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Abstract

Integrating cognitive, mo tivational and emotional self -regulation in early
stage entrepreneurs

$AEOAOA /63 EAA

Selfregulation refers to the regulation of the self by the self, and requires a change to
bring thinking and behaviour into accord with some consciously desired goajaéi-or
Baumeister & Tice, 2009). The primary objective of this research was to advance theorising
and research in this field. The model of geljulatory processes developed in the present
research builds on past research and theory across the spectpsytlodlogical research on
selfregulation, and integrates cognitive, motivational and emotional aspects, as they manifest in
distal and proximal ways, and across the phases of the action process. The model draws on:
Heckhausenods (19919eo6RUDb(l EmeaseMo& elapfFrel994,;
Theory; Locke and LatSkaméiang( THheoyry20Kanf &o a
di st al di stinction in classifying motivatior
and Volition; DeShon and Gikepi ebés (2005) Moti vated Action
(2000, 2009) Control Theory; Bagozzi, Baumgartner and Pieters (1998) Model ebiBeekd
Emotions; Gross and Johndés (2003) Model of E
(1984) Model ofCoping.

The model provides a more complete picture of the aspects of the self and the task that
individuals regulate in achievement contexts. More specifically, the model was tested in an
entrepreneurial context, typically characterised by high autonanmtywhere the entrepreneur
has responsibility for managing both themselves and their venture to achieve success. The
choice to examine setbgulatory mechanisms in entrepreneurs was based on the idea that
Apeopl e wi-cbntrol dpdetter thandotefr s 6 ( For gas, Baumei st e
Hence, the second objective of the research was to examine the way in whichtagpaly
entrepreneurs engage sedfjulatory processes to aid success.

The study adopted a mixedethods design, utilising antarview and questionnaire,
integrated during data analysis. Seventy five entrepreneurs took part. Motivational variables
included entrepreneurial orientations, personal initiative, domain specific efficacy, and work
engagement. Cognitive variables ird#al goal orientations, geaktting, planning and taking
goatdirected action. Emotional variables included emotion regulation, anticipatory emotions
and coping strategies. Three measures of goal attainment were used: an objective measure, an
externalea | uati on, and -pehrceptionsrofdsucedss] all asséssed ssiag-nfulti
item scales.

The results confirmed the proxiradistal nature of the setbgulatory processes. For
each path (cognitive, motivational and emotional), the results derataastlearly that the more
distal variables predicted the more proximal variables, but -gnastiction between the paths
(e.g. cognitive predicting motivational or emotional, motivational predicting cognitive or
emotional etc.) were somewhat more mixdthe cognitive variables had the largest impact on
entrepreneurial success, demonstrating an effect on all three success variables. The
motivational and emotional variables had an impact only orpsetfeptions of success.
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The results provide insights tom the seHregulatory mechanisms relevant for
entrepreneurial success. The model provides a more complete integrationrefjselfory
concepts than has been observed previously. Examiningregelation within the
entrepreneurial context allows ftre disparate psychological perspectives on entrepreneurship
to be discussed using a common framework (e.g. entrepreneurial personality; Rauch & Frese,
2007a,b; motivational and cognitive approaches; Locke & Baum, 2007; Busenitz & Arthurs,
2007; process pspective, Baron, 2007, 2008; competence approach, Markman, 2007).
Practically, this research points to the maiils pertinent to entrepreneurial success that can be
trained. Furthermore, future applications of such research are pertinent for e @s\they
operate in increasingly dynamic and autonomous working environments.
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SECTION 1: INTRODUCTION AND REVIEW OF
RELEVANT LITERATURE



Chapter 1 Overview

CHAPTER 1 Overview of the study

It is not unrealistic to propose that psychology has thus far identified only two main variables

that contribute to human success across almost the full range of human striving. These are
intelligence and selfegulation...crucially...seffegulation does ap@e to be amenable to

interventions to increase it...Se#gulation thus represents one of the best hopes for psychology

to make a broad, positive contribution to human welfare.

(Forgas, Baumeister & Tice, 2009; p6b

1.1. Self-regulation as an emerging tren d in Organisational

Psychology and Management Science
Research at the level of the individual in organisation/management sciences has begun to move
towards a more contextualised and nuanced examination of the pemttiom In line with
this, much of he research on motivation in recent years is now advocating a dynamic process
perspective regarding the ways in which individuals manage themselves, as well as their
thoughts, emotions, social interactions, time and so W@ithin organisations, there isna
increasing trend towards the encouragemerdetifdirected practices bgmployeeswith an
emphasison the organisational conditions that promote such behaviour (Lord, Diefendorff,
Schmidt & Hall, 2010). In line with theseehds, the present study fmedon the way in which
early-stageentrepreneurs engage their gelfulatory processes to aid the success of the venture.
Forgas, Baumei ster and Tice (2009; p. 1) r
regulate our actions is perhaps thenquie s sent i al characteristic
regulation refers to the regulation of the self by the self, and requires a change to bring thinking
and behaviour into accord with some consciously desired rule, norm, goal or other standard
(Forgas, Baumister & Tice, 2009). The distinct advantage of-sefjulation to researchers and
practitioners is that its amenable to development, in contrast to cognitive ability which is

largelyregarded astable andvence not amenable to change.

The concept ogelf-regulation is a relativg recent additiorto the field of psychology,
receivinglittle attention until the last few decades (Forgas, Baumeister & Tice, 2009). The year
1990 might be marked as the point where research leadane to agree that setgulation
was one of the vital keys to understanding the human self (Forgas, Baumeister & Tice, 2009).
Selfregulatory processes have been studied across the breadth of psychological research (ibid.),
and itsrecentintroduction into the work and orgaattonal domain haseliveredsignificant

advancementso theory and practicén work motivation Selfregulatory processes include



Chapter 1 Overview

acting, thinking, learning, and feeling, as welkfas links betweeprocesses, and the context in

which they are occurrinf/ancouver, 2008).

The underlying choice to examine sedfulatory processes within a cohort of
entrepreneurs I|lies in the wel/ dcontral doebettere d  f i
than otherso (Forgas, B a u nvath thid reasonidy, thieicental 20
argument of this research svéhat entrepreneurs with supershill in self-regulationwould do
better tharentrepreneurkacking such skills, or with inferiaskills in these areas. Furthermore,
entrepreneurs operate eworking ontext that represents completatonomy, in wigh the
entrepreneur hasesponsibility for managing both themselves and their venture, in order to
achieve success and sustainability. As such, the need for well developedskeifory skill n
all domains of functioning is likely more important here than in any other context in which

people work.

The stage ofdevelopment of the entreprenewapresents a key temporal issue in the
present research. Entrepreneurs, in the first years of seftirey wenture, are operating in
relatively novel environments, and as such, are less likely to be automatically or tacitly
regulating their performance in these new environments. This ceasidered to ben
important factor in the present research, as atige has numerous implications for self
regulation. Experts can extensively rely on automatic access to structured knowledge such as
scripts to generate action, in contrast to novides whom performance creates a greater
attentional load (Kanfer & Aaman, 1989; Lorét al, 2010). Hence, experts can devote more
resources to other processes, such as more strategiecagettive considerations (Loret al,

2010). It has been demonstdtthat active monitoring 0b n ep&rformance during task
engayement can impair performance by consuming attentional resources that might otherwise
be devoted to the task itself, which is particularly debilitating for novices (&bad, 2010).
Hence, the research was restricted to those in the early phasesind stdbusiness, where it is

less likely that such tasks are being regulated automatically.

1.2. Aims of the research

The central focus of this research was at the individual level of analysis, focusing dertia in

or intrapsychic mechanisnwhich individuals use to selfegulate various aspects tbfe self.
Theories of selfegulation to date have largely restricted themselves to one primary focus,
which has resulted in an artificial separation of the inherently interwpkasesses at play in
managingvarious aspects of theelf, and haslso limitedtheories to one specific context (e.g.
work, academic achievememir health) For example, theories of sedgulation have tended
take a cognitive focus, or an emotional focus, or a motivational focu)aarednot integrated
these areasThis represents a significant limitation to firedd of selfregulation, and ultimately

confinesits explanatory power While there are some theories that consider two intrapsychic
3
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processes (e.g. Control theory incaigdes cognition and emotion; the Compensatory model of
work motivation and volition considers cognition and motivation), this remains relatively rare,
and no theory to date has incorporated the three intrapsychic prookssgsition, motivation

and emadbn in a comprehensive mannerFurthermore, the complexity of the processes
pertinent to the cognitive theories of sadfjulation, as well as the inherent complexities of
designing research to examine such processes, has lead to a proliferation ohes®pkri
research, whichrtificially narrows the focus t@ne or perhaps two of the phases in the process.
Little previous research hasnsideredoth the distal and proximal concepts that influence one
another when one manages the séffence, the prese research significantlpdvance both
theory andresearch in selfegulation, bydeveloping and testing a model that (a) incorporated
cognitive, motivational and ertional selfregulatory mechanismand (b) considered the distal
and proximal manifestatns of these three intrapsyic mechanismsFinally, it was considered
important to investigate the adaptive function that-eglation has for the individuadnd so,

the impact on variouaspects of entrepreneurial successs also investigated Herce,it h e
proposed framework draws on many prior thec
(Russell, 2003p. 146).

Cognition, motivation and emotion are Ath
that represent psychological reality. Althoutliiey often occur together, they can also occur
separately, and so should be treated separately from a conceptual viewpointepreserga
significant empirical challenge that has not sufficiently been met to date (Pekrun, 2006).
Furthermore, to diseangle the constructs and analyse their interrelationships presupposes
integrating research traditions from different fields that have not sufficiently been connected to
date (Pekrun, 2006)The present research developed a model to meet the dual chalnge
identifying the links between the three phenomena, while also disentangling their
interrelationships. Pekrun (200&8jgued that while psychologists of the past focused on the
development of comprehensive theories, more modern research has ledotdeeafon of
small constructs and mitieories in many fields of psychology, and if cumulative theoretical
and empirical progress is to be made, this lack of theoretical integrat#otobe overcome
The present researavercomes this lack of integfion of previous theories, and develops a
comprehensivemodel that allows a deepemderstanding of setegulation. Hence, the
comprehensive theorgeveloped heréas the potential to advance the field of -setfulation

quite significantly.

Effective ®If-regulation with regard to the achievement of lbegn objectives only
works when people can translate their distal regulatory objectives intal@figled and specific
goalsthatthey wish to achieve (Forgas, Baumeister & Tice, 2009). Hence, thienatadistal

distinction is of central concern in research on-ssdulation. More recent trends in self
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regulatory theorising have advocated a dynamic process perspecaveo(ver, 2008;
Vancouver & Day, 2005; Vancouver, Weinhardt & Schmidt, 2018owvever, research to test
this approach has largely focused on experimental studies during -Hetidn phase of
regulatory processing. Integrating the proxhdisital distinction allowed the present research
to investigate how diérent selfregulatory caceptsat varying levels of generalitgre inter
related and combing determine performance. Furthermore, it allows for the examination of
individual differences in underlying motivational states in conjunction with temporary changes
in regulatory actiities; an area that has received scant attention in previous literature (Forgas,
Baumeister & Tice, 2009). Secondly, within the domain of consciousesrifation, research

has almost exclusively focused on cognitive aspects ofesglfiatory functionig, with some
minimal research considering the interaction between cognitive and emgiiocakses (e.qg.
Carver 2001, 2006). Thigesearch provides aomprehensive model of selgulatory
processes in the domains of cognition, motivation, and emaiwh,most significantly, their
inter-relationships which addresses four of the five broad categories oiragilfiation ¢ontrol

of o n etlbwghts,0 n emads,regulation of motivation and regulation of performarfeergas,
Baumeister & Tice, 2009).

