DESIGN INCUBATORS FOR ENTREPRENEURS RUNNING MICRO, SMALL AND MEDIUM SCALE FASHION AND APPAREL ENTERPRISES
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Globally, small firms are considered to have an important role in economy serving as agents of change by their entrepreneurial activity. They are considered to be the sources of considerable innovative activity, stimulating industry evolution and creating an important share of the newly generated jobs. In India, Micro, Small and Medium Scale enterprises helps in industrialization of rural and backward areas, thereby, reducing regional imbalances, assuring more equitable distribution of national income and wealth. In this context, it is interesting to note that the garment production units alone in India provide 40% of jobs in the small scale sector, besides offering ample opportunities for entrepreneurs to sprout and flourish. The issue that arises is empowering the aspiring entrepreneurs towards the creation of fashion and apparel enterprises. 

The core of entrepreneurial education in India emphasizes on entrepreneur training, where the entrepreneurial education is concerned with raising awareness of entrepreneurship. It revolves around the roles and functions of the entrepreneurs in the economy and society.  A paradigm shift is required where we concentrate on the entrepreneurial education tailored to different disciplines. Success of entrepreneurship in fashion and apparel design for instance involves combining design, business and manufacturing knowledge. In this context, we would discuss the requirements of ‘fashion and apparel design entrepreneurial education with reference to education of the enterprise, for the enterprise and through the enterprise. The entrepreneurial training also would require a high visibility of entrepreneurial commitment of the institutions that could be achieved through the presence of dedicated systems such as incubators. This paper considers incubators as powerful tool for entrepreneurial training and would discuss their importance for fashion entrepreneurial training. 

Background:

Micro, small and medium scale enterprises (MSMEs) are considered to be driving engine for economic growth and alleviation of poverty. Research on MSMEs have highlighted that much of the economy’s ability to innovate, diversify and create new jobs come from the small business sector. Fashion and apparel enterprises due to its low entry requirements have paved way to the self-employment or development of the micro enterprises. However, it is evident that most of the fashion entrepreneurs who start up with the micro or small enterprises face a number of problems in bridging the creativity with the business (Elisa Kurz, 2010; Colleen Mills, 2010). This study would highlight the problems faced by the entrepreneurs in running the fashion and apparel business and the means of educating and training them in the design incubators to foster the growth and sustainability of the business. The proposed strategy of what to teach and how to teach the design entrepreneurs in incubation centres would be based on the three-category framework suggested by Jamieson (1984) as cited in Colette Henry, Frances Hill, Claire Litch (2005), which emphasizes the entrepreneurial education about enterprise, for enterprise and in enterprise. This paper is based on the secondary research linking the essential characteristics of the entrepreneurs with the incubation model that could support their endeavors. The paper is based on the quest for the following questions:
1. What are the skills that are essential for entrepreneurs running MSMEs?

2. How can these skills be incorporated into the curriculum?

3. How to inculcate these skills through education?
4. How are the above skills addressed through the proposed incubation model?

Skills essential for entrepreneurs running MSMEs: The skills essential for running any business can be discussed in the context of entrepreneurial process. Entrepreneurship research has long regarded the vast impact of personal history and social context on the propensity to engage in entrepreneurship by starting one’s own business (Katz,1992). Traditional literature on entrepreneurship offers three different ways to analyse and study the entrepreneurship. Entrepreneurship can be viewed in terms of Individual personal traits of entrepreneurs; The environment that supports entrepreneurship and facilitating factors and; The entrepreneurship process and its various stages (Venkatasubramaniam. S, 2003). Storey (1994) as cited by Lew Perren (1999) identified the key components to be important in analysing the growth of SMS: The characteristics of entrepreneurs, The characteristics of SMEs and The type of strategy associated with growth. Entrepreneurship literature abounds with studies probing propensity of an individual towards enterprise creation. Baron (2008) suggested framework for explaining entrepreneurial process - 'Willingness to start enterprise', 'Identifying opportunities' and 'Success of the enterprise'. On similar lines Kumar, M. (2007) is of the opinion that the explanation of enterprise creation cannot be separated from volition of entrepreneur. The three questions, “Why a person becomes entrepreneur, How opportunity is identified and How is success created could be taken as three independent stages". 
Why a person becomes entrepreneur: These are the factors which explain the motivation of the entrepreneur to venture into business. The factors that motivate the entrepreneurs, the exposure to business, background in business with reference to the business family background, long-term employees in one business are considered be the essential factors that triggers an entrepreneur to start and sustain their business. Tulus Tambunan highlights different entrepreneurs based on motivation to become entrepreneur as chance, forced and created entrepreneurs. Chance entrepreneurs are those who start a business without any clear goals or plans. Their businesses probably evolved from hobbies to economic enterprises over time. Forced entrepreneurs are those who were compelled by circumstances (e.g., death of a spouse, the family facing financial difficulties) to start a business, their primary motivation, hence, tend to be financial. Created entrepreneurs are those are who enter the business due to the reasons of being independent, provide employment to others etc. These are in other words considered as push and pull factors. Why a person has become an entrepreneur gives the educational developers to tailor-make the programs as per the requirement of the entrepreneurs. For instance the entrepreneurs without prior work experience can gain relevant work and business experience through entrepreneurial education.

