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What does the map describe and what information can you get from it?

Pre-reading Questions |4

1. Have you ever thought about opening a small business of your own?
2. What kinds of small businesses would you like to open?

3. Suppose you own a small business, what will you do if you need to hire talents rapidly?

Managing (  Management) )




Management Unit 1

Managing Fast Growth in Small Businesses

Donna Fuscaldo

The dream of every small business is to grow and grow fast. If the growth happens over a short
period of time, managing the growth can be a challenge. Whether it is hiring at a rapid pace or finding
office space, a key to success during a time of explosive growth is flexibility.

“One of the first lessons we realized very quickly is not to be afraid to shift the business model,”
says Brian Curry, vice president at YouSendIt, headquartered in the Campbell, California. The
company sends large digital documents for companies. It started out with 15 employees and today it
has 185 and is growing.

YouSendlIt began by offering its service for free and relied on advertising to make money. Instead
of forging ahead with the planned strategy, it listened to customers who did not want advertisements
associated with the documents they were sending and switched to a subscription model, turning the
entire business plan on its head'. “We had faith that our customers would need a high level of service
and upgrade to the premium offer,” says Curry.

According to Curry, one of the key factors for its success has been its focus on doing one thing
well and becoming the leader in that market, which in YouSendlIt’s case is the FedEx for digital
documents. YouSendIt focused hard on achieving that and today it works with 193 companies and
supports 30 million unique users. Curry says managing the fast growth would not be possible if it did
not invest in its growth instead of worrying about the bottom line2. “We had to create a service that
stands up to all the rigors of millions of files being sent,” says Curry. “Profit is important but it’s not
going to do any good if we’re the most efficient No. 5 in our category.”

For many small businesses that are not a household name, hiring talent at a rapid pace can be
tough, especially when it could mean the difference between success and failures.

For Milo.com, the San Jose, California Internet company that lets people search retailers for
in stock items and was acquired by Ebay last year, a big challenge early on was hiring key employees.
“People are the raw ingredient in technology and building a great product,” says Jack Abraham,
founder and Chief Executive of Milo.com. “We spent a lot of time focusing on hiring, especially in a
competitive environment.”

Instead of settling for leftovers, Milo.com, which went from zero users to a million monthly users
in the space of a year, opted to cast a wide net and look outside the local area for talent. The company
hired a lot of people from the east coast who wanted to work with a Silicon Valley start-up. Milo also
created an environment that built loyalty and offered a trial period so that the job candidates and Milo.
com could test each other out.

For small businesses on a tight budget, using freelancers is another hiring tactic. Envato, the
Australian based marketplace for digital goods used freelancers early on and still does today. “When
you are growing fast you often end up short staffed,” says Collis Ta’eed, the founder and Chief

Executive of Envato. “Since start-ups aren’t sure early on what positions will be short term and which
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will be permanent, using freelancers gives a business more flexibility, which is important during times
of growth.”* he says.

Once Envato was ready to hire permanent positions, Ta’eed says the company resisted the
temptation to get the process over with quickly knowing the importance of hiring the right employees.
“When your hiring everything slows down but once you get over the hump it’s much better and worth
it,” he says.

When small companies get big, they often expand the number of managers, creating a level
of bureaucracy’ that if it goes unchecked could slow down innovation and thus growth. Sure it’s
necessary to hire more people to handle more customers, but doing it without creating road blocks to
decision making is key. “We created a culture where we try to push decision making down,” says Zack
Urlocker, Chief Operating Officer at Zendesk, the San Francisco-based online helpdesk company that
grew from 20 employees to 85 in a year. “That’s often a challenge for small companies where early on

everybody knows everything that’s going on. We want to have engineers making great decisions and

sales people making great decisions.” (734 words)
Words and Expressia
explosive /1k'sploustv/ adj. increasing suddenly or quickly in amount or number ;
shift /fift/ v.  if someone’s opinions, beliefs etc shift, they change
;o ( / / )
digital /'didzitl/ adj. using a system in which information is recorded or sent out

electronically in the form of numbers, usually ones and zeros
subscription /sab'skripfon/ n. an amount of money you pay, usually once a year, to receive
copies of a newspaper or magazine, or receive a service, or the

act of paying money for this ;

upgrade /ap'grerd/ v.  to improve something and make it more modern, especially in
order to provide a better service /
premium /'pri:zmiom/ adj. of very high quality

n. an ancount of money that you pay once or regularly for an
insurance policy
invest /mn'vest/ v.  to buy shares, property, or goods because you hope that the

value will increase and you can make a profit ;

