Chapter 13
Motivations: The Entrepreneurial Mind
and Behavior

Alan Carsrud, Malin Briannback, Jennie Elfving, and Kristie Brandt

13.1 Assumptions and a Brief History

In this chapter we address the complex roles that “motivations” play in entrepreneurial
cognitions, intentions, and behaviors and suggest various models and theories that
might be useful in the study of entrepreneurial motivations. We do not assume that
somehow entrepreneurs are “unique” in their type of motivations from non-entrepre-
neurs, as did many earlier entrepreneurship researchers. We do, however, believe
that entrepreneurial motivations impact entrepreneurial activity and the success of
their ventures as demonstrated by Carsrud et al. (1989) and Elfving (2008). We also
believe that the individual entrepreneur’s motivations can directly impact the perfor-
mance of their firm, even beyond the start-up phase. That impact, however, will be
complex and moderated by a number of factors, including those found in a resource-
based view of the firm. We assume that how motivations are expressed and the foci
of those motivations differ for entrepreneurs in various situations and at different
stages of their venture’s development.

While we believe emotions are a form of motivation and are clearly related, we
refer the reader to the chapter in this book directly addressing emotions and their
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role in entrepreneurial cognitions and behaviors. In addition, while traditional
researchers in emotion would not consider “passion” an emotion, the concept of
“entrepreneurial passion” is obvious and often referred to by anyone who has inter-
acted with entrepreneurs. Thus, there is a chapter in this book on passion as well.

The study of motivation can be traced to the early works of Freud (1900, 1915)
in which his use of the term “instincts” operates a great deal like “drives” or “moti-
vations” (Deutsch and Krauss 1965). For Freud (1915), “instincts” were persistent
pressures to change an internal state by external activities, often via “unconscious
mental activity” (Deutsch and Krauss 1965). To Freud, instincts (or motivations)
influenced behavior on both conscious and unconscious levels.

Given that one’s most fundamental drivers are biologically based, it follows that
obtaining what is necessary for survival is a strong human motivation. That basic moti-
vation is inherent in all humans and makes achieving success and avoiding failure a
necessity. Since the beginning of time we, as the collective human race, are motivated to
survive. In its most basic form, motivation, as defined by Maslow (1946), is the human
drive to satisty the body’s need for survival, with its highest form reflected in achieve-
ment motivation (Ach). Achievement motivation is a research stream initially fostered
by Atkinson (1957, 1964). A unidimensional approach was taken by McClelland and
Winter (1969), and a multi-dimensional approach was also taken by Spence and
Helmreich (1978) and Carsrud et al. (1989). For example, Atkinson (1957, 1964) builds
his model of achievement motivation on his prior theory, levels of aspirations (clearly
something entrepreneurs often do and yet which few entrepreneurship researchers have
directly studied). Could aspiration level explain why some people choose to build high
growth firms and others choose life-style firms? His theory addresses the tendency of
individuals to both achieve success (creating a successful venture) and avoid failure
(starvation). We will continue to discuss achievement motivation later in this chapter.

13.2 Motivations to Survive Versus Motivations to Grow

Survival-oriented motivation can be seen in the “necessity entrepreneur’ identified
in the Global Entrepreneurship Monitor (GEM) studies (Reynolds et al. 2002). This
type of entrepreneur is more concerned with avoiding the failure of starvation than
other types of entrepreneurs. We have evolved a long way from the days of cavemen
(and cavewomen) and in our modern world, we obtain what we need for survival by
working to obtain the monetary means required to purchase what we need and want,
thus the evolution of motivation. Most people do this by working as an employee for
a corporation or other types of organization. They have a particular role to play
within that setting and specific tasks they must fulfill in order to be rewarded a pre-
determined amount of money (hence work or task motivation) (Pinder 1984, 1998).
Whether or not the individual likes the job that he or she must perform or the com-
pany in which he or she works can sometimes take a backseat to the more pressing
issue of making money in order to support one’s self and family.

However, not everyone fits into the role of an employee working for another
person within an organization. Some decide to blaze their own trail through the
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business world as entrepreneurs, hence the “opportunistic entrepreneur” of the
GEM studies (Reynolds et al. 2002) who is focused on the achievement of success
through exploiting an opportunity for some form of gain. Here the intention of the
entrepreneur and the pursuit of the recognized opportunity are critical. Obviously,
the question of what motivates the pursuit of an opportunity should be of interest to
researchers, entrepreneurs creating ventures, and policy makers wishing to foster
entrepreneurial behaviors. Researchers have spent a great deal of time looking at
opportunity recognition, but not the motivation behind the search. For more on
opportunity, the reader is referred to the chapters in Part I'V.

Clearly, commercially oriented entrepreneurs are working to earn money, power,
prestige, and/or status. But these might not be the only “rewards” or “motivations”
they are striving for, as anyone working with either social or biotechnology entre-
preneurs will attest to. The search for a disease cure may be a far more powerful
motivator than making money, especially if it is the entrepreneur’s child that has the
disease. Entrepreneurs have the same motivations as anyone for fulfilling their
needs and wants in the world; however, they use those motivations in a different
manner—they create ventures rather than just work in them.

In this chapter, we examine the role of various types and theories of motivation
in conjunction with cognition, intentions, and behaviors of entrepreneurs. We con-
tinue to highlight the fact that entrepreneurs do not necessarily possess motivations
that are distinct from others, but rather it is how they use those motivations that help
determine the ultimate success or failure of their ventures. This chapter assumes that
there is a complex interactive model of entrepreneurial cognitions and behaviors
that is consistent with the nature of the other chapters in this book, particularly the
chapters on locus of control, intentions, emotions, and passion.