Identifying opportunities: This second stage in entrepreneurial process is considered as one of the most important aspects of creating an enterprise. The identification of opportunities can be explained through cognitive complexity and perceived positive self-efficacy. The cognitive body of research contributes to our understanding of entrepreneurship by helping to explain how each individual's mental makeup is related to his or her ability to identify and exploit an entrepreneurial opportunity. As pointed out by Baron (2008), it is assumed that the opportunity recognition involves cognitive events or processes occurring within the mind of specific people. It is highlighted that positive affect encourages creative cognition – a process in which existing cognitive frameworks are expanded or combined to suggest new ideas not previously available. Munish Kumar (2007) points out that cognitive complexity in a particular field makes individual expert and general cognitive complexity connectivity in related fields.  Hence, a more cognitive complex individual is likely to generate more ideas through differentiation and integration. A cognitive complex individual would have better information creating, handling, managing and manipulability capabilities leading to creativity. Kasouf, C.J, (1997) showed that self-efficacy helps an individual in opportunity assessment and opportunities recognition. Apart, the major tools that are used in identifying of opportunity and creating the business include scanning his/her environment and assessing one’s strengths and weakness in relation to the opportunities in the market and competitive threats to the same. This points out that the entrepreneurial education should be aimed to improve the cognitive complexity and self-efficacy. 

Growth of the enterprise: The third stage of the entrepreneurial process which is growth and success of the enterprise deals with founding and development stage. Once the opportunity is recognized the opportunities are conceptualized and the business created. In the former stage the entrepreneur needs to prepare the business plan, gather resources and enter the market with the venture. In the development stage building on the venture and market penetration plays a prominent role. The success of an enterprise creation would depend on the ability of an entrepreneur to generate resources for running the organization. Brown and Kirchoff (1997) as cited by Munish Kumar (2007) indicates that self-efficacy is related to resource acquisition capacity, although the relation was not strong. Streufert and Swezey (1986) also cited by Munish Kumar (2007) relates cognitive complexity linkage to higher level of empathy and understanding towards others, leadership skills, ability to attract people and problem solving. The creation of the venture and the success mainly depends on the managerial competencies. 

Based on the research by Kunne, R.T (2008), the skills required in the entrepreneurial process can be divided as the following categories:

· Technical skills (product differentiation)

· Business skills (functional competencies)

· Personal and entrepreneurial skills (Enterprising competencies) 

This is in tune with the study on growth and success of enterprise (Industry Canada Report) which highlights different success factors divided under groups such as: 

· Owner-manager characteristics; 

· Business practice characteristics and 

· Firm characteristics. 
The skills required for running a business in textiles and clothing as highlighted in study done by Kunne, R.T (2008); Elisa Kurz (2010) includes:

· Opportunity

· Creativity

· Marketing

· Innovation

· HR

· Resources

· Networking

· Planning

· Financial

· ICT

· Technical

· Operation

· Communication 

· Motivation

It is highlighted in Ecubation.com, that a fashion entrepreneur drives forward the design and fashion industries, developing their independent sector and representing the best of their local sense. The core business practices for fashion entrepreneurs focus on topics such as creativity and innovation, writing business plans, raising finance, sales and marketing, and small business management skills needed to run a creative company. 

How to incorporate these skills into the curriculum: The core of entrepreneurial education in India is focused towards entrepreneur training.  Most of the entrepreneurial education is concerned with raising awareness of entrepreneurship which revolves around the roles and functions of the entrepreneurs in the economy and society. A paradigm shift is required where we concentrate on the entrepreneurial education tailored to different disciplines. As indicated in European Commission (2008) report, the non-business entrepreneurs are very good technically and frequently have very strong business idea. However, they are weak in the area of commercialization and marketing. Entrepreneurs from this background, therefore, require tailored lectures on intellectual property, commercialization process, marketing and venture capital. 

