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			Introduction

			Welcome to the inaugural volume of the For Leaders series. Designed to encourage strong leadership in every walk of life, the series offers wisdom from established business and community trailblazers on a variety of leadership topics.

			The idea to create For Leaders took root through several discussions around Indigo River Publishing’s boardroom table. How could we publish a meaningful and helpful resource, something that could help experienced professionals expand and grow while allowing us to grow along with them? With our connections to a wide network of successful business and community leaders, For Leaders emerged as a natural choice. In this series, each volume will benefit contributors by providing them with a platform to share insights gleaned through hard work and experience from a wide array of backgrounds—education, coaching, sales, entrepreneurship, and more. It benefits readers by exposing them to the insights of successful leaders.

			Most people are familiar with the For Dummies series (John Wily and Sons) and the Idiot’s Guide Series (Penguin Random House). Both aim to provide entry-level information on a variety of topics. For Leaders is different. It targets readers who have already achieved a level of success in their endeavors and wish to enhance their leadership skills. It’s a kind of book-in-hand mentorship program.

			Leadership is about more than standing at the front of the crowd and yelling “charge!” As a young entrepreneurial friend told me, “It’s about developing keen self-awareness and knowing your values. When you’ve got that figured out, you can draw from your experience and observations to empower, inspire, and encourage others.”

			Strong leaders are essential to success in every area of life. They illuminate purpose, build consensus, and empower their teams to achieve a unified goal. With For Leaders, we bring insights and tools to deepen your leadership journey.

			The first volume, Entrepreneurship for Leaders, arrives at an auspicious time. Entrepreneurship is on the rise. After an initial lull in business applications at the beginning of the COVID-19 pandemic, new business start-ups increased dramatically. In his working paper on the status of new business startups during the pandemic, John C. Haltiwanger, a University of Maryland economist, noted that, nationwide, between the last half of 2020 and the first half of 2021, the number of startup applicants rose by more than 20% over the previous year—a rise that outpaces anything previously recorded. Summarizing this new growth, the National Bureau of Economic Research states:

			Three-quarters of the recent surge in start-ups was concentrated in just 10 industries, including Non-store Retail, which accounted for a third of the growth, Personal, Professional, Food Services, and Truck Transportation. The rapid growth of likely nonemployer start-ups, which reflects self-employment activity, highlights the increasing importance of gig workers in the modern economy.

			Increasingly, entrepreneurship appeals to younger people who may be dissatisfied with low pay, fewer employment opportunities, a growing disregard for “big business,” or the desire to take advantage of online possibilities. “Young people [millennials] are more entrepreneurial than ever, starting twice as many businesses as the baby boomer generation according to recent data,” reports the Centre for Entrepreneurs.

			Consisting of ten chapters, each written by a different contributor, Entrepreneurship for Leaders explores a variety of topics that are sure to intersect with every leader’s experience at some point along their journey. With so many different perspectives and voices, the content will vary wildly—from contrasting the differences between employees and entrepreneurs by drawing upon a classic Christmas movie to an in-depth examination of various leadership styles and how to best harness them.

			We trust you’ll find something that resonates in these pages.

			Times are changing, and entrepreneurs are leading the way.

			Deborah Froese

			Executive Editor

			Indigo River Publishing

			June 07, 2023

		

	
		
			Chapter 1

			Crush Fear

			Jayshree Vakil

			Co-Founder and CMO at Permissioned Networks, Inc.

			I’ll tell you what freedom is to me. No fear. 
– Nina Simone

			A young man moved to a new city to live with relatives. To make ends meet, he took menial jobs selling newspapers and polishing shoes on the street. Orphaned at a young age, his biggest fear was losing his livelihood. He wanted to go to college and start his own business, but he had no capital. He was afraid that striking out on his own would bring destitution and failure. He was literally impeded and crippled by his fear.

			Oh, if only fear never existed, and we could all live in freedom! But fear does exist, and overcoming it builds the resilience that carries a person forward.