Hence the model of selfegulatory processes advocated in the present research builds on
past research and theory across the spectrum of psychological researchreguision,but
moves beyond this by integratiofjcognition, motivation and emotion in ¢hiield, and by also
integrating distal and proximal concepts within each of these three domakwsgas,
Baumeister and Tice (2009) argue thadréhis much to be gained from timegration of the
cognitive, motivational and behavioural approaches leregulation research. Furthermore,
this model is tested in a relfe setting, rather than a laboratory, which adds to the ecological
validity of the study, and allows the practical significance of such processes to come to the fore.

1.3. Overview of the m ethodological approach

One of the central debates in s&gulation reseah relates tdhe questiorof whether sel
regulation occurs at the conscious or unconscious I&&Forgas, Baumeister and Tice (2009;

p . 7) not e f eahd highy doghistieatedgselegalatorydactivity that occurs
automatically, spontaneously, and without the individual ever becoming consciously aware of
the processes and strategi eRizsimdng & Bagle 2004 r mo
Fitzsimonset al, 2009; Forster & Lieberman, 2009; Sansone, 200¥However, from the
perspective of organisational psychology, of much greater interest aregaHtory processes

that are conscioysand hence, amenable to manipulation. Furthermore, much of what is
consdered sehregulation in everyday terms involves conscious, effortful and motivated
activities by individuals who seek to control and determine their cognitive, affective,

motivational and behavioural outcomes (Forgas, Baumeister & Tice, 2009). Sintitsly,
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study was interested in those sedfulatory processes that are consciously accessible to
individuals, and the chosen methodology reflected this focus, using-eepetf approach to
data collection.

In reality, however, many of the se#gulatorytasks that individuals engage in involve a
comhnation of both conscious and rmmscious processes. From a methodological approach,
this provides a challenge for the researcher
regul at esdittle ptheo ttan coefusion for the participantTo address this problem, a
numberof researchers (e.@eringset al, 2006; Freset al, 2007) have developed innovative
interview protocols which take a more indirect approach to questioning individualsthbout
selfregulatory processes in the areas of gimalelopment, planningnd learning. In other
research such the areas of stress and coping, reliable andvalalated questionnaires are
available for use (e.g. Carver, Scheier & Weintraub, 1989;98030hn, 2003). In order to
maintain an optimal level of measurement sophistication, this research firstly, adopted those
methods which were available in past research and had been shown to be valid assessment tools
for selfregulation in the domains @bgnition, motivation and emotion. Secondly, where such
methods were ricavailable from past researadipalitative approaches were developed which

took their inspiration from those in previous research.

Hence, the methodological approach adopted in theept research most closely fits
within the emerging mixethethods tradition. However, rather than the more typical use of
mixed methods, where qualitative and quantitative techniques are used separately, sometimes on
different participants, and/or at fifent points in time, to allow for triangulation, the approach
adopted in the present research took an integrated approach. Data was collected at one point in
time from each participant, using both qualitative (i.e. interview) and quantitative (i.e.
quegionnaire) data collection techniques. At the point of analysis, the qualitative data was first
analysed using traditional qualitative analysis techniques, and following this, the use of a
detailed coding scheme allowed for the translation of the quwaditaata into a format that

allowed for statistical analysis of intezlationships between all variables.

This approach to mixethethods is less commonly described in the literature, most likely
because of the complexity involved. However, it a from absent (e.g. Chi, 1997), and
represents a strength of the study in a number of ways; firstly, each variable in the study was
assessed using the most appropriate tools, and secondly, it demonstrates methodological fit
(Edmondson & McManus, 2007) betweer 8tage of development of the extant theory, and the

chosen methodological tools.
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1.4. Layout of the thesis

The integration of the cognitive, motivational, emotional and behaviougahanismst
play in the act of selfegulation provides quite a complex pigwf human functioning. Add to
this the varietyof theories emphasising differemtspects of selfegulatory processes and
functioning and thisprovides a challenge both for the writer to explain, and the reader to
comprehend. In order to facilitaterse form of structure throughout this woik,has been

divided into four main sections.

Section 1 (chapters 1 throu@) provides an overview oklevant theory, literature and
issues in past research, and builds the model ofegglfiation developed imé present research.
Chapter 2 begins with an attempt to contextualise the research, and etithesboundary
conditions within which the study was conducted. It provides a brief overvipayohological
research intte area of entrepreneurship, batdsesmore specificallyon the relatively small
amount of research that has been conducted which suggests thatgsklfion plays an

important role fothe individual entrepreneur

Chapter 3 begins our journey through the labyrinth of-regjtilation. It begins by
presenting commonly accepted definitions of the concept, and focuses on the cognitive domain;
that being the dominant focus of the majority of past research in the field. It presents a number
of theories of selfegulation, which are largelyognitive and procesdriven in their orientation,
and which serve as the building blocks for the present model. Following this, a rudimentary
model developed for the present research is presented, which includes only the cognitive
components of the moljeand then moves to dine the relevant hypothesesrtinent to these
cognitive componentsFor ease of reference, hypotheses that are cognitive in nature will be

referred to with the prefix ACO (e. g. Hypot h

Chapter 4 focuses on motti@n, and provides a brief overview of motivational research
in the context of bothwork and entrepreneurshipxpanding on the proximaistal distinction
which has become highlinfluential. It then moveso consider the role and manifestation of
motivaional and volitional resources throughout the-setfulatory process, moving beyond the
more cognitively oriented models presented in Chapter 3, to consider models which have
attempted to incorporate cognitive and motivational aspects efegglifation. Using this, the
model is built upon to idode motivational and volitional componentsnd their inter
relationships with the cognitive components are hypothesigeghin, for ease of reference,

hypotheses that include a motivational compomeeprecel e d by t he prefi x AM

Chapter 5 introduces affect and emotion, focusingailytion the importance @motions
in the context of work and entrepreneurshigefore moving on to corggr ways in which

emotional processes can be conceptualised along ar@dedistal continuum and incorporated

7



Chapter 1 Overview

into the seHregulation model. Hypotheségrecedd by t he pr efeaemotion§)EO0 t o
are posed with regard to further intefationships that cabe investigated bpdding affective
components to the cognigvand motivational ones at varying processual stages, and proximity
levels.

Chapter 6summarisesthe developed model in its entirety, and the main research
questions and hypotheses to be investigated. As such it serves an orienting function for the
reader prior to moving on to disas the methodologgnd findings.

Section 2 (chapter 7) discussé® tmethodological and measurement issues that were
necessary to consider in the design of the study. It integrates methodological context,
measurement and ansaly issues, as well as issues of methodological fit, in order to provide a
rationale for the decisions made with regard to the design, implementation and analysis of the
research.It describes the methodology, and includes information regarding thegearts; the
research design, how each of the variables were opeafised, the procedurand the main
analytical techniques employed.

Section 3 (bapters8 through 1) describe the main findings of the research. In order to
maintain a coherent structytbe research questions and hypotheses relating to the cogeiitive
motivational(m) and emotiona{e) components of the model areepented in separate chapters
(8, 9, and 1Orespectively), corresponding to the presentation of each opdbesin the
literature review (chapters 3, 4, and 5 respectively).

Finally, section 4 (chapter 11 through 13) pertain to the discussion of the findings, and the
conclusions which can be drawn from thegehapters 1 and R discuss, contextualise and
explain the findngs, linking the results to past research, and drawing out the theoretical and
practical implications that derive from both the individual findings and the overall inter
relaionships. Chapter 1focuses on the findings that relate directly &if-segulaton, while
chapter 12focuses on the findings that have implications for the field of emneprship.
Finally, chapter 13summarises the major conclusions for the research, and discusses the
limitations of the researchBroad suggestions for future ddepment and ways forward for the
field of selfregulation and entrepreneurship are discussed as well as the potential of the model

for future research, for the development of entrepreneurs, and to the broader work domain.
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CHAPTER 2 The Psychology of Entrepreneurship

The most direct cause of entrepreneurship is the entrepreneur.
(Locke & Baum, 2007; p. 95)

Researchers with a psychology background can make strong and welcome contributions...to the
study of entrepreneurship.
(Davidsson, 2008; p. 177)

2.1. Introduction

The purpose of this chapter is to contextualise the research, and provide an overview of the
particular environmental characteristics that distinguish entrepreneurship from other business
settings. Entrepreneurshiis a multidisciplinary field of researchifeland & Webb, 2007), and

it is not the purpose of this chapter to provide a comprehensive overview of research on
entrepreneurship. The present research is firmly rooted in psychological perspectives to
entrepreneurship, and more spieeifly, is interested in the ways in which sedfyulation can
positively impact an entrepreneurs success. Hence, following a very brief overview of
entrepreneurship, this chapter will focus thre distinguishing features of a psychological
approach to dnepreneurship, and on research demonstrating the potential thaggsgdtion to

explain the role that the individual plays in the success of their venture.
2.2. What is entrepreneurship?

The importance of drepreneurshidies in its function asan ecmomic mechanism
leading to change andnavation, andthe mitigation ofinefficiencies in economies (Baum,
Frese, Baron & Katz, 20Q07Drucker, 1999 Entrepreneurshigan pertain to almost all
activities of human beings but itkefining characteristits the constant search and response to
changeand the exploitation of s an opportunity (Drucker, 1999Baumet al. (2007; p. 6)
advocate the following definition of entrepreneurship, for use in studies within the field of
psychol ogy: i B nat proegsy that enuvoives hthie pdiscovery, evaluation and
exploitation of opportunities to introduce new products, services processes, ways of organising,
or mar ket so which draws on the previous def
Venkataraman(1997). This is a generally accepted and now popular definition of
entrepreneurshjpas it is emphasises the role of both process and people (8aaimn2007).
Although this definition does not require the formation of a new venture as a necessiay star
point for entrepreneurship, the present research focuses on businespsstast these are

commonly the form through which new economic activity is generated
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Shane, Locke and Collins (2003) stress that the study of the entrepreneurial process is
extremely important, and is necessarily linked to the concept of entrepreneatiah.
Davidsson (2007)ouildingo n  Gar t n e r G segarfdsledteeprgnelnp as the creation
of new economic activity or sometimes, any new activity. In this viesvidimentrepreneuris
a theoretical abstraction that refers to one or more individuals who, in a particular case, bring
about his change as an individual featr as a team feat, or in sequence. The focus in this
perspective is on the activity or on mgreneurship (ibid.). Thisiew of entrepreneurship
capturesthe reality of the situation, where entrepreneurship can be an individual act, a team
effort, or that entrepreneurship is often bastceived of as a process (Bgron, 2007)where
different individuals may contribute in different roles over time (Davidsson, 200M&reover,
when definedin this manner entrepreneurship can be studied on many different levels of
analysis (Davidsson, 2007;Davidson & Wiklund, 2001). In addition, we can stud
entrepreneurship as a process or as a policy issue, which can incorporate a number of the levels

concurrently.

The focus of the present research is at the level of the individual entrepreneur or business
owner. To a psychologist, an entrepreneur is glpiadriven by certain forcesr motivators
such as the need to obtain or attain somethingxperiment, or to achieyglisrich, 1990). The
present research considers the influence that a number of psychological variables may have on
both the psycholdgal context and the context of the new enterprise or venture. The research
holds event time, at the level of the new venture constant, by focusing on entrepreneurs who are
in the early stage of the organisational life cycle. Although not explicitly unedsn the
research, there is an element of subjective temporal dimensions in the pidisiaial
distinction which is demonstrated in the development of the theoretical model over the chapters
to come. Essentially, this research concurs with Shaneeloce nd Col I i ns (20(
entrepreneurial process occurs because people act to pursuempportu e s 6 ( p . 259)
the decision to take action is subject to a whole host of cognitive, motivational and emotional
influences and the management k€. This research proposes that these influeoaeshe
usefully explained by current theorising and research in the domain ofeggifation and

volition.

