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Introduction

Organizational success depends on a firm’s ability to navigate environmental complexities and to adapt to conditions around them. Often, success is elusive, and to survive, firms must be able to adjust. Despite the hard work and persistence put toward a new venture, almost one fourth of all new entrepreneurial ventures fail within the first two years and approximately two thirds fail within six years. Our research examined five change behaviors (adaptation, bricolage, experimentation, improvisation, and trial and error) that entrepreneurs engage in to avoid failure. 
High potential entrepreneurs are known to encounter numerous obstacles, opportunities, threats, and creative ideas on their way to achieving a successful startup. A deeper understanding of the types of change behavior entrepreneurs may engage in will help entrepreneurs better predict the actions need for success. Our research questions are, 1) What are the characteristics of change behaviors as described in the current literature? 2) Which characteristics predict success? 3) Do the effective characteristics fit any existing descriptions of change behavior? And 4) Which, if any, change behaviors influence the success of new ventures?

Theory and Definitions
We identified the characteristics of each behavior and found both overlapping and distinctive characteristics including: resource focus, degree of control across changes, number of episodes conducted, monitoring, deviation, degree of extemporaneity, and compression.
Resource use is the focus of bricolage. Bootstrapped start-ups are examples of bricolage, wherein entrepreneurs start-up in their basements using their own assets and promoting their products or processes personally. Researchers have noted that successful entrepreneurs start-up without regard for the resources in hand.
A change behavior has the characteristic of being controlled if only one change is made at a time in a deliberate, sequential fashion rather than making multiple changes at once. Adaptation and experimentation both have this characteristic. Entrepreneurs gain a better understanding of cause and effect from controlled change with benefits for subsequent behavior.
Number of episodes is identified by how many times the entrepreneur has modified their behavior and tried to achieve the same goal again. This is characteristic of trial and error as well as experimentation. For instance, when founders are seeking legitimacy they strive to attain their first large and important stakeholder. This often takes multiple attempts before it is accomplished. 
When entrepreneurs keep track of their changes and actively evaluate the results of their actions, monitoring is occurring. Monitoring exists in adaptation, experimentation and trial and error.

Deviation, or how sharply the change differs from the status quo, is indicated by an entrepreneurs’ proximity to the current trajectory. Oftentimes the founder of a business will try radically different approaches to problem solving, because they have no history of what works and what doesn’t. Some researchers have found that radical changes can be helpful to firms opening new markets, and that radical innovation has a significant effect on overall firm performance. 

A person acting extemporaneously acts without previous planning, or in the heat of the moment. They tend to prefer action over analysis. When an entrepreneur is extemporaneous, they often act on a gut feeling or whim, or what “feels” right. 
Compression involves the simplification and shortening of steps to reduce the amount of time it takes to complete an activity. An entrepreneur might compress activities in the face of customer deadlines or to meet payroll. 

We believe that each of the aforementioned characteristics is positively related to subsequent venture performance. In this study, venture performance was indicated by Predicted Maturity Value (PMV), as rated by three expert raters and reported in millions of dollars.

Sample and Procedure
The participants in this study were selected from twenty ventures located in the Washington DC to Philadelphia corridor. Each participant was the founder of their respective venture. The average current revenue was $1.8 million, while the average company had 24.1 employees. We first sent a pre-interview questionnaire and followed up with semi-structured interviews with each entrepreneur. 

Analysis and Results
Using factor analysis we uncovered a more parsimonious conception of change behavior: (1) Multiple Improvement Actions (or MIA) and (2) extemporaneous bricolage. The first factor, MIA, explained 51% of the variance, and consisted of the variables: control, episodes, monitoring, deviation, and compression. The second factor, made up of resource focus and extemporaneity, accounted for 20% of the variance, which we labeled extemporaneous bricolage.
We define Multiple Improvement Actions (MIA) as change behaviors that involve repeated or continuous searches for betterment. In the new venture context, MIA appears as actions toward goals that will involve new, or significantly improved, products, services, processes, or organizations. MIA is most like experimentation, since it does not involve production novelty or resource considerations. MIA implicitly involves monitoring and learning, and the entire set of change behaviors is most useful for information gathering, resource conservation, and opportunity taking when follow up involves tight monitoring of responses from markets, employees, and stakeholders, and when control of the unfolding action and reformulation or revision is tight.

MIAs are useful for high growth entrepreneurs because they reveal information about potential markets where no established markets exist. MIAs reveal customer reactions to disruptive product, service, and business model introductions in existing markets, and they may enable recovery from poor past decisions or missed opportunities. MIAs test and respond to rapid changes in markets that often present surprise setbacks to start-ups but also present opportunities to build better products and services. Thus, the fast-moving unresolved markets that entrepreneurs face and their inability to get “hard” information to guide foresight require change behaviors such as those we label MIA.
We investigated the impact of the two factor conception of change behavior on venture success through regression analysis. Multiple improvement actions accounted for a significant amount of subsequent venture performance and extemporaneous bricolage did not.

Implications

This study suggests that what researchers thought were different change behaviors, actually are similar in many ways with overlapping characteristics. Specifically, our findings indicate that controlled changes, with multiple episodes, high degrees of monitoring, deviation from the status quo, and a compression of actions have an effect on future venture performance. Moreover, this study suggests that acting extemporaneously and only using resources on hand do not have a positive effect on performance. 

One of the most important findings of this study is the discovery that extemporaneous bricolage is not a useful way to approach change, meaning those entrepreneurs who are most successful, do not haphazardly act without planning, and that they seek external resources rather than just “making do” with what is on hand. 

Practically, this is very important to entrepreneurs because if one particular behavior will lead to longer-term success, then they should be engaging in that behavior when facing challenges. This also matters to investors who back new entrepreneurial ventures because early detection of future success can give them a better idea if their money is safe and will grow, or if it will be written off as a failed venture.

Conclusion

This study was motivated by a desire to understand which of the known change behaviors accounted for entrepreneurial success. The results presented here indicate that no single change behavior that has been championed in previous research can account for the success of new ventures. Indeed, it is combinations of the different characteristics that are a part of the existing terminology that, when combined into multiple improvement actions (MIA), better explain the success that entrepreneurial ventures enjoy. It is the amalgamation of the specific characteristics that produce change in entrepreneurial ventures rather than change behaviors themselves.

