Based on the research review, it could be noted that success of entrepreneurship education in fashion and apparel design for instance involves combining design, business and manufacturing knowledge. We need to adopt a curriculum which will accommodate the needs of the fashion and apparel entrepreneurs and need to shift from traditional methods of teaching entrepreneurship to a more contextual based teaching. The entrepreneurship in creative arts and design field should focus on opportunities emerging through creativity and creative working, preparing the graduates to work as freelancers or self-employed people or creating small enterprise and ventures (European Commission, 2008). The suggested curriculum is based on the three-category framework suggested by Jamieson (1984) as cited in Colette Henry, Frances Hill, Claire Litch (2005) which includes entrepreneurial education of the enterprise, for the enterprise and through the enterprise. How can we apply these in the context of fashion entrepreneurs?

Entrepreneurial education of the enterprise: Fashion and apparel design is a specialized sector which requires the aspiring entrepreneurs to be first introduced to the fashion entrepreneurship and fashion entrepreneurial capabilities. This would enhance the cognitive complexities of the entrepreneur. There are certain unique entrepreneurial capabilities which are required for successful entrepreneurs and could be analyzed for fashion and apparel entrepreneurs based on the framework provided by Lew Perren, 1999. These include:
· Ability to develop a style that is distinctive, consistent and new 

· Ability to adapt the ever changing fashion product and market sector

· Ability to face the competitive dynamics of the fashion enterprises

· Ability to grow and expand the fashion which is considered very competitive and changing sector 

· Ability to manage the process of communication on which fashion depends

· Ability to manage strategic and marketing issues 
This is the education of the enterprise.

Entrepreneurial education for the enterprise: This includes imparting knowledge and skills required to start and grow the enterprise. It includes entrepreneurship education through a program of action learning that deals with real-world problems and adopts many of the entrepreneurship education principles advocated elsewhere (Kirby, D.A, 2004). This is education for the enterprise.

Entrepreneurial education through the enterprise: This includes education using the new venture creation process. This would help the entrepreneurs acquire the business understanding and skills required to run a particular enterprise. 

The next question that arises is how to prepare the curriculum to address the stages of entrepreneurial process tailored to the requirements of fashion entrepreneurs. Research on creative entrepreneurs perception about entrepreneurial education (Päive Karhunen., Urve Venesaar et al, 2011) highlighted that content of the entrepreneurial training should be adapted to the needs of the creative entrepreneurs. In other words, general issues should be taught, but from the perspective of creative industries: “The courses should include copyright issues, patents, trademarks, and especially for creative people.”  On the other hand, it was acknowledged that many skills are such that are needed by any entrepreneur: “It is important to study the basic concepts of, say, microeconomics, macroeconomics and marketing also for the creative industry entrepreneurs. 
Based on the discussion it is proposed that following concepts needs to be focused in the curriculum in order to raise the positive self-efficacy and cognitive complexity would include the following in line with the competencies suggested by Kunne, R.T, 2008 and the entrepreneurial process, Baron, 2008. 

Fashion and apparel design content: The framework of the entrepreneurial curriculum in the area of fashion and apparel design should include the concepts of the enterprise such as the fashion and apparel industry, fashion and apparel design development process, opportunities in the fashion and apparel industry, fashion forecasting, fashion and apparel production etc. The fashion and apparel education helps the entrepreneurs in adapting the changing fashion scenario. 

Entrepreneurship content: Innovation is the key for success is fashion and apparel design business. The entrepreneurial traits required for the enterprise such as creativity, innovation, identifying opportunities in a climate of change, practice of entrepreneurship and characteristics of entrepreneurs needs to be a part of the curriculum. The traits required to spot innovative opportunities and make them happen at the calculative risk should be the focus. This would prepare the entrepreneurs for the enterprise. 

Business content: Entrepreneurial managerial experience is considered to be one of the important factors towards the success of the entrepreneurs. The curriculum, hence, should prepare the entrepreneurs to the business content based on the type of entrepreneurial avenue. It should broadly include topics such as marketing, trend research, market research, branding, finance and human resources, design and product cycle etc. This will help the entrepreneurs develop the skills base to encourage more enterprising behavior and gain a more integrated and holistic business management perspective. 

Legal aspects: The legal aspects such as the intellectual property rights, employment legislation, insurance, labour acts etc., would help the entrepreneurs face different challenges in the process of creating and sustaining the enterprise. 