2.3. Entrepreneurship as a context for psychological research

The study of entrepreneurs andrepteneurship from a psychological perspective is an
emerging theme in the literature. Baum, Frese, Baron and Katz (200ék&xpe belief that
industrialbrganisational (I//0O) psychologists are prepared to make important research
contributions that willcreate knowledge about the economically, socially, and technologically
i mportant entrepreneurship process. The en

the opportunity to study human cognition and behaviour under higher uncertainty and greate
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resource scarcity than typically found in established organisations (Baah 2007). This
research investigates entrepreneurs from such a perspective. It focuses specifically on the
individual entrepreneur, but in contrast to earlier themes in pgyehological study of
entrepreneurs, did not focus exclusively on traits, but considered the interactional importance of

process, traits, behaviowmotionsmotivation, cognition and environment.

In order to place psychological approacheshin the wider field of entepreneurial
research, it is necessary to considerctiaracteristics of the entrepreneurial context]eatiel of
analysis, and the stagetime entrepreneurial procesbany entrepreneurship researchers have
stressed the importance ofnmiderirg contextn thisfield of research (Amit, Gloste& Muller,

1993; Bygrave, 1989; Low &MacMillan, 1988; Phan, 2004). Furthermore, Bageinal. (2007)

state that situation is very important to the psyabplof entrepreneurshi@s entrepreneurs
function atextremes of complexity, uncertaintyersonal risk, urgencgnd resource scarcity.

From a psychological perspective, new ventures represent weak situations (Markman, 2007),
and in such situations individual differences are more likely to haveflaence on outcomes

and performance (Markman, 2007; Rauch & Frese, 2007a).eXtrEme levels of uncertainty,

time pressure and resource shortages thatharacteristic of entrepreneurial contexts (Baein

al., 2007) make it interesting as an arenfipsychological investigation. Griffin, Parker and

Neal (2008) suggest that in uncertain environments, inputs, processes and outputs of work
systems lack predictability, and furthermore, two forms of behaviour, namely proactivity and
adaptability, are pécularly important in such uncertain environments. Adaptability involves
responding and adjusting to changes, while proactivity involves anticipating and creating
changes (Griffin, Neal & Parker, 200#lence, the formation and growth of a new venture
represents one work context in which to study psychological concepts that may also be applied

to multiple other environments or contexts, both work andwaork.

Secondly, the level ofanalysis is of key importance alsovhen considering
entrepreneurship frona psychological perspective Davidsson (2007) suggests that when
entrepreneurship is defined as the creation of new economic activity, it becomes clear that
entrepreneurship is something that can be studied on many different levels of aaatydrse
importance of considering these levels in entrepreneurship research has now been advocated and
demonstrated by several authors in the field (e.g. Busendl, 2003; Davidsson & Wiklund,

2001; Low & MacMillan, 1988). Davidsson (2007) further streshasin order to qualify as
entrepreneurial research, entrepreneurial activity on the chosen level of analysis must be
explicitly considered. The present study is very firmly rooted in the psychology of the
entrepreneur, and hence, the actions that are iegdnpertain to those of the early stage
entrepreneur. However, it also considers venture level success, and so the stage of the venture

is also considered to ensure the appropriate success indicators are assessed.

11
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Experts in the field of entrepreneurshipve increasingly stressed the processual and
dynamic nature of the phenomenon, which occurs over time (Baron, 2002, 2007; Brazeal &
Herbert, 1999; Bryant & Julian, 2000; Gartner, 2001; Low & MacMillan, 1988). At the outset
of a new venture, it is quitesual for the individual entrepreneur to comprise the organisation.
Hence, the issue of time is of particular importance when considering context and process in
entrepreneurial research. The present research agrees with Bryant and Julien (2000) ywhen the
state that an individual and an organisation are not the same thing, especially when the
organisation is no longer led by a single person who holds all the power. However, there are
times throughout the entrepreneurial process when the individual @mdghnisation are more

(e.g. the early phases of a new venture) or less (e.g. latter phases of a venture) synonymous.

Davidsson & Wiklund (2001) see the trend towards considering both the individual and
the firm levels in conjunction with one another apasitive advancement, which may signal
that individual characteristics are being systematically related toldwval behaviour and
outcomes, rather than just describing the individuals who start and run independent businesses.
Davidsson (2007) citjuesentrepreneurship studigghich build their design on the assumption
that stable or innate characteristics of the individual are the main, direct explanation for the
emergence of a new firm alod its performance. e present research does not make such a
claim. Although somewhat stable dispositional characteristics are included in the model, the
main claim of the present research is that the combination efeggifatory processes, which
include actions, contribute to entrepreneurial success. Howbeeadage to this claim is that
the effect of individual processes on venture success holds for early stage ventures, where the
i ndividual entrepreneur i s synonymous Wwith
process model of entrepreneurship, eihéuggests that the meaning of success changes over the
course of the entrepreneurial life cycle or process. It is also in line with psychological models
of entrepreneurial success (Rauch & Frese, 2000, 2007a, 2007b).

The interconnection between processl level is a further key consideration. Baeiral.
(2007) note that there are interesting issues involving multiple levels of analysis and multiple

stages of business in entrepreneurship:

1. At the outset of a new venture, the solitary entrepreneur has@mous influence on
the startup firm (e.g. van Gelderen, Frese & Thurik, 2000)
2. As the venture grows, the influence shifts to the level of the entrepreneurial firm
3. Subsequently, organisational factors dominate the established firm.
The findings of Kundwand Katz (2003) go some way towards corroborating this. They found
that during the early stages of firm development, the owner characteristics, not the firm
characteristics play a pivotal role in performance of international SMEs. Such a perspective

also incorporates time issueas a new venture develops, the consideration of important levels
12



Chapter 2 The Psychology of Entrepreneurship

of analysis also changes. It also highlights the issue of considering both levels of analysis and
contextual issues, whereby the individual entrepreneur becomme=asingly embedded in the
organisational context of the venture as it grows over time. Recent research by Baum, Locke
and Smith (2001) has demonstrated the advantages of considering multiple levels of analysis in
understanding venture success. In thmultidimensional model of venture growth, Baum,
Locke and Smith (20001) included seventeen concepts from five micro/macro research
domains. Empirical testing of this model demonstrated that the CEOs specific competencies
and motivation, and competitivdrategies were direct predictors of venture growth, while

CEO:s traits and general competencies, as well as the environment, had indirect effects.

The present research focused on the role of the individual entrepreneur in the early stage
of a business vémre. Baron, Frese and Baum (2007) state ¢haitt r e p rpersoralu r s 6
characteristics, including their preferred behaviours have the greatest impact on
entrepreneurship in the early stages. In a sense, the characteristics and behaviours of the
entreprenar can be considered as a form of context, as was outlined in the work of Sttapiro
al. (2007) in their discussion of polycontextually sensitive research methods. One of the
categories of contextual variables to be considered in achieving polycontgxtualhat they
term, 6psychol ogical 6 variabl es, comprising
dimensions (Shapircet al, 2007; p. 132). An example of such a focus within the
entrepreneurship field is work by Lass al. (2004), who define ergpreneurship as a certain
mindset and process associated with individuals, who possess a set of competencies (e.g.
creativity, risktaking), showing these competencies in distinctive entrepreneurial behaviour

(turning a business idea into success), aliolegdaily management.

Traditionally, psychology was labelled as viewing entrepreneurship from a personality
concept, while economics was labelled as taking a more macro perspective (e.g. seeivicMull
& Shepherd, 2006 However, current conceptualisatiomsknowledge the complexity of the
person in context, acknowledging a role for both the person and the environment. The study of
entrepreneurship from a psychological perspective has been instrumental in advancing the
important role that individual charaetstics of the entrepreneur, such as cognition, motivation,
affect and action, play in a new venture or stgrt Recent advances in the psyclgyoof
entrepreneurship haveegun to focus on such variables estrepreneurial competencies (Baum
& Locke, 2004; Bird, 1995; Man, Lau & Chan, 2002; Markman, 2007), entrepreneurial
motivation (Locke & Baum, 2007), entrepreneurial cognition and cognitive styles (Baron, 1998;
Busenitz & Arthurs, 2007; Cools & Van Den Broeck, 2007; Corbett, 2005; Hmieleski &
Corbett 2006; Mitchellet al. 20022, B and entrepreneutidehaviour and action (Boyd &
Vozikis, 1994; Cromie, 200 Frese, 2007, 2009; PalichBagby, 1995; Utsch & Rauch, 2000).

Where economic theories of the entrepreneur have focused on explaining whatooudor

13



Chapter 2 The Psychology of Entrepreneurship

the economy to function, psychological theories have tried to explain why entrepreneurs are
more willing than their counterparts to bear environmental uncertainty (McMullen & Shepherd,
2006) . Such approaches rhagroeea, 007 p. 432)s framth ol o0 g
the perspective of entrepreneurial action, whether an individual will engage in a particular
action is a decision that depends on whether the individual is motivated enough to act, given the
uncertainty he or she expettsencounter in pursuit of an opportunity (McMullen & Shepherd,

2006). Hence, action depends on psychological context, as well as environmental context.

Psychological research has afg@mmoted the role thdiehaviour or actiomplaysin the
entrepreneual context (e.g. Boyd & Vozikis, 1994; Gartner, 1988; Levesque & Minniti, 2006;
Palich & Bagby, 1995; Sarasvathy, 2004). Entrepreneurial behaviour remains a crucial engine
of innovation and growth for the economy and for individual companies, as bytidefini
implies attention and willingness to take advantage of unexpected opportunities (Bosma &
Harding, 2007). Cromie (2000) concludes that the discussion of entrepreneurship and the
entrepreneur has highlighted the following behaviours charactedbtientrepreneurs. In
general, entrepreneurs are likely to: (i) have a propensity to create business organisations; (ii)
proactively scan business environments in search of new opportunities; (iii) seek innovative
solutions to problems and opportunitiesy) (take an autonomous and strategic role in
identifying, marshalling, and organising resources to convert opportunities into marketable
goods or services; (v) vigorously strive to achieve profit and business growth; (vi) be willing to

bear the risks assated with this behaviour.

Utsch and Rauch (2000) considered the two entrepreneurial behaviours of innovativeness
and initiative as mediators between achievement orientation and venture performance.
Innovativeness is a behaviour that describes more thamterest in innovation, but describes
actual innovative behaviour, such as the daily effort to impooveen®drk procedures (Utsch &
Rauch, 2000). Personal initiative is a behaviour that includestseling, proactive and long
term oriented behaviopas well as persistence towards obstacles (Utsch & Rauch, 2000). The
most powerful factor in the model was innovativeness. There was a strong link from
achievement orientation to innovativeness and a strong link from innovativeness to venture
performarce variables (profit growth and employee growth). Hence, entrepreneurial behaviour

appears to be an important mediator between more distal traits and venture performance.