( ) ( )
rigor /'rigo/ n. specially BrE the problems and difficulties of a situation ( N
) ;
category /'kaetigori/ n.  class or group of things in a complete system of grouping ;
leftover /'leftouve/ n. something from an earlier time that still remains, even though it

is not really useful or important any more ;
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freelancer /fri:lancer/ n.  Someone who does freelance work
permanent /'po:monont/ adj. continuing to exist for a long time or for all the time in the future
resist /rrzist/ V. to stop yourself from having something that you like very much
or doing something that you want to do ;
hump /hamp/ n.  the most difficult part of something
bureaucracy /bjuo'rokrosi/ n. a complicated official system which is annoying or confusing

because it has a lot of rules, processes etc ;

headquarter in to place in or establish as headquarters in some places
forge ahead to make progress, especially quickly ( N )
trial period a period of time during which someone or something is tested

Brian Curry .

YouSendIt

Campbell ( )
California ( )

FedEx

Milo.com

San Jose ( )

Ebay ( , )
Jack Abraham .

Silicon Valley

Envato ) 2006
Collis Ta’eed .

Zack Urlocker .

San Francisco ( )

1. Instead of forging ahead with the planned strategy, it listened to customers who did not want
advertisements associated with the documents they were sending and switched to a subscription
model, turning the entire business plan on its head. YouSendlIt )

o

it YouSendIt ) » who ) customers, they
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were sending » listened  switched , turn
something on its head o

2. Curry says managing the fast growth would not be possible if it did not invest in its growth instead
of worrying about the bottom line.

, managing the fast growth , if o

3. For many small businesses that are not a household name, hiring talent at a rapid pace can be

tough, especially when it could mean the difference between success and failure.
When ) ) when
o it hiring talent at a rapid pace, o household name

[13 ”»
o

4. Since start-ups are’t sure early on what positions will be short term and which will be permanent,

using freelancers gives a business more flexibility, which is important during times of growth.

« ”»

Since ) start-up ) , early on o
5. bureaucracy N o )

Exercises

VA DY Reading Comprehension | 4

I. Read the text carefully and then fill in the blanks with the main ideas for each part.

Parts Paragraphs Main Ideas

1. The author describes as a key factor to success when small
businesses grow fast.

PartI  Paragraphs 1~4 2. According to Brian Curry, vice president at YouSendlIt, can be
changed if necessary.

3. According to Curry, is one of the key ingredients for its success.

4.The main idea of this part is to describe

5.In the case of Milo.com, is a challenge early on, and it chose
Part 11  Paragraphs 5~9
to for talent.
6.In the case of Envato, firstly it used as hiring tactic.

7.When small businesses get big, expand the number of managers and
Part Il  Paragraphs 10 ) ) ) )
intend to build their bureaucracy, is a key factor.
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I1.Choose the best answer to each of the following questions according to the text.

1) What is the passage mainly about?
A. The business model of small business.
B. The hiring tactic at a rapid pace.
C. The budget of small business.

D. The flexibility of managing fast growth in small businesses.

2) The phrase “turning the entire business plan on its head.” (Paragraph 3) probably means

A. submit the business plan to the manager
B. change the business plan completely
C. improve the business plan

D. use the business plan in a wrong way

3) What does the phrase“stand up to all the rigors”(Paragraph 4) mean?
A. Pointing out all difficulties in the operation of business.
B. Remaining in good condition in spite of all difficulties in business.
C. Staying at a higher position to face all difficulties in business.