Communication skills: Generating sales is the foremost problem which is totally based on the ability to convince the potential customers. The network of contacts with the customers is considered as the important factor towards the success of the entrepreneurs. A fashion and apparel entrepreneur should be in a position to convince the customer that his/her business products would satisfy their requirements. This requires entrepreneur to possess proper communication skills. Communication of the products in terms of the fashion shows is found to have a profound effect on the customers. 

The planning of the curriculum would be much effective when it is based on the collective knowledge of the educationalists, government agencies, non-governmental organisations (NGOs) running entrepreneurship programs, successful entrepreneurs in the field and business partners.In this context, it is appropriate to relate the view point of Miomir Despotovic, Iskra Maksimovic and Aleksandra Pejatovic. It is pointed out that any vocational or adult education course needs to have the following components: accessibility, integration and partnership. 
Accessibility – capacity building should be one of the objectives of education. It must foster the necessary knowledge, skills, competencies and values to all the stakeholders. In this knowledge era, it is an acclaimed fact that access and equity are needed to bring socio-economic development.

Integration – the institutions should have an integrated approach of offering programmes, so that it could open up possibilities of widening intellectual, social and professional development of individuals concerned. 

Partnership – the educational institutions need to play a key role in partnering with different wings of government, NGOs, successful entrepreneurs in effective planning and implementation of the program objectives. The curriculum to be developed for the entrepreneurial education should be based on the collective knowledge of the educationalists, NGOs running entrepreneurship programs, successful entrepreneurs in the field and business partners. 

How to inculcate these skills: It is cited in many research papers that traditional lecture-driven teaching methodologies are not relevant to entrepreneurship courses as they may inhibit the development of the entrepreneurial skills and characteristics. In terms of teaching and learning methods, the practical aspect includes both interactive and participatory methods, which enable learning by doing. The educationalist needs to adopt the role of coach, mentor and challenger and have the ability to provide feedback in constructive and relevant manner. It is important that the purpose of the course is precisely defined, and that is geared to the expected outcomes as highlighted in the European Commission report, 2008. The delivery of the content through traditional lecture-driven teaching methodologies is not relevant to entrepreneurship courses, as they may inhibit the development of entrepreneurial skills and characteristics (Kirby, D.A, 2004). Fiet, J.O. 2000 argues that we should develop more refined, cumulative theory and teach it to entrepreneurs in a way that emphasizes learning by doing, which should accelerate student mastery. It can be summarized that the best way of “making entrepreneurs” would be a combination of education and experimental learning targeted to talented and motivated people.
Entrepreneurial education revolves around innovation and effectiveness which has its roots in action oriented and student-inclusive teaching forms rather than the traditional teaching forms. There is a need to shift to more interactive learning approaches where the teacher becomes more a moderator than a lecturer. Group and team techniques of creating new business ideas and the use of case studies are found to be effective methods of teaching entrepreneurial based programs. Following these two are the business planning workshops, inviting guest speakers mainly entrepreneurs in the field and business stimulations which are found to be effective teaching tools for entrepreneurial education (European Commission report, 2008).  

Some of the key points to be noted are as follows:

· Business plan activities should be based on real business ideas

· Case studies should be live

· Experience-based teaching methods prove to be a fruitful tool 

As indicated earlier, the partnerships with different institutions help in innovative curriculum development and the content delivery. A high visibility of entrepreneurial commitment of the institutions is found with the presence of dedicated spaces such as ‘hatcheries’ or incubators and through support for entrepreneurs start-up plans. 

How are these skills addressed through proposed incubation model? Incubators are becoming the entrepreneurial schools of tomorrow as cited by Albert et al (2003).Business incubators are now recognized in both developed and developing countries as important instruments for promoting entrepreneurship development and technological innovation at the small and medium enterprise level Adegbite.O (2001). Louis Peters et.al, 2004 points out that once the idea is formed/recognized and the entrepreneur decides to proceed with that idea, incubators could play a significant role from the point of assembling the resources to harvesting the rewards. The role of the incubator in the entrepreneurial process has changed from being just a business center with office facilities to one offering training, networking and consulting in all areas of expertise to startup firms. Review on the fashion design incubators established in different countries highlight their commitment towards nurturing and supporting fashion entrepreneurs. These work by identifying emerging local talent, providing the environment and materials to develop their collections, and introducing participants to the broader fashion community. Fashion design incubators as an extension of business incubators should have speciality services and array of industry specific resources.  The concept of fashion design incubators is in nascent stage in India. It is proposed that the universities have their own incubation centers aimed to help the aspiring entrepreneurs in the start-up of the business or direct them to the external incubation centers. Innovative start-ups could be encouraged through the dedicated and supportive internal incubators or by easy access to external incubators.