Davidsson (2007) suggests that psychologically trained researchers have recemtly sho
examples of drastic improvements from the naive designs that hope for direct effects of distal
person variables as main explanations of firm performéace Utsch & Rauch, 2000and in
his opinion, this category contains studies that are amongrtmgest contributions of any in
entrepreneurship research in the last few years. The present research attempts to add to this

category of entrepreneurship research and further advance psychological research in this
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domain. The present research follows fattern for achieving thias identifed by Davidsson
(2007), by selecting more actionable psychological variables for inclusion, including both
proximal and distal psychological concepts anddelling the influence of the former as
mediated by the la#t. In this sense, the present research fits with best practice in the

entrepreneurship research as weliitisg with current theories of setegulation

2.4. Why study self-regulation in entrepreneurs?

Baron (2002) suggests that successful entreprerage more adept than less successful
entrepreneurs at regulating several key cognitive psesesnd furthermore, recommendeak
this is an area worthy of further study. The activities of entrepreneurs are of high complexity
and they often have tocawithin unknown and unpredictable environments (Frese, 2007).
Therefore, entrepreneurs will tend to need to regulate more tasks on the conscious level of
regulation than other occupations (ibid.). Because new tasks appear for entrepreneurs again and
again as the firm unfolds, conscious regulation of action is likely to be important for several
years in contrast to most other jobs (ibid.). Furthermore, Haynie, Grégorie arntr8H{2004)
suggest that metacognition is naturally suited to studying ihai$ engaged in a series of
entrepreneurial processes, and for examining cognitive processes across a series of
entrepreneurial endeavours. In addition, they suggest that given the dynamism and uncertainty
of entrepreneurial contexts, metacognition featiés studying how entrepreneurs cognitively

adapt to their evolving and unfolding contexts.

Bygrave (1993) described one characteristic of an entrepreneurial event as an event that is
initiated by an act of human volition. Hence, he concept of selfequlation in the
entrepreneurial context has the potential to form an integrating framework around which to
merge some of the more recent psychological approaches to the study of entrepreneurship. In
the area of educational psychology, research orregilfated learning is already espousing the
significant advantages of incorporating cognition, motivation, affect, behaviour and context (see
Pintrich, 2004), and hence has relevance to both the motivational and cognitive approaches to
entrepreneurship (e.ges Locke & Baum, 2007; Busenitz & Arthurs, 2007), and to the
development of theory in selégulation research. Furthermore, within the domain of
educational psychology, there is a ripe debate underway as to the correct level of analysis for
selfregulatel learning; trait, behaviour, process or some combination of these levels.
Examining seHregulation within the entrepreneurial context will also allow for the disparate
perspectives of the entrepreneurial personality (see Rauch & Frese. 2)0the pocess
perspective of entrepreneurship (see Baron, 2007) as well as the competence approach (see
Markman, 2007) to be discussed using a common frameworket (2007) has already
suggested a theoretical link between -seffulation and entrepreneurial séaand discovery,

suggesting that individual volition plays a role in successful discovery.
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Chapter 2 The Psychology of Entrepreneurship

In order to understand the implications of the present research in the emerging context of
the psychology of entrepreneurship, it is appropriate to highlight the ¢oatributions that this
research will make in this context. In recent yeasnall number of researchers have begun to
recognise the important role that sedfjulation may play as a psychological success factor in
entrepreneurshipMost notable amanthese is the work of Michael Frese and colleagues. This
work centreson Action Theory andits role in entrepreneurial performance. The main
suggestion of this work is that entrepreneurial performance should be considered from three
perspectives, hamelsequence, structure and regulatory focus, with the suggestion being that
this integrative framework can be used to allow a researcher to pinpoint which aspect of
performance one is studying in detail (Frese, 2007). Ultimately, research in all of thaese ar

can be brought together into a complete theory of entrepreneurial performance (ibid.).

In the last decas psychological researchers have expantlesl boundaries fo
entrepreneurship research, fmpviding a more complemodellingof the role of individials in
the entrepreneurial process. For example, Baum and Locke (2004) conducted a longitudinal
study considering the relationship of entrepreneurial traits, skill and motivation to subsequent
venture growth, and their findings provide a strong ratiof@ehe integration of cognitive,
motivational and emotional concepts in this contekhey concludedhat goals, seléfficacy
and communicated vision had direct effects on venture growth, and these factors mediated the
effects of passion, tenacity améw resource skill on venture growth. In addition, they also
found that communicated vision and sefficacy were related to goals, and tenacity vedated

to new resource skill.

Markman (2007) points out that although research on the link betweenivogtiility
and entrepreneurship is rare, general research on cognition and entrepreneurship is growing fast.
In particular, research examining cognitive ability as a moderator between planning and
business success in on the increase, and again, thisisotably seen in the work of Frese and
colleagues. Kraus (Kraus, 2003; Kraetsal, 2005) has established that gefulation or
reciprocal determinism is evident in the relationship between entrepreneurial orientations (EO),
strategy process chatedstics and business performance, and correctly concludes that a
comprehensive psychological approach to entrepreneurial performance must incorporate self
regulatory processes. Frese (2007) suggests that regulation, in the general sense, can be applied
to entrepreneurship in three contexts, the task, the social and the self. The present research, with
its focus on selegulation in multiple domains of functioning, che said to place its focus on
regulation within the contexts of the self and the task has been suggested that high
performance requires regulating oneself effectively, and according to Frese (2007) this includes,

0 s -endnhgement (including personality management);efitfacy, and switch from self to
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Chapter 2 The Psychology of Entrepreneurship

tasko (p. 1 7 4 the traditidnal cagnitipeo apardachntg sedfulation, with
motivational and emotional aspects will add to the knowledge base of this switch.

2.4.1. A psychological model of entrepreneurial success

At the core of studying setkegulation in entrepreneures the issue of whether
entrepreneursvho engage in selfegulatory strategies are neosuccessful than those who
not, or who do so less effectivelyRecent research has begun to examine the psychological
components that engender success at a vergurenterprise level in the domain of
entrepreneurshipThe Giesseifimsterdam Model of Entrepreneurial Success (Rauch & Frese,
2000) is an interdisciplinary model that assumes that there is no success without action, and that
such actions are mainly detdrmad by the goals and strategies of an entrepreneur. This model
suggests that as all strategies and tactics are goal oriented, all entrepreneurial success has to start
to look at these variables. In addition, as both goals and strategies may turrb@wtrang,
inefficient or misplaced in a certain environment, prior success and failure has an effect on
modifying goals and strategies (Rauch & Frese, 2000). All of the influences of personality,
human capital, and environment on success have to be ewkdigtstrategies and tactics of
actions (ibid.).

A key assumption of this model is that a general trait can only predict specific behaviour
through certain mediating processes. Hence, this model does not hypothesise any direct links
from personality, hunracapital or environment to success because of the assumption that there
is no success without action (Frese, 2001). According to this model, psychological strategies of
actions are the bottleneck through which all of entrepreneurial success is acosanplistot
accomplished (ibid.). This has much in common with distakimal conceptualisation of
motivation (e.g. Kanfer, 1992) as will be seen in chapter 4. Each of the elements of the model

will briefly outlined below.

Personality - Goals
*
- Success
| 'y 7
, | l
Human ¥ .| Strategies |
Capital Environment

Figure 2.1 The Giessehmsterdam Model of small busines8 ¢ y Sshidie@s (Rauch & Frese, 2000)

Personality. With regard to personality, Frese (2001) suggests that traditional approaches

to studying entrepreneurial personality, as well as the critiques of such approaches, have

17



Chapter 2 The Psychology of Entrepreneurship

overlooka the significant advances that have been made in personality research, primarily the
issues that specific behaviours (such as starting up a business) work only through mediating
processes. A second issue is that the personality variable has to be gpexifih to predict
specific entrepreneurial behaviour. Thirdly, there is the issue that interaction models suggest it
is more appropriate to examine which personality trait helps in which environment. Finally,
Frese (2001) suggests that no one perggnait will have a strong relationship with success

because success is determined by many factors.

Human Capitaltheory is concerned with knowledge and experiences of -scalk
business owners (Frese, 2001). In a rast@ysis, Unger (2006) found a alnbut significant
relationship between human cap#ad success.

Goals. Frese (2001) suggests that one can distinguish between goals related to-the start
up of an enterprise and goals related to the existing enterprise.

Strategiescan be broken intthree dimensions of: context, process and entrepreneurial
orientations (Frese, 2001). From a psychological perspective, strategies are directly related to
goaloriented actions (ibid.). Strategic content is concerned with the type of business decisions
with regard to customers, suppliers, employees, products, production factors, marketing, capitol
and competitors. The strategic process is concerned with formulation and implementation of
strategic decisions, and incorporates Strategy Process Charastdostiplanning). Finally,
orientation implies an attitude towardsn estvasegy (ibid.).

Each enterprise is nested in a spedafiwironment The task environment can be divided
into three bipolar dimensions: complexity, dynamism and munificence (Fi23@1).
Complexity describes the homogeneity versus heterogeneity of an environment, Dynamism,
describes the variability of an environment, and Munificence falls into two subconcepts, ease of

getting custmers, and ease of getting cap(taid.).

Rauchand Fresebds (2000) Mo del of Smal | Busi
Action Theory, first proposed by Frese and Zapf (1994;ad&®Frese, 2007). This theory is
discussed in more detail @hapter3. Rauch and Frese (2000) suggest that entreprship can
profit from such an interface between business and success because psychological variables are

clearly and consistently linked to esprreneurial entry and success.

Rauch and Frese (2087outline a variant on the Giess@msterdam model (seddure
2.2) to explicate the pathways through which individual differences affect business success.
They suggest that the model is compatible with the proxitissdl distinction (Kanfer, 1992,
see chapted) and with established entrepreneurship growtldet® (Baum, Locke & Smith,
2001). In this variant model, they describe how broad personaditis tmay affect the
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dynamics of setting goals and developing strategies, which in turn, affect business creation and
success. Hence, there is an assumptionitftead personality traits are not directly related to
business success, but rather, are related because they influence traits that are more
specific/proximal to entrepreneurship. It is these more specific traits than in turn influence
goals and action sttegies and ultimately businessccess (Rauch & Frese, 200Rauch and
Freseds (-2nalysis demonstratédahat specific traits were more strongly related to
business creation and business success than global measures. These specifidutlaits inc
need for achievement, rigkking, innovativeness, autonomy, locus of control andefétfacy

(Rauch & Frese, 2007a, b). Interestingly, the first four of these specific traits have been

incorporated into the concept of entrepreneurial orienta{s@eschapter 4).

Rauch and Frese (2007a) further suggest that if the specificity of traits and their proximity
to performance are important, then even more proximal constructs, such as processes related to
personality, such as cognitive or sedfjulatory processes, can lead to even stronger
relationships. However, a recent review by Frese (2009) suggests that it is not just the
engagement of such processes and traits that are important but the activeness by which they are
engaged and regulated. This aggeh represents a significant advancement to the two models
of entrepreneurial success outlined in this section, and will be discussed below.

Enowledge
Skills
Abilities

r 3

A J

. . Specific personality traits r
Broad personality traits P a5 r ];J - l_‘ Goals 3
. -need for achievemen i ;
-extraversion . . -growth goals Business creation
: S -nisk-taking L
-emotional stability | oE -vislons
» _innovativeness ™

-Openness to experience
-agreeableness
-conscientiousness

-autononry
-locus of control
-self-efficacy

Action strategies Business success

Environment

-task environment
-organizatienal differences
-life eycle

CA3dzNBE HodH wl dzOK g CNB&SQa onHnntl 0 Y2ZRSt 2F Sy idNBLINByS

2.4.2. Active performance concepts and their role in entrepreneurship

Frese (2009) notes that nearly all definitions of entrepreneurship emphasise the point that
entrepreneurs are active actors in the mar ke
be he starting point for theorising in entrepreneurship. Rauch and Frese (2000) argue in their

model outlined above that actions are necessary to start a firm andeeessary to be
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successful, andother explanations of entrepreneurship cannot really expilaientional
behaviour completely (Frese, 2009). Hence, Frese (2009) argues that it is logical to turn to
psychology to study important categories of entrepreneurship research, such as decisive actions,
perceptions and implementations of opportunitiEsese (2009) points out that decisive actions

are a form of behaviour, and while the latter concepts involve perception, cogeithotions

and motivationthese are central foci in psychology.