We still have much to learn about the entrepreneur, especially with respect to the
role of motivation in the entrepreneur. The sociologist Homans (1961) proposed the
motivational principles of hedonism and the theory of the “economic man,” which
still have relevance to the study of mankind, especially the entrepreneur. The utili-
tarian emphasis on the role of “reward,” “drive reduction,” “pleasure,” “reinforce-
ment,” or “satisfiers,” as proposed by psychological theories of motivation in
learning (Deutsch and Krauss 1965), can still inform the entrepreneurial researcher
and guide their research endeavors. McClelland (1985) summed up the role of
motives, values, and skills as those factors that determine what people do in their
lives. We believe that entrepreneurship researchers have yet to adequately tie those
three factors together although social values clearly impact the development of
social ventures and not-for-profit organizations.

13.3 Drive Theories and Incentive Theories

Traditionally, motivation has been studied in order to answer three kinds of ques-
tions: (i) What activates a person? (ii)) What makes him, or her, choose one venture
over another? and (iii) Why do different people respond differently to the same stim-
uli? These questions give rise to three important aspects of motivation: activation,
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selection-direction, and preparedness of response (Perwin 2003). Existing motiva-
tional theories can be divided roughly into drive theories and incentive theories.
Drive theories suggest that there is an internal stimulus, e.g., hunger or fear, driving
the person and that the individual seeks a way to reduce the resulting tension. The
need for tension reduction thus represents the motivation (Freud 1924; Murray 1938;
Festinger 1957). On the other hand, incentive theories emphasize the motivational
pull of incentives, i.e., there is an end point in the form of some kind of goal, which
pulls the person toward it, such as achievement motivation in the entrepreneur
(Carsrud et al. 1989). In other words, in drive theories the push factors dominate,
while in incentive theories the pull factors dominate. The cognitive approach to per-
sonality psychology has traditionally emphasized the pull factors and the incentive
nature of motives (Perwin 2003).

13.4 Diversity and Complexity of Motivational Theories

Fisher (1930) noted that there are fundamentally two schools of motivational theo-
ries, one based in economics and the other rooted in psychology. These have been
in conflict with each other for decades. Recently, Steel and Konig (2006) and Wilson
(1998) called for the use of consilience, which they describe as the linking of facts
and fact-based theory across disciplines to create a common framework between the
two schools. We also see this lack of consilience in entrepreneurship research with
respect to its view of the entrepreneur. This might account for the lack of progress
in our understanding of the entrepreneurial mind and how it ties to the venture cre-
ation process. If the multi-disciplinary nature of entrepreneurship research is to
return to looking at motivation as an explanatory factor in entrepreneurial behavior,
it must also bridge the wide variety of theories of motivation and tie them to envi-
ronmentally oriented theories like RBV (Penrose 1959). Likewise, any motivational
and resource-based models adopted by entrepreneurship researchers must also have
some temporal components as there is an inherent time dimension in opportunity
recognition and firm creation.

Entrepreneurship could become indebted to the recent work of Steel and Konig
(2006) on motivation. They have brought together various theories of motivation as
applied in economics, management, and psychology (with a time dimension) into
what they call temporal motivational theory (TMT). In addition, Locke and Latham
(2002, 2004) have married task motivation and goal setting in their recent commen-
taries. What is interesting is that these two approaches to motivation have yet to be
adopted by entrepreneurship researchers. This is despite the fact that entrepreneurs
are both time constrained, as in Steel and Konig’s (2006) model, and goal focused,
as in the Locke and Latham (2002, 2004) approach. Perhaps it is time for the
research community to take a new look at this reality.

Another advantage of both of these theoretical approaches is that they can also
be used to look at group motivation and in turn be used to study entrepreneurial
teams. We take the view that there is cognitive control of motivation as well as
motivational impact on cognitions, building on the work of Freud (1900, 1915),
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Zimbardo (1969), and others. This concept of reciprocal effects is important in
understanding entrepreneurial motivations and has also been shown to be true for
entrepreneurial intentions (Bridnnback et al. 2007).

13.5 Motivation, Cognitive Dissonance, and Risk

The complexity of motivations is exhibited in cognitive dissonance and risk avoid-
ance, both of which are strong motivators for humans. Research on cognitive dis-
sonance and the need to avoid failure (Cohen and Zimbardo 1969) can be used to
explain why entrepreneurs will often do anything to avoid failure in their venture,
such as persisting when any non-entrepreneurs would have quit. It is important to
remember that cognitive dissonance has much to offer the study of entrepreneurs as
well as the behavior of venture capitalists and angel investors.

For example, people high in success motivation, who voluntarily commit them-
selves to a task promising failure (this would be true of most opportunistic entrepre-
neurs aiming at high growth firms), will show greater cognitive dissonance the
greater the probability of failure (Cohen and Zimbardo 1969). To reduce disso-
nance, the entrepreneur would be expected to either lower their success motivation
or their motivation to avoid failure. It is possible that entrepreneurs use very differ-
ent processes of dissonance reduction than say, managers. It is interesting that this
kind of research has not been done to see which dissonance reducer the entrepreneur
would enact. Furthering this point, Atkinson (1957) has shown that these two moti-
vations are separate and have different implications for behavior.

However, when risk was previously studied by entrepreneurship researchers, this
distinction seems to have been forgotten. Risk was looked at as a risk-taking pro-
pensity, or a personality trait, and not seen as two parts of a motivational paradigm
that included dissonance. Even the recent commentaries on risk-taking behavior
(Lumpkin and Erdogan 2004) (Segal et al. 2005) have not used this approach.
Atkinson (1957) also saw the need for success as a basic motivational process to
feel competent and self-determining in relation to one’s environment. This will later
be discussed in more detail in conjunction with multi-dimensional achievement
motivation.