According to Campbell et al., (1985) the four areas that create value to the incubation process includes: 

· the diagnosis of business needs; 

· the selection and monitored application of business services; 

· the provision of financing, and

· access to the incubator network.
Similarly, Hackett and Dilts (2004) postulate that there are a number of key factors through which incubators contribute to incubatees’ success:

· providing dynamic, proactive feedback to incubates;

· assisting incubatees with business planning;

· encouraging incubatees to develop control systems during the early stage of incubatee development.
Keeping in view the importance of the incubation centres and the areas that add value to incubation process, the model as shown in annexure 1 with two stages of training the entrepreneurs in the incubation centres is proposed. The two stages include: 
· Pre-incubators where the entrepreneurs with strong business idea would be exposed to the basic entrepreneurial traits, educational concepts which includes the fashion related concepts, business concepts, entrepreneurial concepts, legal concepts etc. The selection of the entrepreneurs should be based on the entrepreneurs’ growth motivation such as the desire to succeed, desire for independence, active risk taking propensity etc. 

· Incubators where the idea would be developed into a proposition for implementation. 

It is proposed that the pre-incubator should be considered as the platform for the development of the product idea. It should be considered as the starting point where the entrepreneur knows himself (where the entrepreneur should explore the area of fashion design as business proposition and the entrepreneurial ability). These may be entrepreneurship centres offering a range of fashion and apparel design courses to incubator centres. This should include teaching where the entrepreneurs with a feasible business idea will be involved in a learning process that would help them to acquire the tools and skills required to implement their ideas for a successful start-up. In other words the aim is to educate entrepreneurs on various aspects of setting up and running business mostly from theoretical perspective. The theoretical content helps the entrepreneurs to develop the cognitive skills necessary to make better entrepreneurial decisions. The content focus should include basic entrepreneurial traits, educational concepts which includes the fashion related concepts, business concepts, entrepreneurial concepts, legal concepts etc. The teaching focus should be aimed at imparting the learning experience through learner centered approach with teaching tools that include the case studies, workshops, business stimulations etc. 

Incubators should be focused on encouraging the entrepreneurs to set-up and run their own business. Management training should be emphasized which ensures the growth and future development of the business. The network of fashion entrepreneurs working towards the creative segment of the market should be connected in the form of clusters for the growth of the entrepreneurs. The incubation centre should also be aimed at incorporating the confidence in the entrepreneurs to reinvent their own capital and aim at expanding their business. The incubators should function with the aim of rendering the creative potential of fashion and apparel design entrepreneurs into commercially viable businesses. It is generally seen that the entrepreneurs face significant obstacles to starting a business, e.g. high-fixed and entry costs, lack of access to equity capital, insufficient technical and market information, and weak management skills. The incubators functions with the assistance provided from professionals of clothing industry including manufacturers, sales reps, buyers, factors, sewing contractors, suppliers, pattern makers and designers. The fashion and apparel incubators should entail the following:

· Functioning as a voice for the local creative milieu 

· Introducing creative entrepreneurs to business skills

· Introducing creative entrepreneurs to financial sources

· Provision of physical infrastructure 

· Provision of technical support from the professionals in the field

· Introducing creative entrepreneurs to the legal assistance 

· Provision of common marketing activities for creative entrepreneurs and their activities 

· Provision of networking support

Conclusion:
The skills required for running micro, small and medium scale business especially fashion and apparel business include the innovative ability, knowledge of the fashion, risk taking propensity etc. When it comes to training entrepreneurs for the same, there is yet no common agreement over what constitutes entrepreneurship education in the area of fashion and apparel design. The paper presented is an attempt made to propose the overall picture of the entrepreneurial education in fashion and apparel design with focus towards the following aspects:

· Content 

· Teaching 

· Incubation centers as the challenging means of developing the entrepreneurs

Attempt was made to support the concepts to be included in entrepreneurial education for the enterprise, through the enterprise through the entrepreneurship literature. The pre-incubators and the incubators should be designed to help the budding entrepreneurs to be exposed to concepts that would help them in strengthening their business idea and test the implications of the concepts in new situations and gain concrete experience. 
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