Frese (2009) summarises many years of research thandhdis associated researchers,
have conducte@xaminingthe role that active performance concepts play in explaining the
success oihdividual entreprenesy stemmingrom Action Theory or Action Regulation Theory
(Frese & Sabini, 1985; Frese & Zapf, 1994; Ibtiet al, 1960). Frese (2009) outlines the facets
of active performance as they relate to entrepreneurs (see Tahlm 2vhich hedistinguishes
different steps in the action sequence (discussed in chapter 3) and three aspects of being active;
selfstarting, longterm proactivity, and persistence in the face of barriers and obstacles that
need to be overcome. These three aspects of being active are drawn from the concept of

personal initiativgFrese & Fay, 200Ichapter 4).

Table 2.1. Facets of dee performance of entrepreneurs (Frese, 2009)

Overcome barriers

Goal/ redefinition of tasks

- active goal

- not just goals that are
taken over from others
- setting higher goals
(growth goals)

- Anticipate future
opportunities and
problems, and convert into
goals

- protect goals when
frustrated or taxed by
difficult environment or
complex goal strictures

- Don’t imitate, don’t just
follow advisors

- proactivity of plan and
detailedness

Information collection and - Active search. 1.e. - search for potential - maintain search in spite
prognosis explomation. acfive problem areas and of lack of resources.
scanning opportunities before they problems, complexity and
occur negative emotions
- Develop knowledge on
alternative routes of action
Plan and execution - Active plan - back-up plans - overcome barriers
- High degree of self- - have action plans for - refurn fo plan quickly
developing a plan opportunities ready when disrupted

Monitoring and feedback

- self-developed feedback
and active search for
feedback

- develop pre-signals for
potential problems and

opportunities

- protect feedback search

Figure 2.3outlines the characteristics of active performance and hypotheses as to how
they are related to entrepreneurial success. Frese (2009) defined active performance as being
selfstarted, proactiveral persistent, implying the way in which each concept will manifest is
active or motivational in nature. Many of the active performance concepts will be reviewed in
extensive detail as we move through the three central chapters building the theoretiglal mo

(chapters 3, 4 and 5), and hence, they will not be explained in great detail at this point.
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Personality
* Need for achievement Characteristics of active
® Locus of control, self- performance:

efficacy
° ® Aty : risi
® Innovativeness Active goals and visions
Lress lolerance — -( i i
*s I * Entrepreneurial orientation

® Risk taking

Success

* Active task strategy and active
*® Passion for work action planning
*® Proactive personality

* Effectuation, experimentation,
and innovation

Human Capital * Active social strategy for Environment
*® Education (school, networking g ® Life cycle
occupational) [ . . o
) * Active feedback seeking and ® Dynamism
*® Experience . . —
active approach to mistakes * Hostility
* Mental ability i i .
* Knowledee * Active approach to learning Industry
I = (deliberate practice) I

National Culture

Figure 2.3 Active performance chaitacistics and their hypothesizeihfluence on success (Frese, 2009)

The value of Fresebds (2@6fA)yshcpjvandppRaaa
(2000) psychological model of entrepreneurial success lies in the fact that combined, both of
these models demonstrate that value of taking a psychological approach to entrepreneurship.
Furthermore, they specifically densgirate the value in using seHgulation as a framework to

examine how the individual entrepreneur contributes to success in their venture.

2.5. Chapter summary

The above review of the psychological literature pertaining to entrepreneurship
demonstrateshaat psychology can and is making a valuable contribution to the understanding of
entrepreneurial phenomena. It is the contention of the present research that modeils of self
regulation hold particular potential for explaining in more depth and detail diee af
intrapsychic processes in entrepreneurship. These cognitive, motivational and emotional

mechanisms will be explained in the chapters which follow.
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Chapter 3 SeltRegulation

CHAPTER 3 Self-Regulation : Predominant theories and the
proliferation of the cognitive approach

If one agrees that setégulation and seltontrol can be achieved by effective goal pursuit, it is
important to analyse strategies that allow people to discriminately set goals that are desirable
and feasible, and then strive for them in an effective nmtanne
(Oettingen & Gollwitzer, 2009; p. 142)

3.1. Introduction

The purpose of this chapter is to provide an overview of cognitive approaches-to self
regulation. The primary theories that approachsgjtilation will be reviewed, which include
Action Theory,and the Rubicon Model of Action Phases. These form the core building blocks
of the cognitive component of the model. However, in order to consider more distal
manifestations of such cognitive processes, it is necessary to consider a number of other
relevant theories in the areas of gasafting and goal orientation.Finally, these will be
incorporated into a rudimentary model, depicting the relationships between the cognitive
components of the model, and their associated hypotheses (preceded by tixe suffC 0 ) .

Before delving into the cognitive perspective, a general overview ofeglfation is
provided, including its definition and nature, which discusses some overarching issues pertinent
to cognitive, motivational and emotional aspects. The rogeléfegulation in applied fields in
organgational psychology and entrepreneurship is also considered.

3.2. Defining self -regulation

Kanfer (1996) notes that substantial progress in understandingegelatory processes
has converged on a conceptualma that emphasises goals, sabnitoring, selfevaluation,
and selfreactions as the basic mecharssy which individuals may exercise control over the
direction, persistence and intensity of thinking, affect and behaviour:reggilfation has been
defined as:

A multrcomponent, mulievel, iterative, selfteering process that targetsn eotvis
cognitions, affects, and actions, as well as features of the environment for modulation in
the service 0b n egbats. Selfegulation implies choice, conséncy and continuity of
movement over ti me; and these three- Co0s

integrated goal hierarchyBoekaerts, Maes & Karoly, 2005; p 150).

This definition highlights a number of important characteristics ofrsgliilgion, most notably,
that it is goaldirected, involves cognition, affect, motivation, and considers their impact on

behaviour. Over the last few decades there has been a growing recognition in both psychology,
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education and industry among others, that-gii@cted behaviour is central to the wleding of

individuals that goalguided seHlregulation can be improved, and that the impact of factors that
threaten seifegulation can be reduced (Boekaerts, Maes & Karoly, 2005). This has sprung
from researchs howi ng t he exi stence of a streng r

regulation strategies and various indices of adaptive success (Boekaerts, Maes & Karoly, 2005).

Some researchers make a distinction betweencestfol and selfegulation. Self
control is the process by which individuals bring themselves into line with their goals and
standards, while sefegulation describes all forms of monitored adaptation by the self,
including nonconscious regulation (Baumeister & Alquist, 2009). Hencd;csgitrol is a
narrower concept, only relating to the conscious, effortful form of-reglfilation (ibid.).
Although the processes investigated in this research are primarily conscious, the research is not
restricted to the narrower domain of sedintrol and so the term selégulation is used

throughout.

One of the core building blocks of the theoretical model proposed in the present research
lies in the emphasis on sedgulation as a@oal orientedporocess. Such procesperspectives
have focused orhe goal, planning, ad implementation process. Thesggnitive theories of
selfregulation will form the focus of this chapter, while further relevant theories will be
introduced as they become relevant, in order to integrate motivational and emotional

components in later chapters.

3.2.1. Selfregulation as a dynamic process and limited resource

The issue of process is central to the concept ofregiflation (Nenniger, 2005;
Vancouver & Day, 2005)and so, it is important to emphasise this in definingd) i@searching
the concept. Vancouver 6s (-redulatidn sugdegts thanthe pr
basic processes of sedgulation (acting, thinking, learning and feeling) are all highly similar in
terms of their undeying architecture, and budil from one another. He suggests that the
complexity of selregulation arises as the various parts are put together and repeated as
necessary to represent the persenontext. This provide initial support for the contention of
the present research th#tere is considerable merit to the consideration of cognitive,
motivational and emotional aspects of selfjulation along parallel paths that can interact with
one another. Thatsaifancouver s (2008) dtilstauctured arqumdo c e s ¢
the goal system, and he suggests that the minimum requirements needed to explain a goal
system are (i) a way to monitor goal status, and (ii) a way to affect goal status. The thinking
component is rooted in the concept of forethought and feedforward pesceghich refers to an
i ndi v iadlity 4ol adtisipate future states and chamgels as a result. Learning this
process is conceptualised as the strengthening of associations between internal (cognitive)

repregntations of stimuli anthternal repesentations of response and consequence.
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Taking a somewhat different angle, Baumeister, Heatherton and Tice (1994) attempted to
explain selfregulation by mapping it onto an energy model, suggesting that it is a limited
resour ce and h eabiltydo selfeegulate was limvtéddwhiahl maysexplain self
regulatory failures (e.g. ygo dieting, or attempts to stop smoking). This Limited Resource
Model (LRM) is by now quite well supported by research (Baumeister & Alquist, 2009;
Baumeister & Exhe, 1999; Baumeister, Muraven, & Tice, 2000; Muraven & Baumeister,
2000. Encouraging is the finding that like a muscle, exercising ouragifiation increases its
strength and stamina, l eading to i mprifevemen
regulate (Baumeister & Alquist, 2009). The resource based view suggests that the consumption
of selfregulatory resources is particularly taxing when tasks are novel (Kanfer & Ackerman,
1989), which is of particular relevance to the present researntextoof early stage

entrepreneurs.

3.2.2. The Nature of Self-Regulation: Cognition, Emotion and Motivation

From a cognitive perspective, many researchers viewreglilation as the processes
involved in attaining and maintaining goals, where goals awrnally represented desired
states (Vancouver & Day, 2005)However, in reality,the interplay between cognitive,
motivational and ewtional processes are key waderstandingelf-regulation Locke (2000)
statesthat although cognition and motivatiotan be partly isolated for the purpose of
specialised study, in everyday life they are never separat€ognition answers that question
6what is?6 while motivation answers the ques
cognition and motivatin operate concurrently with each other. When it comes to a choice of
action, cognition has primacy over motivation, because one cannot want something without
knowing that it exists and that it has certain valued attributes. Furthermore, Locke suggests t
a correlate of assessing an object as significant is the arousal of action, and motives, values and
goals (all part of motivation) affect action in three ways: (a) they affect what facts we choose to
act on, and regulate the direction of action by $irg attention and activity on valuend goal
relevant behaviour at the expense of othergaal relevant actions, (b) values and goals affect
the intensity of the action and the emotion based on how important the value is held to be, and

(c) values angjoals also affect the persistence of action.

Furthermore, Austin and Vancouver (1996) also argue that goals cannot be understood
when isolated from the cognitive, behavioural and affective responses organised in pursuing
goals Locke (2000)states thatgoal-directed actions entail both automatic and volitional
elementswith emotionsconstitutingone example of an automatised factofhe role that affect
plays in sefr egul ati on i s hi ghl i g(h99Gk #000a, rRO0KEantrol e r al
Theory(Chapter 5)
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The present chapter focuses on the process ofegplfation and takes primarily a
cognitive view. Subsequent chapters will advance the theoretical framework by integrating
motivationalandemotionalaspectsithin the selfregulatory framework The role of cognition
in organisations has been of growing interesting to psychologists for over two decades now
(Hodgkinson & Healey, 2007). The field of cognition in psychology deals with sense
perception, conceptual identification, stored perceptm conceptual knowledgand skill
(Locke, 2000. All knowledge above the perceptual level is gained through active information
processing, and feedback from action, whititompasselearning, memory, problersolving
and decisiommaking (Locke, 2000).In this chapter, the focus is on those cognitive processes
that are most frequently associated with -seffulation, and so, the focus from a cognitive

perspective lies largely on goals and the gedting process.