Building on Atkinson (1957) and Deci (1975), further discussion on the relation-
ship between success and risk can include the motivation of success (M;). This moti-
vation is constant in an individual and has an incentive value (/;), with the
achievement of a difficult goal (such as starting a new firm) having more incentive
value than a less difficult goal. The incentive value is equal to one minus the prob-
ability of success (I;+1-P;). Thus, the tendency to approach starting a firm (75)
would be seen as

T; :MSXI)SXIS'

Therefore, a person with a strong tendency to start a venture which is moderately
risky will be the most pronounced in entrepreneurs with a high motive for success.
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Another motivation, fear of failure (F), is also present. That is, the fear of failure
is a motive to avoid such failure. There are also expectancies about failure and an
incentive value for failure as well. The motive to avoid failure (F) is relatively stable
(Deci 1975) and the emotions of shame and embarrassment accompanying failure
as an entrepreneur are greater the easier the task: the greater the shame, the greater
the incentives to avoid failure. Thus we have I;=—(1-P;). The tendency to avoid
failure (7};) becomes

T, =(F><Pf><1f)'

Combining these formulas, we can say that the tendency to approach or avoid an
entrepreneurial venture (E) is equal to the tendency of approach success plus the
tendency to avoid failure (the latter being a negative number) (Deci 1975). Thus

E:(MSXPS xls)-i-(Ffo ><If).

This kind of modeling could be useful in helping us understand how individuals
go about choosing one venture over another or, conversely, in making the decision
to stop undertaking a venture.

13.6 Memories as Motivators

Memories of past risks and failures are also related to the issue of risk. Through
his review of the motivation to succeed and the role of failure memories,
Schlachet (1969) could provide us with a useful model about the impact of serial
entrepreneurship on the motivation to start, or not start, subsequent ventures.
The motivation of serial entrepreneurs remains unexplored, especially with
respect to the impact of memories of risk and prior successes and failures. This
may explain why serial entrepreneurs perceive risk differently from less-experi-
enced individuals.

13.7 Intrinsic and Extrinsic Motivations in Entrepreneurs

Although motivation can exist in many forms, it ultimately comes from two places:
from inside one’s self and from one’s outside environment. Motivation could come
internally from the emotional high one feels when launching a firm or externally
from the admiration of society or money received from the venture. That is, motiva-
tion can be intrinsic and extrinsic. Intrinsic motivation refers to a personal interest
in the task, e.g., achievement motivation (Carsrud et al. 1989), and extrinsic moti-
vation refers to an external reward that follows certain behavior (Perwin 2003;
Nuttin 1984). Therefore, intrinsic motivations include a large proportion of
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self-development and self-actualization. Note, however, intrinsic and extrinsic
motivations are not mutually exclusive; one can be motivated by both to perform an
act (Nuttin 1984; Elfving 2008).

Ryan and Deci (2000) view motivation as the core of biological, cognitive, and
social regulation. They further state that it involves the energy, direction, and per-
sistence of activation and intention. To help better understand the role of both
intrinsic and extrinsic motivations, Ryan and Deci (2000) take into account self-
determination theory (SDT). SDT spotlights the importance of one’s inner-evolved
resources for personality development and behavioral self-regulation. Through
this theory, Ryan and Deci (2000) empirically identified three inherent psycho-
logical needs that are necessary for self-motivation and personality integration.
These are the need for competence, relatedness, and autonomy. If these needs are
satisfied within an individual concerning a particular act, they will be more
inclined to persist at completing the task with intrinsic motivation. Conversely, if
these needs are not fully met, they will be more likely to be extrinsically motivated
by external factors (Ryan and Deci 2000). Of course, extrinsic and intrinsic moti-
vations can occur together, but Ryan and Deci point to SDT in helping to deter-
mine the primary motivator. Applied to entrepreneurs, the extent to which their
venture fulfills the needs defined by SDT will contribute to their intrinsic and
extrinsic motivation levels.

Entrepreneurial motivation is tied to both internal and external factors (Elfving
2008). Internally, entrepreneurs may be motivated to succeed and accomplish a
goal, while externally they may be motivated to be their own boss and obtain wealth.
One’s need for success is another way of looking at need for achievement (Ach)
where one tries to match some standard of excellence, for example, an icon of entre-
preneurship such as Bill Gates of Microsoft. More likely, entrepreneurial motiva-
tions may be learned or influenced by role models of successful entrepreneurs in
one’s own family. Directly related to one’s intrinsic motivation is one’s locus of
control. For a more detail discussion on locus of control of motivation, which has a
long tradition of research, the reader is referred to the chapter in this book on the
topic. Likewise, achievement motivation (Ach) is a special form of intrinsic motiva-
tion (Deci 1975; Elfving 2008) and is discussed in detail later in this chapter.

Perhaps no psychologist has had greater impact on the study of intrinsic and
extrinsic motivations than Edward Deci (1975) and more recently with the work of
Quigley and Tymon (2006) and Elfving (2008). While most entrepreneurial research
assumes the entrepreneur is motivated by external rewards such as money, power,
status (an economic view of human motivation), we are left with the reality that
some people engage in entrepreneurial activities as ends in themselves. This classic
definition of intrinsic motivation (Deci 1975) could certainly play a role in why
social entrepreneurs start social ventures even when there is no apparent reward for
doing so other than some internally generated satisfaction. The idea that an indi-
vidual engages in entrepreneurial behaviors because of the need for stimulation
(a form of intrinsic motivation) is not revolutionary, but the fact that serial entrepreneurs
do this habitually may provide some interesting insights into such behavior. That is,
once an entrepreneur has had the stimulation of starting a firm, they frequently return
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to that behavior because of intrinsic motivation and the internal and external rewards
they received doing that behavior in the past. They might persist in trying for inter-
nal reasons even if they have never been rewarded externally through a successful
venture. They reduce the cognitive dissonance of perceived possible failure by
believing they can be successful this time.