			The Oxford dictionary defines resilience as “toughness” and the capacity to recover quickly from difficulties. But a second definition refers to “elasticity,” the ability of a substance or object to spring back into shape.  This latter definition is the one that characterizes resilient people and businesses, and it is the one that I want to emphasize when exploring the concept of crushing fear.

			Dealing with fear requires the ability to stay true to your shape—the form of your actions and values. With over 40 years in business and entrepreneurship, I have witnessed many resilient individuals and companies, and I have also seen many who fell short in critical situations. Given my own personal demographic as an Indian-American woman, I have been especially alert to how women and minorities react to difficult situations.

			Overcoming poverty and racial and sexual discrimination, the legendary Nina Simone forged a career as a jazz vocalist and became a civil rights activist. Hers was a story of resilience.

			Was she ever afraid of the obstacles in front of her?

			Of course, she was. Fear could have easily derailed her, but, in her own words, she overcame it by “knowing that things would change, and it was a question of keeping myself together until they did.”

			With her music she would go on to inspire artists ranging from John Lennon and Elton John to Aretha Franklin, Mary J. Blige, and Alicia Keys. Her social activism blazed a path that opened opportunities for other women.

			History is replete with examples of men and women demonstrating resilience in the face of fear. That fear can be related to physical danger, economic deprivation, or illness. Individuals also suffer from internal fear caused by self-doubt or low self-esteem, feeling unprepared, or other similar issues, which must be overcome. Being afraid almost always results in reduced personal effectiveness whether giving up and abandoning a plan of action, stopping personal growth, or failing to engage with peers, colleagues, or other business associates. If the manifestation of these outcomes is not recognized, then fear grows until. When one is unable to separate perceived circumstances from reality, any problems or shortcomings will seem more insurmountable than they really are.

			Fear is not just an individual trait. It can infect organizations and institutions too. In business, fear is due to both external and internal factors. External threats such as the competition or market conditions are easier to identify, although they may not always be easy to deal with. Identifying and addressing internal sources of fear can be more challenging because they may be ingrained in the culture. If not dealt with promptly, they can be more debilitating since they affect the overall execution of the company or institution.

			Companies can develop a culture that fears failure when people leading unsuccessful initiatives are blamed in a public way or even punished via demotion or firing. This is not restricted to low-performing or mediocre companies. History is filled with examples of industry leaders who were so afraid of losing their preeminent place in their industry that they avoided taking risks or altering business models in the face of changing times.

			Many years ago, I worked for Montgomery Ward, which was the indisputable leader in retail and catalog sales until the 1920s. After World War II, Sewell Avery, the leader who had rescued the company during the Depression, was so afraid of a second business downturn that he stopped all expansion and hoarded cash. That allowed Sears, Roebuck and Company to expand into growing urban suburbs and take over retail leadership.

			Montgomery Ward never regained its momentum. By the time I got there it had suffered through 40 years of steady decline and eventually shut its doors in 2000.

			Sometimes the fear of losing a leadership position prevents a company from making timely decisions even though market conditions and trends are moving in the opposite direction. Kodak and Polaroid lost their pre-eminent positions in photography because they stayed with physical media long after the digital revolution was evident. Xerox suffered a similar fate in copy machines.

			Occasionally, a company will make a bold decision to conquer its fear and completely change its strategy. In the mid-1980s, Intel was a leader in memory chips but was facing intense price competition and losing market share to Japanese manufacturers. It could have persisted in trying to maintain its position, but instead, its leaders, Gordon Moore and Andy Grove, decided to focus on the microprocessor segment. They shut down its memory business over a couple of years. Viewed as risky at the time, that decision propelled Intel into a position that allowed them to take advantage of the PC revolution in the `80s and `90s, becoming one of the most financially lucrative companies in the world.

			In defining failure and its consequences, it is important to distinguish between the implementation of a company’s agreed-to strategy and tactics from new initiatives that entail risk or innovation. The former is an execution issue, failure in which could be due to either a lack of skills or effort, either of which must be addressed promptly. This is part of a normal management process and should not contribute to a fearful environment unless it is handled badly. Ideally, the latter example should be encouraged without any fear of negative consequences.

			Of course, each organization’s situation will be unique and require custom judgements. Repeated non-performance in new projects should also be a cause of concern.