3.3. Selfregulation in applied fields: Organisational Psychology and
Entrepreneurship

The search for a general understanding ofregjfilation has not been coherent given the
diversity in the fieldand has resulted in large bodies of dorsgacific knowledge about self
regulation, with eachcovering specific aspects using their own scientific terminology
(Boekaerts, Pintrich & Zeidner, 2005There are at least threesergent bodies of literature that
describe what seffegulation is, how it develops and how it might be improved (Boekaerts,
Maes & Karoly, 2005), namely educational psychology, organisational psychology and health
psycholog. The present research lies largely within the work and organisational psychology
domain, and Wood (2005) contends that the area ofeglilation has gt potential for this
field.

As with all areas that study sekgulation, definition has been an issue in the domain of
work and organisational psychology. The diversity of meanings and applications -of self
regulation constructs within work and orgatigaal psychology reflect differences in the
meaning of selfegulation across a range of basic and applied psychology literatures (Wood,
2005). Within work and organisational psychology, bodies of literature have developed around
specific behaviours, shcas feedback seeking (e.g. Ashford & Tsui, 1991), and interventions,
such as selmanagement training-(ayne & Geringer, 2000; Frayne & Latham, 1985ach
using a particular conceptualisation of gselfulation (see Wood, 2005). Setfgulation has
bee related to job search behaviour, withdrawal decisionspmgloyment success and work
motivation (Vancouver & Day, 2005), skill training and job performance (Kanfer, 2005), as
well as management effectiveness (Tsui & Ashford, 1994), error managemeiht &leiese,
2005) and caer selfmanagement (Raabe, Frese & Bee?d07). Generally, it has been

suggested that in complex jobs (of which entrepreneurship can be classed), distal goals may be
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less effective than effectivenetacognitive and sefmanagemenskills (Kanfer & Heggestad,
1997).

As organisations seek to replace bureaucracy, hierarchical structures, and authoritarian
leadership styles with more autonomous work practices, initiative and entrepreneurship, self
regulation theory is a good fit witthe emerging demands of modern organisations (Wood,
2005) . Tsui and Ashf or didaptiteSeBrdgulatayeffogseskould t h at
have greater payoffs in jobs defined by task interdependence, ambiguity and a scarcity of
directly providel or spontaneous feedback. Entrepreneurs tend to operate in environments
characterised by such ambiguity and low levels of feedback. Hence, one can postulate that self
regulation may be extremely important for entrepreneurs. However, very little tesealate
has explicitly mapped the selgulatory process in entrepreneurship, although aspects of the
process have been examined to a limited extent. A number of studies have examined goals in
the context of entrepreneurship (e.g. Kuratko, Hornsby &Zzkger, 1997; Noel & Latham,

2006; Tracy, Locke & Renard, 1999), and in addition, the role of planning (Erede 2007)

and deliberate practice learningasegies (Ungeet al, 2009 have been shown to be related to
entrepreneurial success. Fre2e09, discussed in chapter 2) has advocated an active approach
to entrepreaurship, based on Action TheorfHence, although some strides have been made
with regard to understanding the role that-seffulation plays for entrepreneurs, these is much

work yet to be done in this area.

3.4. Theoretical Overview of Self -Regulation

Having provided a brief overview of definitional and conceptual approaches to self
regulation, the remainder of this chapter will focus on cognitive approad®desearch in the
areaof selfregulation fom a cognitive perspective hemnded to focus on one of a number of
theories in the area, with Action Theory (Frese & Zapf, 1994; Frese, 2007), Control Theory
(Carver & Scheier, 1981, 2080 and Regulatory Focus (Brockner & Higgir2§01; Higgins,

1996, 2002; Higgins & Silberman 1998; Shah, Higgins, & Friedman, 1998) being predominant.
However, selregulation has its origins and roots in a humber of areas, drawing on motivational
theories and research including social cognitiveohe(Bandura, 1986, 1997rayne &
Latham, 1987; Latham & Frayne, 1989), geatting tleory (Locke & Latham, 1990, 2000
and volition (Corno & Kanfer, 1993; Heckhausen, 1991; Heckhausen ahtj ¥985; Kuhl
1984, 198, 2000; Kuhl & Fuhrmann, 1998) in itkevelopment, and researchdelfregulation

is often rootedn these theoretical traditions as well.

Kanfer (1992) notes that the various conceptions of goals andegealation provide
complementary perspectives. However, currentrogatsies betweetheories tendo hinge on

the operation of specific mechanisms involved in-ssdfulation (Kanfer, 2005)For example,
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sociatearning/sociatognitive theories and control theory perspectives focus on the cognitive

and affective mechanisms underlyimg tgoalperformance relationship, but are relatively silent

about the influence of specific goal characteristics on performance (Kanfer, 1992). Kanfer
(2005) suggests that in the domain of work and organisational psychology, the most widely
accepted perggtive involves an integration of the gealtting and sociatognitive theories, in
which person, soci al and environment al facto

and selfregulatory activities.

A number of researchers hawalled for aneed to integrate theories of sedfulation,
and have made strides towards accomplishing this feat. Karoly, Boekaerts and Maes (2005)
suggest that the following components of seljulationmay serve as functional universals
goalselection, goaseting, feedback sensitivity, error monitoring, selfaluative judgements,
self-corrective instrumental action, and the egegrce of selkfficacy beliefs and can be used
in all fields to pursue, in parallel, studies that attempt to examine the intenaative of these
universal component functions along with the moderating role of boundary conditions, such as
schematic knowledge structures, and automaticity. Wood (2005) presents a table depicting
potential categories that may be used in the developwofeat general framework of self

regulation research in the domain of work and organisational psychology (see Table 3.1.).

Table 3.2 provides a summary and comparison of the main theories -ofgdétion,
which elaborates on the distinctions between ftfferdnt theories. The present research draws
on Action Theory and theories of volition from the seljulation domain in developing the
initial theoretical basis for the examination of gelfulation in entrepreneurs. These theories
focus on motivatio in-action and lie at the proximal end of the motivation spectrum. The aims
of the present research were to advance theory immegglfation, and to investigate how early
stage entrepreneurs sedigulate their cognitions, emotions, and motivation ireotd achieve
success in their venture. Given these aims, an actional and process approaatedgolaétin
is most appropriate. Hence, both Action Theory and the Rubicon Model of Action Phases will

form the focus of the remainder of this section,riahen to explain each theory in more depth.
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Table 3.1 Potential categories and examples for a framework of-sedfulation research (Wood, 2005).

Potential Category Examples

Theoretical Framework Social Cognitive Theory

Control Theory

Self-Determination Theory

Action Theory

Action-state Theory

Categories of key processes of | Goal establishment, planning, striving, goal revision

subfunctions in self-regulation Self-observation, judgements. self-reactive influences
Goal setfing, self-monitoring, activation of standards, discrepancy detection
Self-regulatory mechanisms Standards and goals
(cognitive and affective mediators of | Affective self-evaluations
outcomes) Self-efficacy
Infrinsic interest
Perceived instrumentality
Self-regulatory skalls Memory
Emotional discrimination; impulse control
Aftention capacity and control
Feedback seeking

Planming and goal-sefting
Personal deferminants of self-regulatory | Conscientiousness

processes Extraversion
Neuroticism
Self-monitoring
Self-regulation inferventions Aftention management, distraction activities

Behavioural recording, performance monitoring

Goal-setting. task planning, scheduling

Verbal self-guidance, self-talk thought suppression

Stinmlus control, task selection, confext management

Self-rewards. values clanfication

Organisational events that stinmulate self- | Accountability (planning. budget reviews, performance appraisals efc.)
regulatory processes Organisational change (technology change, job redesign etc.)

Personal challenges (failures. task set backs, promotions. new jobs, etc)
Disrupting of routines (equipment failure, poor performance, criticism efc)
Dysfunctional work cultures (anxiety, perceived inequities. threat etc)
Organisational and work arrangements Error tolerance

that facilitate self-regulation Antonomy and flexibility in allocation of effort

Task support

Guided mastery approach to novel and challenging tasks

Goal-setting and feedback systems
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Table 3.2 Comparison of main theories of sedfgulation

SeltRegulation

mr}l man tradition In p hologca -amgnme B0 ogp,m_m amaly -Erman mmgmem need 10 explicate the o
Frase (2007, 2009); resandl fﬂcusmgonﬂlewoﬂ behaviour and to ni]_]ecmla 3 aspects relevant to bow bomans -infrmatien ntezTation taming emm:lmmﬁlmﬂleﬂmu'jr{l-'resa. 007y
Frase & Sabini acton wark environments and work regulate their acdons: plans ~career management | 2. relationship berween the self and the saquence,
(1985); Frese & OUCOMmES i. Sequence (process of acdon -emecution & menitaring tramning strucrare, form and content needs clarification (Fresa,
Zapf (1994); Hacker -focus on the regulatory execution; feedback cycle) -feedback -enireprenaurship 2007)
(1998); Miller af al. function of copnitions on il Sorucmre (Hisrarchical stroctare of 3. Crirticized by SDTIEE!.I!TJ]HS for not makmgz
(1460 behaviour acton regolyton) differemtial for intrinsic and extrinsc
iif. Focur (fazk, social context, salf) motivation {Gagne & Deci, 2005
- drtion sructure: 4 levels of
Tegulytion
i. Skill Lewal
ii. Level of flexible action pattemns
iif. Conscigus level
iv. Level of meta-cognitive heuristcs
Compensatary A synergetic approach to work -Implicit versus explicit -manifestation of explicit and implicit | - More distal aspects bave | -Selfmanagement Dioes not explicate processes although thess are
Miodel of Work mativation. Draws on'expends: moves matives at proximal and distal levels their effect thronzh taning mberent in the modal
Mopthation and expectancy-vale models (Vroom, -Compensatary role of -Dristal: imphict motives, explicit relevant provamal -Motivating power
Fajition 1364), zoal-seting theory (Locke & | wolitional processes m the matives, perceived abilifies mechanizms of visions
Eshr (2004a) Latham, 1980, self-efficacy absence of sufficient distal -Promimal: problem solving, velitional | - Volitional regulation - Motivating
(Bandura, 1977), self-regolation motvations. repulaton required i resalve emplovess to enzage
(Bandura, 1988). dual system -mtegration of motives and -interaction of explicit modves, discrepancies between in epen-innovation
appraaches (McClelland erail, ahility. implicit motives and perceived implicit and explicit - User int=eration in
1929), intrinzic and extrinzic abilities leads to fow experience metives Sustainability
mativation (Deci & Byan, 20007, - Problem-solving inmavations
reward models (Lawler, 1971), and compensates for -Undermining efect
the work of Fanfer and inmfficient percaived of tazk conzraemt
collaborators (Fanfer & Ackerman, abilites
_ 1989, Eanfer & Heggestad, 1967) _
Cantrol Theory - Control theory of buman Copninon, affect -Behaviour is zoal directed and Twao feedback loaps; 1. assumptions that underkie contral theory are
Carver & Scheier finctioning (Powers, 1873); an feadback contralled Bzhavioural sslf- questonable. It is a machine model dermved from
(1981, 1990, 2000a) | outgrowth of the cybernetic model -hirrarchical, poulti-level nature of regulation; emotional seif- cybemetic enpineenng, and is in effect a mechanistic
in enginssring poals: the goals underiying behavionr | repulation version of Hull' s dowe reduction theory that was
-Cyvhemetics - people possess form a hierarchy of abstracmess (see chapter 5 for more ahandoned decades apo (Locke & Latham, 2002)
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mechanizm that iz nsed fo regulae (discrepancy-enlarging) by means of faadback loops (Bandur & Locke,
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because it does pof understand increases in goal level
after a prior goal hawe been reached (Frese, 2007).
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3.4.1. Action Theory of Self -Regulation

Theories of action and action regulation have generally come out of the German tradition
in psychological research, where the basic starting point is work action. Action can be defined
as goaloriented behaviour that is organised in specific waygdnls, information integration,
plans and feedback, that can be regulated consciously or via rolotegiger & Gollwitzer,

2008; Frese, 2009-rese & Zapf, 1994). Action theory is a cognitive thedmyf these
cognitions ardied to behaviour and tobjective work environments, and to the objective work
outcome. Hence, it is a behaviour oriented theory, which focuses on the regulatory function of
cognitions (Frese & Zapf, 1994).