13.8 Obsession, Passion, and Entrepreneurial Motivations

Likewise, entrepreneurs have often been described as being fully absorbed in
their ventures and even overcommitted to the point of obsession. Koch (1956)
pointed out that those engaged in tasks by intrinsic motivation were more highly
organized and energized. This might explain why the panel studies (Reynolds
et al. 2002) on entrepreneurs found that even those who did not successfully start
a business said that they would try again with a new venture. To have ceased start-
ing a venture and yet want to try again is an indication of intrinsic motivation,
which needs to be better understood in addition to the role of that motivation in
relation to entrepreneurial intentions. This is a part of what we might call “entre-
preneurial passion.” For a longer discussion on passion, the reader is referred to
the chapter on that topic within this book. Finally, external motivations or rewards
would include relatively intangible things such as status, power, social accep-
tance, with the more tangible eternal rewards being money, stock options, and
other forms of compensation.

13.9 Final and Instrumental Motivation

Moreover, it is sometimes appropriate to separate between final and instrumental
motivation (Nuttin 1984; Elfving 2008). When one is doing something to reach a
certain goal, one has a final motivation. However, when one is doing something that
indirectly leads to the final goal, one has an instrumental motivation. For example,
one might have a final goal of losing weight and therefore one attends a cooking
class in order to learn how to make healthier food. Attending the cooking class is an
instrument to reach the actual goal and thus, the cooking class acts as an instrumen-
tal motivation.

As noted, when looking at different kinds of motivations we can understand a
person’s behavior only when we put it into a context. We have to look at how he
perceives his initial position, i.e., his construction of the behavioral world, and what
goals he sets. We can understand his motivation and behavior only in that context.
In other words, the behavior or the motivation has to be put in relation to something
else, which Nuttin (1984) argues in his relational model of motivation. He suggests
that we should study motivation in the context of the individual-environment rela-
tionship. How a person behaves and what is perceived as motivating depends on the
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person’s cognition of the environment and his interaction within it. Motives, goals,
and plans do not arise from empty nothingness; they are shaped by their interaction
with the environment (Huuskonen 1989).

According to Nuttin (1984), motivation is rooted in a state of need. We can feel
a need to have more independence or a need to be loved and this need motivates us
to act. Through a cognitive process, the state of need is gradually processed into a
more focused orientation, i.e., we make a plan and set goals. Thus, we have taken
the step from phase 1 to phase 2 in the behavioral process. These needs cause some
tension, but it is worth noting that in this case we are not talking about the type of
purely negative tension which occurs in drive theories. According to Nuttin (1984),
people want to have a certain amount of tension in their lives. Consequently, in this
case, tension should be viewed mainly as a positive challenge as in the case of the
entrepreneur building a new venture. Nuttin (1984) points out that once we have
reached one goal, i.e., released the tension, we tend to set a new goal immediately,
i.e., deliberately create a new tension.

13.10 Life, Work, Career Satisfaction as Motivators

Another way to look at intrinsic and extrinsic motivations is to look at satisfaction
in one’s life and work; these are very motivating forces for most individuals.
Dissatisfaction at one’s current job can propel an employee to attempt to become an
entrepreneur. One does not have to lose a job to become an entrepreneur, as in
necessity entrepreneurship. One can quit a job and become an opportunistic one. If
the outcomes of one’s work climate are not meeting their needs or are causing
excessive amounts of stress and unhappiness, motivation to change those circum-
stances can flourish. Hence, this serves to motivate or drive opportunity recognition
and propels the venture creation process. Of course, corporate downsizing, eco-
nomic conditions, or other forces outside of one’s control can force motivation
through the necessity to continue supporting one’s self (Elfving 2008), but it is also
true that people leave safe and secure employment to become entrepreneurs. This is
often because they perceive some other combination of internal and external rewards
outside of working for someone else to be more valuable and motivating.

The role of the need for success, power, status, and affiliation (Wainer and Rubin
1967) by entrepreneurs has yet to be fully explored. If entrepreneurship is not
viewed positively in a society, it is hard to imagine that entrepreneurs are motivated
by power or status in these conditions (Brdnnback et al. 2007). Could such vari-
ables differentiate between entrepreneurs focused on growth-oriented ventures and
lifestyle entrepreneurs? Entrepreneurs who set out with a particular vision of their
future success can be motivated through the goal of potential future rewards, even
though the present work might not be as satisfying or externally rewarding. They
may perceive opportunities in very different ways because of their underlying
motivations. A longer discussion on perception can be found in another chapter in
this book.
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13.10.1 Career Motivations

Also related to work satisfaction are the motivational factors related to career
motivation. Internal and external forms of motivation are clearly evident in work moti-
vation. Work motivation, as described by Pinder (1984, 1998), is the combination of
internal and external factors that initiate work-related behaviors, and determine its
form, direction, intensity, and duration (Ambrose and Kulik 1999). For entrepreneurs,
it is important that they have a high level of work motivation. While work motivation
has been applied to employees and managers, it seems to be lacking in the study of the
entrepreneur. The classic work of Hackman and Oldham (1976) on work design has
never been applied to how entrepreneurs design their work (or firm), yet it is clear that
entrepreneurs are motivated by the kinds of firms they build. It is interesting that entre-
preneurship researchers have seemingly avoided the extensive literature on work
motivation (Pinder 1984, 1998) which can link to the literature on intentions, goals,
goal setting, leadership, and even job enrichment. Recent researchers Géchter and
Falk (2000) and Quigley and Tymon (2006) have continued this research stream.

13.11 Goal and Goal Setting

Goals and goal setting are clearly parts of any entrepreneurial activity and often
serve as motivators for behavior. It is a critical part of any planned behavior as we
will note later in this chapter. Setting and working toward goals is a driving motiva-
tional force for entrepreneurs. Improving one’s life and the lives of their family
members can also be a very motivating goal. In addition, many entrepreneurs self-
report that they are motivated to be their own boss and work for themselves instead
of being just another face within an organization.