			My Story

			With over 40 years of experience in business and as an entrepreneur, I am familiar with certain barriers specific to women that cause fear. When I entered the advertising business in the early 1980s, women like me were still relatively new and few. I was from India, and I had to overcome perceptions about my knowledge of the English language, American culture, and the business environment, even though I had a master’s degree in advertising from Northwestern University, then—and now—one of the top advertising schools in the country. I had to confront all the glass ceiling stereotypes, many of which still exist today, albeit to a lesser degree. I had to prove that I was just as smart, just as capable of hard work, and as emotionally stable and creative as any of my male and non-minority colleagues.

			But I had less freedom of movement than they did. No matter how well I performed, I was one mistake or one shortcoming away from having to prove myself all over again. In conversations with other women as well as minorities over the years, I heard the same old cliché repeatedly: you have to be twice as good to be perceived to be half as good. That attitude added to the fear and pressure I felt.

			Later, when I left the corporate world and started my own advertising business, I had to work extra hard to convince clients to put their trust in me. When I chaired meetings, it was not unusual for clients to converse with my male employees rather than me.

			For the last five years, as part of an organization that fosters entrepreneurship, I have had the opportunity to mentor many start-up entrepreneurs experiencing common challenges such as self-doubt (Am I good enough?), second-guessing themselves (Should I be taking this risk?), and building credibility (Will I be taken seriously?). While these questions may be formidable barriers to anyone, for women and minorities specifically, conquering them can seem as intimidating as climbing the mighty Andes mountain range.

			I have found that entrepreneurs tend to deal with fear much better than most people because they are familiar with risk-taking. And I have learned that even when fear does arise, it can be crushed.

			Five Steps to Conquer Fear

			“What would you do if you weren’t afraid?”

			Fear is a natural reaction and nothing to be ashamed of. But it can either be debilitating or, if faced with squarely, be uplifting. Over the years, I have had to confront my own fears many times. Although I have not always been able to prevail successfully, especially early in my career, I persevered. Eventually, I developed a disciplined way to build resilience and conquer fear. It consists of five steps:

			1.	Recognition

			2.	Disinterested evaluation

			3.	Identifying and accentuating the positives

			4.	Defining a course of action

			5.	Continuously evaluating and adjusting

			1. Recognition

			Andy Grove had this to say about Intel’s declining position in the memory chip business: “Many people were still holding to the ‘self-

			evident truth’ that Intel was a memory company. One of the toughest 

			challenges is to make people see that these self-evident truths are no longer true.” Recognizing fear and its source is the first step in tackling it. Sometimes this can be the hardest step of all, whether it’s fear within yourself or your organization. Often the source has become embedded either in the culture or structure of an institution, as in the case of Intel. Sometimes it is because of history; it has always been done this way. Women in business and entrepreneurship have another hurdle to fear; they must deal with the traditional glass ceiling that prevents them from asking for a raise in a company or believing that their ideas won’t be good enough to raise money.

			How does fear manifest itself? It’s different for everyone, but you can find it if you listen to your inner voice, your thoughts. Ask yourself what is really causing you to be frightened in a certain situation. You may hear, “I’m not good with people—I’m an introvert,” “I don’t have the skills,” “What if they don’t like me or think my idea is stupid?” or “What if I fail?” Procrastinating on key actions or decisions, rationalizing or excusing what you know is suboptimal behavior, or stopping your own growth or learning—these are all signs that you are afraid of something or someone.

			Take the first step; admit you’re afraid. Then try and identify what is behind your fear.

			2. Honest Evaluation

			At Intel, Andy Grove told his direct reports to “make data-based decisions and not to fear emotional opposition.”

			The first critical step toward crushing fear is to separate that fear from the actual reality of the situation. This requires a dispassionate evaluation. Many times, it is straightforward. If you are in a jungle and you come face-to-face with a tiger, there is no confusion. You know what is causing your fright. Similar circumstances in one’s personal and business life are easy to behold, but there are many more instances when we project a fear based on possible outcomes, perceived skill shortcomings, or potential actions by external parties.