Action Theory has been descri be®4 pa2g2),a 0 g
referring to the fact that it provides quite a broad approach to understanding work actions in
general. Although each component is described in this review, more attisnpaid to those
elements thaare pertinent to the building of the thetical model. Frese (2007) states that
there are three main building blocks to understanding how humans regulate their actions:
sequence, structure and focuSequenceefers to how actions unfold (Frese, 2007). First, an
action proceeds from a goal & plan, to its execution and to feedback being received; this is
termed the action process. The core of action is the feedback cycle, and this implies that there is
a goal, which constitutes the set point to which action outcomes are compared (Fragk & Z
1994).

Secondly structureinvolves levels of regulation (Frese, 2007); an action is regulated by
cognitions, and the regulation process can be either conscious or automatic (Frese & Zapf,
1994). Action regulation is described as hierarchically &irad, with four levels of regulation:
the sensorimotor level, the flexible action patterns level, the intellectual level and the heuristic
level. The important distinction between these levels is between actions that are consciously
regulated and thoshadt are routinised. LoAgrm knowledge of these processes is stored in the
operative image system (Frese & Zapf, 1994). The third building block fedhsof an action,
and this can be the task, the social context in which the task is done, df.tHeash of these

three building blocksirediscussed in the subsections that follow.

3.4.1.1. Sequence: The Action Process

The action process consists of a humber of steps: (a) the development of goals and
decision between competing goals, (b) mappinghef environment or orientation, including
prognosis of future events, (c) generation of plans, (d) decision to select a particular plan from
available plans, (e) execution and monitoring of the plan and (f) the processing of feedback (see
Figure 3.2.; Free, 2007; Frese and Zapf, 1994). However, actions are often chaotic, and later

steps in the action process may change earlier ones, so that the process is not always sequential
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(Frese & Zapf, 1994). Frese (2007) suggests that in the context of the@mrefal process,

the action process means that once a wbal@éntrepreneur has the goal to found a firm, or
perhaps to not work as an employee, they then map out the area in which the firm is supposed to
operate, they plan how to achieve this goal, moorthe process of executing these ideas, and

process feedback from potential customers, banks, venture capitalists etc.

(i) Goal Development

Frese and Zapf (1994) describe the goal as the most important concept in action theory.
The concept of goal integtes motivational and cognitive concepts: the goal is the point of
comparison for the action (the cognitive aspect) and the action is pulled by the goal (the
motivational aspect) (ibid.).

Goal
Development

Mapping of the
environment
(Orientation)

le@
Decision to
Execute Action

Figure 3.1 The Action Process (adapted from Frese, 2007; Fr&sp& 1994).

Monitoring of
Execution

As with the majority of selfegulation theories, Action Theory is closely interlinked with
research on goals, and in particular, this theory has much overlap with the concept of goal
processesnd goalsetting Austin & Vancouver,1996 Heckrausen & Kuhl, 1985; Locke &
Latham, 1999 which involve goal establishment, planning, goal striving and goal revising.
Frese and Zapf (1994) outline a number of important parameters of @asal difficulty, (b)
specificity of the goal(c) hierarchiation of goals and subgoa(sl) mnnectedness of goals and
subgoals (e) ime range(long range vs. short range), (falence(positive or negative value
attached to a goal state), (glopess versus ergtate goalgProcess goals are goals directly
relaed to an action, where the action itself may be the goal. In contrast, the production of a
product isan example of an erstate goal), and (hgfficiency divergence of goalgwhich
suggesthat one should chose subgoals with the highest number of pgtiaeach potential
other goals with a high likelihood). These parameters offer means through which to
differentiate the ways in which individuals form and structure their goals, and a number of these
parameters have been differentially related to perémce(Bluedorn & Martin, 2008; Locke &
Latham, 2002).

33



Chapter 3 SelfRegulation

(if) Mapping of the Environment: Orientation.

Orienting oneself towards something novel is the lowest level of analysis of situational
and object conditions. Orientation often means to attend tolsigas signals are action
relevant stimuli that are integrated into some knowledge system on the work task. Signals are
related to the knowledge and the mental models that the work has about a work process (Frese
& Zapf, 1994). Frese (2007) suggests tinat following issues are of importance in mapping
the environment: (i) the realism of the mental model, (ii) broad signal inventory, including
opportunity recognition and the function of quick detection of complex signals (chunking), (iii)
developing a ma of the environment that has operative value, and (iv) the right level of

decomposition to understand the environment.

Frese (2007) suggests that business owners have to know the environment or acquire
knowledge of the environment in whey they plan torafe In dynamic systems, objects may
change even without an intervention by the actors. Here prognosis of future events must be
calculated (Frese & Zapf, 1994). Mapping may be the result of experimentation (an action) and

the feedback the actor recesvas a resultf that action (Frese, 2007).

(iii) Generation of planand (i) Decision to select a particular plan

Planning refers to the development of specific alternative behavioural paths by which a
goal can be attained, or in other words, a plansgaegy (Austin & Vancouver, 1996). The
action theory concept of plan should not be confused with everyday uses of the term. In the
psychological sense, a plan means that one has some kind of order of operation for the next few
seconds, minutes, months years (Frese, 2007) and can mean everything from the first idea of
how to proceed to an elaborated blueprint (Frese & Zapf, 1994). Plans of action can be
routinised or automatic (System 2) or conscious and effortful (System 1) @rase2007),
ard it is the latter plans that are of interest in this research. System 1 planning is a conscious
and effortful process that is adaptive when one is planning for new actions in difficult
environments (Frese & Zapf, 1994; Fresal, 2007).

Freseet al.(2007) suggest that a high degree of conscious and effortful planning (System
1 planning) involves two issues, (i) the degree of detailedness of the plan, and (ii) the degree to
which mental simulations are oriented to bring about-@nm future statesetmed the degree
of proactiveness. The degreedgitailednessnay vary from an elaborate, detailed and specific
plan to one that is very general and does not apply steps @rese2007). One aspect of
elaborate planning is to think about contingesar to have an alternative plan (e.g. a Plan B) if
the first plan does not work out. A second aspect requires the individual to have a large
inventory of potential signals which tell the actor whether it is useful to implement the plan.
The scope of th proactiveness dimension reaches from passive to proactive (Hacker, 1992;

cited in Freseet al, 2007). A passive plan does not attempt to change the environment and
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actions are primarily affected by the environment. Hence, passive plans can alsoduke ter
reactive (Freseet al, 2007). A proactive plan, in contrast, means that the individual has
determined their environment to a certain extent, by anticipating future demands and
opportunities and preparing for them in the present. This is achieveatting on the
environment to bring about future events (Fretsal, 2007). A proactive plan also implies that
owners think about the type of feedback needed and develop indicators for this feedback, which

helps them adjust their plans when necessapséét al., 2007).

In theplanning stagethe development of specific alternative behavioural paths by which
a goal can be attained (i.e. a strategy) is engaged in. Planning serves two functions. Firstly, it
provides a way of testing alternative actiorithaut actually evoking the physical resources or
other costs necessary to engage in the action. Secondly, in order to achieve many goals, it is
necessary to engage in a sequence of activities before a deviation from the desired state is
detected; anticigted deviations must be drawn from memory or models (Austin & Vancouver,
1996 Gollwitzer, Fujita &Oettingen, 2004).

Freseet al. (2007) demonstrate that planning is a key predictor of success in business
owners. Proactive business owners are more fdcosethe long term and consider more
potential issues and signals, and hence, they tend to develop more elaborate plaes @#Frese
2007). Freseet al. also suggest that as opportunity detection and exploitation have become
important issues in entrepreurship research, the concepts of elaborate and proactive planning
need to be developed for the study of entrepreneurship. Hence, this study focuses on both the

elaborateness and the proactivity of the entrepreneurs plan within thegeétory proces

(V) Monitoring of Execution

Although Frese and Zapf (1994) acknowledge that it is superfluous to separate the phase
of execution from the phase of planning, as planning always implies some kind of operation,
they state that it is important to distinguibetween the execution of a plan and the waiting
period in highetorder plans. Thegoal strivingphase of the process relates to taking of action
and monitoring of the consequences of such actions (Austin & Vancouver, 1996). Frese and
Zapf (1994) statéhat various aspects are important for plan execu@riexibility, (b) geed
(c) sharing and coordination of plan@) overlapping plan executiofi.e. whether an individual

follows one plan at a time or follow several), and (e) the feedbackgss

The core of action is the feedback cycle. Feedback is information about how far one has
progressed towards a goal, and is neither completely outside the person nor completely inside
(Frese & Zapf, 1994), and can be explicit or implicit in the envirortir(®ustin & Vancouver,

1996). Feedback can only be interpreted with reference to a goal, and hence feedback is a

relational concept (Frese & Zapf, 1994). Frese (2007) suggests that important parameters with
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regard to feedback are: process vs. outcondbfeek, the degree of realism versus-s#iiving

interpretations, feedback search rate, and how active this search for feedback is.

Feedback can also lead to redefinitioBoal revisionis essentially goal establishment
revisited (Austin & Vancouver, 189. Redefinition is a specific feature of a psychological
approach that focuses on the mental regulation of work (Hacker, 2003). It illustrates that mental
regulation of activity is mediated by the object of that activity (ibitRgdefinition comprisea
prospective cognitive and emotional evaluation of the tasks, and this prospective evaluation will
determine what the person will actually implement and how he or she will do so (ibid.).

3.4.1.2. Action Structure: The Hierarchical Cognitive Regulation of Behaviour.

The second building block is structure, and according to Action Theory, the structure of
action must be organised hierarchically. Frese (2007) suggests that the hierarchical cognitive
regul ation of acgrammad ifso ra(naa@domglaereby it allaws ws tof
understand how webhirganised behaviours that achieve higher order goals, such as launching a
new product, are achieved by using lower level behaviours (e.g. uttering a sentence or typing a
word). The higher levels of ¢hhierarchy are conscious, thought oriented and general, while the
lower levels consist of routines, are specific, and often involve muscle movements. However,
Frese (2007) stresses that we do not always pay attention to the full hierarchy. Higher level
goals, such as life goals or moral standards, are typically not in the foreground of our attention,
and we can only attend to those goals that are of immediate action relevance due to limitations

in working memory capacity (Frese, 2007).

Frese and Zapf (B8l) conceptualise the hierarchy as going from consciousness to
automaticity. Conscious strategies are necessary when a new problem is tackled or when a
more routinized strategy fails to work. However, with practice in redundant environments,
actions becme routinized and automatic (ibid.). Automatic actions have the following
characteristics: (i) they become more situationally specific, (ii) they require less effort (iii) they
involve overlap between different operations, (iv) they require less feedlank the
environment, (v) they require fewer decisions to be made, and (vi) movements takeoom a m

parsimonious form (ibid.).