Motivation in relation to goals, however, is not a static state: entrepreneur’s
motives change throughout their life as their goals change. Something started for
one reason may continue for another (Nurmi and Salmela-Aro 2005). The impor-
tance and impact of goals has gained a lot of attention in motivational research (see,
for example, Locke and Latham 2002; Bagozzi and Warshaw 1990, 1992; Bay and
Daniel 2003). In fact, being capable of changing goals and motives is a way for
people to adjust to changing situations. As Nuttin (1984) points out, motivation is
shaped in the individual-environment context. If environmental factors change,
entrepreneurs need to be able to alter their motives in order to cope with and make
sense of the new situation (Salmela-Aro et al. 2005).

13.12 Achievement Motivation

One motivational construct that received considerable attention early in the process
of understanding the entrepreneur is achievement motivation (Ach) (McClelland
et al. 1953; McClelland 1961, 1965; Brockhaus 1980, 1982; Gasse 1982; Carland
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et al. 1984; Carsrud et al. 1989), with all studies cited here finding varying results.
Interestingly, it was Carland et al. (1984) who said that the small business owner
sees their business as an extension of their personality, while the entrepreneur is
characterized by innovative business behavior. However, McClelland and Winter
(1969) did find that achievement motivation was the differentiating factor between
small business entrepreneurs and other business leaders. Recently, there has been
renewed interest in this motivational concept (Collins et al. 2004; Langen-Fox and
Roth 1995; Tuuanaen 1997; Steward and Roth 2007; Lumpkin and Erdogan 2004;
Hart et al. 2007).

One thing that drives that innovative business behavior of the entrepreneur is
certainly a motivational characteristic of any successful individual: achievement
motivation (Ach). Carsrud et al. (1989) used a multi-dimensional measure of Ach
and clearly demonstrated the significant impact of a multi-dimensional measure of
Ach on the productivity of a group of retail building supply firms that were started
by their owners and ranged from small firms (four employees and revenues of
$550,000) to medium size firms (156 employees and revenues of $18,000,000).
While one could argue these were small business owners and not really innovative
growth-oriented entrepreneurs, the fact remains that they all started their firms and
their levels of achievement motivation did significantly impact the subsequent suc-
cess of those firms. It is not that motivations differ between entrepreneurs and non-
entrepreneurs, but instead that motivations can impact the resulting performance of
the firm, most likely via the intentions and goals of the entrepreneurs.

McClelland (1961, 1965) used a projective technique, thematic apperception test
or TAT, and found achievement motivation in men but not in women. Today’s entre-
preneurship researcher would be hard-pressed to administer the TAT, but if
McClelland’s findings were true, then there is the issue of why male entrepreneurs
have such motivation and female ones do not when we know from common experi-
ence that this is not the case. Much of the research problems in the initial measure-
ment of Ach centered on assuming it as a unidimensional concept initially studied
via projective clinical techniques. Komives (1972) saw Ach as a lifestyle value quite
similar to the conceptualization and measurement process of Mehrabian (1968). It
is also important to note that how a concept is operationally measured affects its
usefulness in the study of a given phenomenon.

One such approach to a multi-dimensional measure of Ach is the Work and
Family Orientation Inventory (WOFO) (Helmreich and Spence 1978). It contains
three sub-scales that may have particular resonance with the study of entrepreneur-
ship that go beyond the “lifestyle” concerns of the more unidimensional scales of
Mehrabian (1968) and Komives (1972). The WOFO sub-scales refer to “mastery
needs,” “work orientation” (Protestant work ethic), and “interpersonal competitiveness.”
These dimensions of Ach are assessed through questions such as “I like to work
hard” (work orientation), “I prefer to work in situations that require a high level of
skill” (mastery needs), and “I feel that winning is important in both work and
games” (interpersonal competitiveness). It should be clear from the above questions
that these scales are tapping into some underlying motivational characteristics of the
entrepreneur. Consider the typical observations about entrepreneurs: they work
hard, they have to master any number of different skills and tasks, and they have to
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be able to work with others in their team. It should also be obvious that the motiva-
tional concept of “mastery” has a great deal in common with the concept of self-
efficacy (Krueger et al. 2000; Bandura and Locke 2003; Zhao et al. 2005; Wong
et al. 2006). For more on self-efficacy, one is referred to the cluster of chapters on
intentions and the chapter on self-efficacy in this book.

A series of studies (Spence and Helmreich 1978; Helmreich and Spence 1978;
Helmreich et al. 1978, 1980, 1986; Helmreich 1982; Carsrud et al. 1982, 1989)
demonstrated that the quality and quantity of academic and vocational performance
can be significantly predicted by varying combinations of multi-dimensional factors
of Ach as measured by the WOFO. These studies indicate that the best performance
is typically exhibited by those individuals scoring high in mastery needs and work
orientation, but low in interpersonal competitiveness. This combination of factors
could also be used to describe self-efficacy. These vocational situations, including
entrepreneurial ventures (Carsrud et al. 1989), are ones in which having to interact
and motivate others is a necessity. Interpersonal competitiveness, which may be
popularly considered a trait of entrepreneurs and Type A personalities, is in fact not
a trait of those that are successful (Carsrud et al. 1989).

Finally, if it is correct that McClelland and Winter (1969) found Ach to be a dif-
ferentiating factor between small business owners and entrepreneurs, such a result
could be the outcome of the differences in the interactions of “mastery,” “work ori-
entation,” and “mastery needs,” rather than the presence or absence of overall Ach.
This might also explain the observed Ach differences between men and women
found by McClelland using the TAT.

13.13 Personality Factors and Motivation

Given that we all have basic, primal motivation, let us consider the influence of
specific personality types on how that motivation is cultivated.

13.13.1 Type A and Type B Personalities

In psychological research, personality types can be classified into two subgroups:
Type A and Type B. People with Type A personalities tend to be extremely driven,
focused, high-strung, and goal-orientated. Type A’s are characterized as excessive
and competitive, with a strong sense of urgency. Additionally, they are seen as
possessing a sustained drive for success, a willingness to compete, and habitual
actions associated with mental and physical functions (Liao and Welsch 2004).
Price (1982) suggested that this is a learned set of behaviors and is more likely in
competitive and open economies where success is a function of individual effort and
progress is seen in tangible forms.