			Corrie ten Boom, writer and famous Holocaust survivor, made a very perceptive observation: “Worry does not empty tomorrow of its sorrow, it empties today of its strength.”

			Fear has the same effect; it freezes action. It commonly magnifies perceived shortcomings or bad outcomes when facing difficult situations and leads to inaction or poor decision-making. Sometimes, the imagined negative consequences can be so debilitating that one waits until the fearful situation is resolved—positively or negatively—before moving on. By then, it’s often too late to achieve a satisfactory resolution.

			3. Identify and Accentuate the Positives

			Once you have evaluated the source of the fear that is holding you back, and you understand its real impact, stop rationalizing past behavior. It’s time to take a fresh look at your inventory of strengths and skills. What arrows in your quiver can be dispatched against the genesis of the inaction or indecision? These can be personal attributes, resources, or even other individuals.

			The last asset—other individuals—is often overlooked and underappreciated. Asking for help from others, even ones close to you, is not always easy. Ego, shame, pride, shyness, fear of rejection or ridicule are some of the emotional barriers that can prevent one from asking for aid.

			For women and minorities, role models are especially important because they illuminate paths of achievement and attributes. Nina Simone’s mentors were Langston Hughes, James Baldwin, and especially Lorraine Hansberry. Hansberry authored the play, A Raisin in the Sun. As a young African-American writer, she had earlier experienced some of the same challenges that Nina Simone faced. Because she overcame them, Simone was encouraged to do the same.

			To stay with the Intel narrative, in the late 1970s, its management did a facts-based assessment of the company’s strengths and weaknesses and took a cold look at market conditions. They concluded that Japanese semiconductor manufacturers were nimbler and moving faster than Intel was to develop and bring to market higher capacity memory chips at better prices. Intel had one defining asset: it was one of a handful of companies with expertise in building microprocessors, which were increasingly being used as engines in the growing personal computer market.

			Although the outcome was far from certain, Intel decided to abandon the memory chip business and focus on building microprocessors. It was a gutsy and risky decision at the time, but one that management felt compelled to make. Intel succeeded beyond anyone’s expectations.

			4. Defining a Course of Action

			Making a decision is only half the battle. Acting on it is the other, equally important, half. To do so one must define a plan of action that requires a tangible set of behaviors and relationships with concrete goals.

			Construct this plan of action to exploit the strengths and skills that were identified in the previous steps. Determine how to best overcome the perceived obstacles creating fear by using your assets. Turn the challenge of overcoming problems into potential opportunities for growth. Ideally, the goals should have enough positive attributes to incentivize continuous execution of the plan.

			While the need for detailed planning may be self-evident for businesses and institutions, its significance is not as obvious for individuals. Most people don’t have formal structured plans for their lives. However, when faced with a major hurdle—especially one that evokes fear—it is useful to put down specific goals and a course of action to combat the challenge.

			Intel had a plan of action when it decided to go all-in with the microprocessor business. In a happy co-incidence with this chapter, their initiative was called “Operation Crush.” It provided a detailed blueprint on how Intel was going to enter, market, price, and otherwise compete in the market.

			Nina Simone also had a plan. When she was turned down for admission to a prestigious classical music program because of her race, she was still determined to become a concert pianist. Her plan included working as an accompanist and music teacher while performing on the side in bars and on the stage. And she decided to channel her fear of discrimination into anger and activism.

			5. Continuously Evaluating and Adjusting

			No plan is perfect. Dwight Eisenhower acknowledged that “plans are worthless but planning is everything.” There is a certain truth to this. Planning structures a course of action. It can help identify potential obstacles or skill shortages, and it helps define a clear goal or mission. However, for this discussion, I would modify Ike’s quote to: “The plan is something, acting on it is everything.”

			There is a tendency to think that once a plan has been mapped out, the work is done—even though it has only just begun. Intel’s Operation Crush worked because management emphasized execution, ensuring that all the relevant teams were trained and pointed toward a common goal: that of becoming the dominant microprocessor company in the world.

			So put your plan into action and stick with it. Seeing the plan to its end and repeating it is one of the hardest habits
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