we can develop products and services and let them do their research, and then most people will apply it for 'em?


So, so much of this has to do with application and seeing – we talked about it earlier; you and I talked about it. You know, if our students are just memorizing stuff and citations and learning it and regurgitating it, what good is it? We need to have them learn how to apply it, how to rationalize, how to – in my class, what we do, you know, 50 percent of it is to analyze the business case. What's going on here? And the other 50 percent is our action plan. All right?


So, I have a question here from Margarita Moore, and she says, "What are effective ways of researching the viability of your product?"


Well, you start off with going out and talk to the potential customers. Go out to talk to the customers to see what the problems are, what you're trying to fix, what you're trying to do. And then – and then trying to come up with the proposal to the customers, "What if we do the following?" All right?


And you're not gonna really know the viability until you actually do it or apply it. And there's ways to test it. Proctor & Gamble always does test markets. Syracuse is a great market, 'cause the demographics are very similar to the country. And you should also always do a test market. So, yes, you can test these products in small ways – all right? – and see if they're viable. And the bottom line is are they solving the problem they're intended to solve; is the pricing correct? All right?


Another question came in here from Neal Brownley, and it says, "In developing a new product or service idea, what are the key areas to know in regards to products or services you might be competing with?"


Well, in the first place, I love the term comparative advantage, because that forces you to go out and do your research. You know, long before I was in academia, we called it "do your homework." I can't imagine coming out with a product or a service without doing your homework and your research. And what are the key points?


Well, the key points are the things that are important to the consumer, and they're the key points are – what are the pain points? I always say, "What are people upset about?" All right? We were doing some – my students made a business plan for one of our faculty, who's an engineer, and he could measure muscle tone and wanted to know how you could do this. So, we brought in a trainer from a university.


And I said to him, "If you could measure muscle tone, what kind of problems – what are the problems that you've been having that have been annoying you for years that this could help you with?"


He says, "You know when I have an injury, I never know when to send 'em back. If I send 'em back too quickly, they get hurt again when they come back. But then if I wait too long, the coach is mad at me. So, if I could measure the muscle tone on the arm that's not injured and then use that as a guide for the arm that is injured," he said, "that would give me a criteria."


I said, "What if you did that in the beginning? What if you did that before the season started? Before the season started." And I said, "You know, how about hamstrings?" I said, "I played football, and I had a hamstring. You could be out for an entire season." I said, "Is there a way that this could help you prevent hamstrings?"


He said, "Well, yeah, there's a ratio. There's a ratio that the quadriceps should be four times stronger than the hamstring. All right? So, yeah, if you could measure the quadriceps and the hamstrings, you would know what to work on." All right? But this had been bugging this guy for years. And this technology could help him solve it. All right?


So, you go out there, and you find out what's bugging them. But you know what? This all boils down to strategy and timing. So often we fall in love with technology. We talked about the flushed toilet. But the best example I can give you is Fage and Chobani. You now, Chobani just sold their company to a venture capitalist, and they're gonna sell it again and go public for over $2 billion. All right?


Now, the technology, Greek yogurt, was invented in 1936 by Fage. And yes, what they do is they take out – the eliminate half of the carbs; they double the amount of protein, and it's richer; it tastes good. All right? And Fage came to our country in 1999 and came out with their product. And they priced it above Yoplait. All right?


So, Chobani comes along in 2002 or 2003 or 2004 – whatever – four years later, and the guy says in an article that he could sell his product for less because he uses four quarts of milk instead of five in the process. And so, he could make a competitive point. And he chose to price it the same as Yoplait. All right? What do you call these – we use to call these things as price points. Strategic price points. All right?


And think about it. If you came out with a brand new product, and you were able to price it the same as the leader, wow – and get it instead of being – but then, to try to be above it is very difficult. All right? But the timing was perfect, because all of a sudden we had people that were looking to cut their carbs, looking to double their protein. And oh, by the way, a case is good. All right?


So, they didn't spend a penny advertising until recently. All right? My daughter told me about it. You know, she comes to visit us. We were in Florida. Tells me about this new yogurt. I love yogurt. I said, "Wow, this stuff is fantastic."


So, Ries and Trout, they wrote the book Positioning. They actually coined a term – they did a second book called Marketing Warfare – they said that strategy and timing are the Himalayas; everything else is the Catskills.


So, in question two, what do you look for, timing. Timing. Is the timing right? What are people aware of? What are they complaining about? What are the pain points? What's not being solved by your customers?


The same with our students. You know, I don't think this is all so complicated. I have an advantage. Some of the faculty tell me that I have an advantage because the people – the students that take my course, they think that I can help them realize their dream. They want to be entrepreneurs. They want to learn how to be entrepreneurial. And they're not there to get a mark.


So, yes. I confess; I'm guilty. Yes, they want to be there. And it does help me. But it does help to engage them. It does help them to solve their problems and to realize their dreams. And, you know, if – and I have a problem with these 300 and 400 classes. I think if we're going to do that, and we're just going to lecture to our students, then I think I'd rather be online. So, if you're not going to be engaging 'em, then I think we're gonna lose 'em.


And by the way, if they don't come out with something that they can apply and learn how to survive and how to be successful, we did them a terrible disservice.

Chris Price:
Yeah, and I think that kind of ties nicely with what Phil was talking about. And I think the one thing – I'm glad we kind of ended there, because I think it seems to me that the way faculty could be more entrepreneurial and innovative in their research is perhaps to start to step back and think about how can they encourage their students to pursue entrepreneurial opportunities or be more entrepreneurial and be innovative. How they can start with your curriculum and then sort of work out from there.


And so, thanks again for all the time you've spent with us today, Angelo.


And before I wrap things up, we actually have a book that we're raffling off right now to someone who actually – who registered for the event and hopefully is actually on right now, watching. And that person who received a free copy is at Stony Brook University, and his name is David Ecker. And so, David, if you're out there, we'll send you a copy of the book, and it'll be coming in the mail.


So, with that, I'll wrap up and let you know a few things about – we need from you before we leave you today. And so, thanks for attending. Please take a couple of minutes to let us know what you thought by completing our exit survey. You may access the link from a e-mail you'll receive momentarily, if you registered in advance, or from the Livestream web page. Your feedback's used to improve the future programs.


And the next Learning Tuesday program will be on July 12th. You'll learn more about this program and all upcoming programs on rfsuny.org. Register in advance for any program you're interested in, and you'll be sent a convenient reminder and link to the live stream.


So, thanks again, everyone, and have a great day.

Angelo Mastrangelo:
Thank you.

[End of Audio]
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