Individuals with Type B personalities are more laid back and easygoing. Little
research has examined whether individuals with certain types of personalities end
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up forming different types of firms. For example, do Type A’s develop technology
firms while Type B’s build lifestyle ventures? Likewise, there is research to show
differences in optimism versus pessimism in entrepreneurs (Manove 2000), which
might be beneficial in predicting bankruptcy or failures. An additional area of per-
sonality traits that remains to be explored is gender-related traits, which have been
shown to have “motivational qualities.”

13.13.2 Masculinity and Femininity

Another way of looking at personalities is to look at differences between groups
of entrepreneurs. While there are going to be motivational differences between
men and women, many of these may be associated not with gender per se, but with
sex-role orientations that reflect more masculine and feminine behaviors: hence,
masculinity and femininity (Spence and Helmreich 1978). These traits show pre-
dominance of one gender over the other, but both genders can demonstrate these
characteristics.

For example, a positive masculine trait with motivational characteristics is
instrumentality—the desire to make things work and understand their operation. A
negative masculine trait that has motivational impact is hostility—the desire to
dominate through physical action in order to bring harm to another. While both
men and women can possess these traits, men tend to show them to a greater degree
than women. Certainly instrumentality is a trait one would expect to see in
technology-based entrepreneurs, which might explain why even today males out-
number women in engineering professions and subsequently in new technology-
based firms.

Positive feminine traits such as expressivity—the desire to be sensitive to others
and their feelings and to be sensitive to one’s own feelings have positive implica-
tions for marketing. Being able to listen to what customers need, want, and fear may
be far easier for women than it is for men. However, a negative side of femininity,
which has motivational implications, is verbal aggression. This tenacity to be
aggressive verbally toward others can have significant impact on both organiza-
tional performance as well as staff morale within new ventures. Again, while both
men and women can possess these traits, women tend to show them to a greater
degree than men.

13.14 Motivations, Attitudes, and Behaviors

We know that in order to understand people’s behavior, we have to understand their
cognitive processes and their perceptions of the particular behavior or act.
Accordingly, people make decisions to undergo a certain act, such as becoming an
entrepreneur. While cognitive processes involves beliefs, desires, intentions, and
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motives, Perwin (2003) argues that special attention needs to be paid to the motives
themselves or any underlying motivations. In an entrepreneurial context, it is
assumed that people form intentions to perform an entrepreneurial act when they
possess positive attitudes toward that very act, i.e., entrepreneurship. Why do these
attitudes emerge and how do they subsequently affect behavior?

13.14.1 The Impact of Motivation on Behavior

According to Nuttin (1984), there are three phases in every behavioral process.
These are (i) the construction of a behavioral world, (ii) processing of the person’s
needs into goals and plans, and (iii) carrying out the behavioral operations needed
in order to reach the goal or fulfill the plan. The first phase has to do with the situa-
tion in which the individual finds himself.! Before he can do anything, he starts by
processing the informational data into a meaningful picture. In the second phase, he
decides what he wants to do, i.e., which goal to reach, and in the third phase he
executes his plans. From the point of view of understanding human behavior, we
have to understand how people perceive a certain situation and what goals they set.

Nuttin also argues that motives are what take people from one phase to another.
Nuttin (1984, 14) defines motivation as “the dynamic and directional (i.e., selective
and preferential) aspect of behavior. It is motivation that, in the final analysis, is
responsible for the fact that a particular behavior moves toward on category of
objects rather than another.” Here motives and motivation are used synonymously.

13.15 Goal-Directed Behavior, Motivation, and Intentions

Goals can be seen as mental representations, or schemes, of what the future could
be like, enabling people not to give up (Perwin 2003). As previously mentioned,
goals are central units in Bandura’s social cognitive theory. According to Bandura,
self-efficacy partly determines what people intend to achieve and what kind of goal
they set for themselves (Bandura 1989). Goals activate people and in that way often
serve as the important link between intention and action (Perwin 2003; Nuttin
1984). This indicates that goals play a role in predicting human behavior. In fact, the
importance of goals when studying human behavior has been considered so impor-
tant that it has led to its own field of research: the theory of goal setting (see, for
example, Locke and Latham 2002; Latham and Locke 1991; Locke et al. 1988;
Baum et al. 2001; Baum and Locke 2004; Shane et al. 2003).

'Throughout this chapter the authors have chosen to use the pronoun he when referring to an indi-
vidual, but this has been only for ease or reading and in no way implies that women cannot be
entrepreneurs
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Locke and Latham (2002) propose that goals impact both performance and
behavior through four different mechanisms. First of all, goals have a directive
function. They help us to turn our attention and efforts toward activities relevant to
the goal and ignore activities which are irrelevant. Second, goals serve as energiz-
ers. The higher the goals, the greater efforts we make to achieve them, as stated in
Bandura’s (1989) theory of self-efficacy. Third, goals affect persistence. The
higher the goal, the longer we are willing to work for it. Finally, goals can lead to
arousal, discovery, and emergence of strategies. The relationship between goals
and performance is stronger the more committed people are. How committed indi-
viduals are depends on the importance of the outcome (how important is it to suc-
ceed) and how likely their success is in their own estimation (self-efficacy). The
existence of feedback is another important factor in goal theory. People need to be
able to check where they stand in relation to their goal so that they can determine
whether they need to make adjustments in their behavior in order to attain the goal
(Locke and Latham 2002; Lent et al. 1994). Social cognitive theory implies there
is a reciprocal relation between self-efficacy, outcome expectations, and goal sys-
tems (Bandura 1986).