D. Trying to solve all difficulties in business.

4) What does the author think about hiring freelancers?
A. It is unreliable for small businesses.
B. It is hard to execute in practice for small businesses.
C. Sometimes, it works for small businesses considering the budget and the time of growth.

D. It is risky to hire freelancers for their mobility.

5) What can we learn from the words of Zack Urlocker, Chief Operating Officer at Zendesk?
A. In the beginning, everybody knows everything about the business’ condition.
B. In the beginning, top managers know everything about the business’ condition.
C. After it gets big, top managers control the whole process of decision making.

D. After it gets big, everybody involves in the whole process of decision making.

/g | vocaouwary '.>
IT1. Match the English words in Column A with the English explanations in Column B.
Column A Column B
1. faith A. to make something exist that did not exist before or
to invent or design something
2. household name B. a person or people with special or very great ability
3. create C. a new small company or business, especially one

whose work involves computers or the Internet
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: Column A Column B :
: 4. efficient D. a person or thing that is very well known :
: 5. talent E. trust; strong belief; unquestioning confidence :
i 6. start-up F. be able to work well; capable E
AN 7

:/ eforge ahead upgrade invest resist \:
: hire shift rely on offer :
N Y
1) without a break, we will get greater achievement.
2) The number of companies them positions based on their abilities.
3) Office equipment has and modernized.
4) Such invitation can’t be by freshmen.
5) We suggest a public relations consultant team should be to help improve our image.
6) The responsibility shouldn’t be , so don’t try to transfer the responsibility onto others:

you must do the job yourself.
7) Any invention you runs the risk of failing to be granted a patent.

8) It would be better to ourselves than on others

V. Translate the following passage from Chinese into English, using the words and phrases given

below.

(explosive) , .
(permanent) , (freelancer)
(trial period) o Cover the hump) -

Management Strategies' from a Top CEO e N
Considered by many of his peers and colleagues as one of the : Jack Welch .
greatest chief executive officers (CEO) of all time, Jack Welch has : attain . :
attained legendary status in the business world. : legendary adj. ;
During his more than 20 years of managing the company, as . p



CEO and later as chairman
of General Electric, Welch’s
most notable achievement was
increasing the market value
of the firm. Welch increased it
from approximately

$12 billion when he took over,
to a colossal $505 billion at the

time of his retirement announcement, making GE the world’s
second largest company with a market capitalization that was
only exceeded by Microsoft?.

Along with Welch’s unique, effective and sometimes brutal
management style, a number of profitable strategic acquisitions under
his leadership helped GE climb to the summit of the business world,
with 10% or more earnings growth for many consecutive quarters.
The most profitable of Welch’s acquisitions was the $6.4 billion
paid for Radio Corporation of America (RCA), which owned NBC
television.

The success story of GE under the energetic, forethoughtful,
and wise leadership of Jack Welch, however, is a series of complex
description of managerial innovation and prescient strategic
moves, which not only included the acquisition of companies,
but also the selling of troubled firms owned by the enormous
conglomerate, and the ruthless termination of managers who did
not produce efficiently.

In business as in life, there are no guarantees, but for any
business—gigantic, medium-sized, modest, or small—the
management philosophy of Jack Welch may be applied equally, and
the results will be positive.

To Welch, change is good. He insists that his managers, from
senior level to first-line manager, “embrace change”. Everything is
constantly changing, says Welch—market conditions, the business
environment, consumer spending habits, advances in technology, new
products, competitors who may be gaining on you.

CEOs, the senior management team, middle and junior managers
and individual employees must be open to reinventing themselves,
and everything they do. This is the only way to keep up with all of
the many factors constantly in continuous changes which impact a
business, the way it operates and its bottom line.

At one time, most senior managers performed only limited,
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General Electric

notable adj. 3

approximately adv.
announcement n. )
market capitalization n.
brutal adj. )

summit 7.

consecutive adj.

prescient adj.

conglomerate n. )

gigantic adj.

gain on v. g

individual adj. )

reinvent v.