Behavior goals are neither entirely ignored nor explicitly included in the work of
Ajzen and Fishbein (1977). Essentially, all behaviors can be labeled as goals in the
theory of planned behavior. Goals can be defined as every positive outcome that one
seeks to gain through reasoned behavior (e.g., Ajzen and Fishbein 1977). For exam-
ple, if an entrepreneur goes to venture capitalists in order to raise funds, the act of
going to the venture capitalist constitutes a planned behavior and gaining money for
the venture is the goal. However, Bagozzi and Warshaw (1990, 1992) have opposed
this definition of goals and claim the theory of planned behavior is designed to
explain only performances which are solely dependent on an intention, i.e., voli-
tional behavior where no impediments prevent the implementation of the intention.
Thus, in effect, ignoring the fact that impediments may have an effect on whether
the performance will be successful or not. For example, one may have the intention
to buy a business, but the intention may not be acted upon because of a lack of
financing or a lack of suitable firms for sale. An intention does not always lead
directly to an action (Bagozzi and Warshaw 1990). As noted earlier, Ajzen (1985)
did add behavioral control into the model in order to include the influence of exter-
nal factors, but this addition did not satisfy Bagozzi and Warshaw, who subsequently
developed their own model called the theory of trying (Bagozzi and Warshaw 1990).
This model is illustrated in Fig. 13.1.

While Ajzen and Fishbein’s theories treat action as a single performance, Bagozzi
(1992) preferred to view action as an attempt, or a sequence of attempts, through which
to achieve a final performance. Bagozzi made a critical remark with respect to the
nature of entrepreneurial venture creation: Sometimes there is a significant time-lag
between when the decision is made and an opportunity to act on it (Bagozzi et al. 2003;
Shane 2008). This was emphasized by using the words “goal striving” or “trying.”

Bagozzi and Warshaw (1990) distinguish between intermediate goals and end-
state goals. For example, one might buy a house (intermediate goal) in order to
achieve a higher standard of living (end-state goal). Applying the theory of planned
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Fig. 13.1 Theory of trying (Source: Bagozzi and Warshaw 1990, 131)

behavior might be useful when deciding which house to buy, but the theory of
planned behavior fails to predict whether the end-state goal is achieved or not.

In the theory of trying, an attitude toward a reasoned action is replaced by an
attitude toward trying and an intention is restricted to an intention to try. Moreover,
Bagozzi and Warshaw (1990) added the impact of past behavior and some addi-
tional background factors. In the theory of planned behavior, intentions and perfor-
mance are influenced by past behavior only through background factors (Ajzen and
Madden 1986; Ajzen and Fishbein 2005). However, Bagozzi and Warshaw (1990)
argued that past behavior could make a substantial contribution to understanding
future behavior and could also possibly influence behavior directly without impact-
ing the formation of intention. Frequently occurring behavior is often mindless and
therefore its performance is determined by cognitive schemes.

In the theory of trying, the impact of past behavior is divided into the frequency of
past behavior and how recently that past behavior occurred, representing the role of
memories in affecting future intentions. The frequency of past behavior is assumed to
impact the intention to try as well as the trying directly. It is also believed to impact
the intention to try even when intentions are not yet fully formed on a cognitive level.
Consider, for example, asking an entrepreneur if he is going to attend a trade fair
within the next year. Perhaps he has not yet planned which trade fair to attend, but if
he knows that he usually attends two trade fairs each year, he is most likely to answer
that he will probably attend one within the next year even though he does not yet have
a clear plan which trade fair to attend. The frequency of past trying affects trying
directly as in habitual behavior. Moreover, how recent the past trying occurred is also
believed to have an impact because of the increased likelihood of recalling and reporting
more recent behavior rather than behavior which happened in the more distant past.
Recent behavior is therefore assumed to be overweighed in the formation of an inten-
tion. For example, if one has just succeeded in starting a company, one is likely to
believe one can do it again. Likewise, if one has just failed in something, one is prob-
ably not very keen to try again immediately (Bagozzi and Warshaw 1990).
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The determinants of attitudes toward trying in the theory of trying are adapted
from Lewin’s early work on goals (Lewin et al. 1944). Lewin suggests attitudes
toward trying were the result of an individual weighing success against failure. In
the theory of trying, self-efficacy is present through the subject’s subjective assess-
ments of the probability of success (Bay and Daniel 2003).

In the original test of the theory of trying, attitudes were not significantly pre-
dicted by the attitudes toward failure and the expectations of failure. Later work
proved the usefulness of the model, but concurrently draws attention to the fact that
the significance of the attitude variables fluctuates (see, for example, Bagozzi and
Kimmel 1995; Bagozzi et al. 1992; DeHart and Birkimer 1997). Both Bagozzi and
Dholakia (1999) and Bay and Daniel (2003) picked up on this shortcoming and
introduced the concept of the hierarchy of goals, which should be used in addition
to the theory of trying. Bay and Daniel (2003, 669) state

Individuals develop “programs” intended to implement their principles and life goals.
Within these programs, goals are arranged in a hierarchical order depending on how close
they are to the overall goal of the program. Lower-level goals are intended to set the stage
for the achievement of higher level-goals.

As seen in Fig. 13.2, Bagozzi and Dholakia (1999) suggest that goals can be
divided into three levels: focal goals, lower level subordinate goals, and higher level
superordinate goals. The focal goal is located in the center of the hierarchy and
answers the question “What is it that I strive for?” Lower level subordinate goals
answer the question “How can I achieve what I strive for?” and higher level super-
ordinate goals answer to the question “Why do I want to achieve what I strive for?”

Most empirical tests of the theory of trying are carried out on a fairly low level of
goals, such as losing weight or mastering a new piece of software. Bay and Daniel
(2003) wanted to show that if the goal is of a higher level, it may have a different

Fig. 13.2 Hierarchy of Superordinate goals
goals (Source: adapted
from Bagozzi and
Dholakia 1999, 24)

Look better

Focal goal:
Lose weight

Exercise
every day

Stop eating
candy

Subordinate goals
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impact on behavior. It is clear that this theory has much to offer the study of entrepre-
neurship, which is consistent with Locke and Latham’s remark on the importance of
the goal and the commitment of the actor (Locke and Latham 2002). It is fair to
assume, for example, that one relates differently to purchasing an ice cream cone than
to finding one’s life partner. To test their assumption, Bay and Daniel (2003) choose to
study the decision of high school students to complete their education. In that study,
both the attitude toward success and the attitude toward failure were significant predic-
tors of the attitude toward trying. As noted earlier, the attitude toward failure had rarely
been found significant in earlier tests of the theory of trying. The results supported the
assumption that goal-directed behavior can be placed on a continuum and that goals
affect behavior differently depending on their position in the hierarchy.

The idea of a hierarchy of goals is also found in the work of Lawson (1997a, b).
Similar to Bagozzi and Dholakia (1999), he proposes that goals can be organized at
three different levels: system, principle, and program. The system level is the highest
level and reflects the idealized self but does not lead to direct action. The principle level
reflects a harmonious life and although it too does not lead to direct action, an under-
standing is formed at this level of what action could be taken. Finally, the program level
results in action. At the two highest levels intentions are still ill-formed. Only at the low-
est level (the program level) are well-formed intentions incorporated (Lawson 1997a, b).

The work of Gollwitzer and Brandstitter (1997) contributes to the discussion by
illustrating the link between intentions, motivation, and goals and by presenting the
ideas of implementation intentions and goal pursuit. As seen in Fig. 13.3, they
describe people’s goal pursuits as a continuum including four action phases. The
first phase, the predecisional phase, is an awakening of desires and wishes. In the
second phase, the preactional phase, goal-directed behavior is initiated. In the third
phase, the actional phase, the goal-directed actions are brought to a successful end-
ing. Finally, in the fourth phase, the postactional phase, the outcome is evaluated by
comparing what has been achieved to what was originally desired.

The four action phases are connected through crucial transition points. Gollwitzer
and Brandstitter (1997) label the first transition point goal intention. A goal inten-
tion, for example, can be “I intend to become an entrepreneur.” However, as was
previously stated, an intention is not enough to lead to an action as there might be
several impediments along the way. There may also be different ways of achieving
the goal that one may have to choose between in order to avoid the risk of failing to
seize a specific opportunity. An implementation intention can then function as a
mediator and take the goal pursuit one step further. It serves to translate the goal
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state from a higher level of abstractness to a lower level and to link a certain
goal-directed behavior to a situational context. An implementation intention could
be, for example, “T intend to start my own company when I have finished my stud-
ies.” An implementation intention results in a commitment to perform a specified
goal-directed behavior once a critical situation has occurred. Furthermore, people
who have formed an implementation intention should possess the cognitive struc-
tures needed to recognize opportunities when they emerge. Thus, Gollwitzer and
Brandstitter (1997) conclude that a goal is more likely to be achieved if an imple-
mentation intention exists. Gollwitzer and Brandstitter (1997) also succinctly men-
tion the connections to Ajzen’s theory of planned behavior and imply that the theory
of planned behavior is a good framework when applying their theoretical ideas.
Evidently noticing this suggestion for improvement, Ajzen (2001) emphasizes that
translating intentions into action is a complex process which needs more research.
More recently, Bagozzi et al. (2003) have added the implementation intention into
their original model (Bagozzi and Warshaw 1992). The resulting model, called a model
for effortful decision making and enactment, is designed to explain the mechanisms
through which decision making influences goal striving and enactment (see Fig. 13.4).
The model suggests that behavioral decisions are made on two levels. First at
the level of goals (or goal intention), and second at the level of the action needed
to attain the goal (implementation intention). The mediating role of motivational
constructs (goal and implementation desires), emotional constructs (positive and
negative anticipated emotions), and attitude constructs (attitudes, social norms,
feasibility, confidence, and perceived behavioral control) are also taken into
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account in the model. Desires are believed to be sufficient antecedents of intentions.
Anticipated emotions include the assessment of the prospect of both success and
failure. How one feels about succeeding and failing will, according to Bagozzi
et al. (2003), affect which goals are set. The role of attitude constructs responds to
the arguments presented in the theory of planned behavior.

Since goals impact our decisions and decisions are made frequently in our lives,
our chosen goals will influence many aspects of our lives, including career choices.
The importance of goals when choosing a career has been studied through social
cognitive career theory (Lent and Brown 2006; Lent et al. 1994). The model devel-
oped by Lent and Brown and their associates includes variables related to the core
person (e.g., self-efficacy, outcome expectation, interest, goals) as well as variables
related to the contextual setting (e.g., support, barriers, background). The model is
illustrated in Fig. 13.5.

This model implies that people develop a career interest in fields they view
themselves to be efficacious in, and in which they anticipate a positive outcome.
Personal interests further affects which goal one sets and which actions one chooses
to undertake. Outcome expectations and self-efficacy expectations can also directly
impact goal and action choices (Lent et al. 1994). It is noteworthy that there are no
obvious dependent variables in the model. Lent and Brown (2006) argued that
social cognitive variables can be viewed as dependent or independent, depending
on whether one intends to study what shapes the variables, or the outcome that the
variables foster.
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13.16 Tying Motivation to Cognitions and Goals

If we take the discussion on intrinsic and extrinsic motivations and merge it into
the discussion on goals and cognitions, we can create a description of the char-
acteristics that different types of entrepreneurs have (Elfving 2008). In this chap-
ter, we have attempted to cover a broad range of concepts that have strong
motivational properties that could impact entrepreneurial cognitions and behav-
iors. We have also tried to show how various motivations are tied to entrepre-
neurial intentions and attitudes, as seen in Fig. 13.6. We have also suggested
several potentially fruitful areas of research using motivational concepts that
could reveal a lot about what drives entrepreneurs. In turn, this could potentially
help us better design programs and policies to support such motivations and
subsequent behaviors.
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