Frese (2007; Frese & Zapf, 1994) conceptualise a humber of hieadrighiels of action
regulation (see Table 3.3). These lsvelove from automatic movement sequences, which
engage largely unconscious regulation and little effort (the sensorimotor level of regulation), to
levels characteristics by schemata that require activation (the level of flexible action patterns),
through b more conscious and effortful levels of regulation that engage strategies to guide goal

orientedbehaviour(the intellectual level of action regulation) and onto metacognitive levels
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which refer to knowledge about how we ourselves use these strategiedevd of

metacognitive heuristics).

Frese (2007) suggests that there is merit in crossing sequence and structure. The various

levels of regulation crossed with sequence (or action process) are shown in Table 3.3. Such a

hierarchy of action regulation imors similar approaches in the classification of goals (e.g.

Bayer, Ferguson & Gollwitzer, 2003; DeShon & Gillespie, 2005).

intermediate goals are most often in the foreground of our attention.

Frese (2007) states that
As this study is

specifically inerested in consciously set goals, the conscious and heuristic levels are more

relevant.

Emotions are more likely to be regulated at the lower levels of regulation, but are

sometimes regulated consciously as well. This will be expanded upon in chapter

Table 3.3 Levels of Regulation (Frese, 2007; Frese & Zapf, 1994)

Structure

Sensorimotor/
Skill Level

Level of Flexible

Action Patterns

Conscious Level

Heuristic Level

Consciousness of ~ Unconscious, Access to Conscious Both conscious and
Regulation normally no access  consciousness representation automatic use of
to COnsSCIousness possible. but not necessary heuristics
necessary
Elements of the Movement- Flexible action Complex, Generalised heuristics.
knowledge base ortented schemata,  pattern tellectually possibly automatized
not necessarily mediated imaging
conscious systems
Sequence No mdependent Triggered by Subgoals Goals Standards &
goals available higher level or metagoals
situational cues
Mapping Omnentation reflex ~ Schema Conscious How much knowledge
of environment PIognosis necessary to feel
equipped to act
Action Programs/  Blueprints of Well-known Conscious Metaplans. heuristics
Plans elementary action patterns complex plans,
movement patterns  with situational strategies
and cogmtive specifications
1outines
Feedback/signals Stereotype test Processmg of Analysis and Abstract (non-object
programs, well-known synthesis of new oriented) checks, logical
UNCONSCLOUS signals & mnformation mconsistencies,
processing of feedback heuristics for feedback
kanaesthetic and processing

pro-prioceptive
feedback signals

Actions are regulated on a higher level when barriers, opportunities for new goals or
environmental pressures appear (Frese, 2007). Given that these represent common actions and
contexts gperienced by entrepreneurs, one can presuppose that entrepreneurs are more likely to
regulate their actions at the conscious or heuristic levels. However, Frese (2007) suggests that
entrepreneurs can develop routines to search for opportunities. Howageran important

new opportunity is detected action processing is more likely conscious. However, new
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opportunity recognition should be easier for entrepreneurs who have been in business for some

time, because they can regulate most other actiondowvea level of regulation (Frese, 2007).

An important point to note is that people may misunderstand their own action regulation.
Frese (2007) suggests that entrepreneurs argue quite frequently that they decide things without
much thought (i.e. intuitivelecisioamaking), but for action theory, intuition suggests that the
action is regulated on lower levels (Frese, 2007).

3.4.1.3. Focus

Focus is the third building block in Action Theory. Frese (2007) suggests that the focus
of an action can be the tasketsocial context in which the task is done, or the self. Within a
work context, an action is often conceptualised as a task. A task can be divided into internal
tasks and external tasks. The external task is presented by the organisation, wheteamhn in
task comes from the person himAsetf. However, people develop goals both when they are
creating their own tasks or when they are taking over external tasks. The result of an external
task is generally anticipated as a goal (Frese & Zapf, 1994).

In addition to a task, there are two other types of regulatory foci suggested by action
theory, the social and the self. Achievement in work is often based on some sort of collective
activities, and performance is often based on how well the socialrgadigational context in
which task performance takes place is regulated. In this case, the regulatory focus is the social
context (Frese, 2007). Frese (ZDBuggests that it ignportant fore nt r e p sueaess tor s 6
regulate the social contexts of kagerformance. Social focus actions can be mapped on the
same sequence of steps as tasks (as discussed above), but the main distinction is that social
focus actions are primarily based on interactions. Hence, communicative actions and

interactions with peple are the main foci in regulating the social context.

Finally, a third focus of regulation can be the self, which has overlaps with Btekae
(2001; Boekaerts & Niemvirta, 20pBgaprotective goals. The self focuscludes aspects such
as selfmanagerant, selfefficacy and the switch from self to task. Within the $edfus, this
study considers motivational and emotional -setfulation. These will be explained and

incorporated into the model in subsequent chapters.

The emphasis on focus within amwii theory has some overlaps with J. Heckhausen and
Schulz (198) discussion of primary and secondary control in their -Sf@an Theory of
Control. The focus of control in this theory consists of either primary or secondary control.
Primary control referso behaviours directed at the external environment, and involves attempts
to change the world so that it fits the needs and desires of the individual. Secondary control, in
contrast, is targeted at internal processesserves to minimise losses andintain and expand

existing levels of primary control. Processes of primary control involve direct action on the
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environment, while secondary control processes are primarily cognitive (J. Heckhausen &
Schulz, 198). Hence, the authors suggest that thend®fi characteristics of primary of
secondary control can be conceptualised along two orthogonal attributes, each with two levels;
target (external world vs. self) and process (action vs. cognition). Furtherdnéteckhausen

and Schulz (1998suggest thtaone of the main functions of secondary control is support of
primary control in terms of metavolitional and metamotivational action control. The authors
also demonstrate how the focus of action control can be usefully integrated into the Rubicon

model d action phases (discussed below).

Frese and Zapf (1994) espouse the belief that the major advantage of action theory is not
its cognitive orientation, but rather, the ease with which the theory can relate cognitive issues to
applied field settings. Actiotheory has been shown to have a number of applications in the
area of organisational psychology. The main applications which have been investigated to date
include: errors and error managemettte interrelationship between work and personalthe
development of competence at the workplace and trajrtagk characteristicsvork design
entrepreneurial succe¢Breseet al, 2007; Frese & Zapf, 1994Frese (2009) demonstrates the
relevance of taking an action approach to explaining entrepreneurshithe first phase of
starting a business, Frese (2009) suggests that most entrepreneurs have to perform many tasks
for which they have no experience and little or no training, and hence, all of these tasks have to

be performed on the conscious levetegulation.

3.5. Volition
Theories of volition form the second theoretical basis for the present research. Kanfer

(1992) notes that the distinction between distal and proximal constructs is based on the call for
differentiation of the motivational process underlying choice and volition. Volition
emphasises the importance of motivational processes that take place in the context of action
(Kanfer, 1992) and as with Action Theory, it is rooted in the motivation psychology of action
(Achtziger & Gollwitzer 2008). J. Heckhausen (2007) distinguishes between issues of
motivationr why we strive for certain goal@nd issues of volitionhow to strive for certain

goals. Volitional processes are defined as those thoughts and/or behaviours that are directed
towards maintainingd n eirtenition to attain a specific goal in the face of both internal and
external distractions (Corno & Kanfer, 1993; Snow, Corno & Jacksd®6).19Binswanger

(1991) describes volition as cognitive selfe gul at i on, | Ok e mi ntgh ei tr eta
optics (p. 163). He states that to raise deved of awareness is, in effect, to foaus endnd,

and the act of focusing n ecénsciousness is volitional.

Actingii oof n eodwsn v ol i t i on o0 © n epérsonakbrasourndely.ithatiaid i n g
in the allocation of time and mental effort towards tasks) and applying them when needed to

direct and control efforts towards goals (Corno & Kanfer, 1993, p 303). Hence, theories of
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volition have clear overlaps with Action Theory, wherdhbtake as the central concept the
prediction of certain behaviours, or actions. However, where Action Theory tends to be largely
cognitive in focus, volition is more motivational in focus. Kehr (2004) describes volition as an
array of seHlregulatory gtategies to support explicit action tendencies against competing
behavioural impulses. He suggests that volitional regulation is needed to support cognitive
preferences insufficiently motivated by behavioural tendencies, but is not needed for cognitive

preferences congruent with affective preferences.

Heckhausen (1991) describes research on motivation as being divided into two main
camps; one which studies how intentions are formed, and the second which studies how
intentions are implemented. Volition f&linto the latter category and can be defined as the
concrete implementation of actions appropriate to the attainment of a goal chosen in the
moti vation phase (Heckhausen, 1991) . He c k ha
t he Ru b i c oto ghe differences between motivational processes underlying the
formation of intentions and those processes tffgovolition. The Rubicon was chosen as a
metaphor as it refers to the historical event where Caesar decided to cross the river Rubicon in
northern Italy, and in doing so, violated the integrity of the Roman Empire, and instigated a civil
war. Hence, the metaphor of crossing the Rubicon means to make a decision that has

irrevocable consequences (J. Heckhausen, 2007).

To clarify, volition is aform of action, but is distinguished from this more general term
by the fact that the intended is willed. As a result, the problems of volitional psychology have
also been referred to as issues of action control (Heckhausen, 1991), clearly demotistrating
interconnectedness of volition and theories of -s&julation stemming from an action

perspective.

3.5.1. The Rubicon Model of Action Phases (Heckhausen & Kuhl, 1985)

The second theoretical building block of the present research is the Rubicon Model o
Action Phases (Gollwitzer, 1988, 1990; Heckhaud®91; Heckhausen & Kuhl, 1985)The
Rubicon Model of Action Phases focuses on the course of action, which is considered to be a
tempor al, horizont al pat h st ar the evguation dfthe a p e
action outcomes achieved (Achtziger & Gollwitzer, 2008). The Rubicon model defines clear
boundaries between the phases of action control, and this was a significant innovation in the
model 6s devel opment ( AcThaseboundares ®ark@®@adtidnal shiftsz e r ,
between mindsets conducive to goal deliberation and mindsets conducive to goal achievement
(Achtziger & Gollwitzer, 2008). As such, the action phases in the Rubicon model also capture
(to a limited extent) somef the distalproximal continuum suggested by Kanfer (1992),

incorporating both goaetting research with the more process oriented vaditidarature.
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The Rubicon model specifies a course of action involving a phase of deliberating the
positive and ngative potential action alternatives (predecisional phase), a phase of planning
concrete strategies for achieving the goal selected at the end of the predecisional phase
(preactional/postdecisional phase), a phase of enacting these strategies (actsm)alapidaa
phase of evaluating the action outcome (postactional) (Achtziger & Gollwitzer, 2008). The first
boundary occurs at the point of intention formation and separates the motivational processes of
the predecisional phase from the volitional processiethe postdecisional phases. Further
boundaries between phases are the initiation and conclusion of an action (Heckhausen, 1991).
The Rubicon model also implies that the individual phases have their own functional
characteristics, distinguishing matiional from volitional processes (ibid.). Crossing the
Rubicon from motivation to volition is believed to create different work conditions and different

information processing models (Corno & Kanfer, 1993; Heckhausen & Kuhl, 1985).

Figure 3.2shows the éur action phases of the Rubicon Model. The model forms a
sequential structure reflecting complementary functions of the consecutive action phases
(choosing, planning, acting and evaluating) (J. Heckhausen, 2007). The three breaks in the
action flow areshown: the intention formation or Rubicon, action initiation, and intention
deactivation (goal attainment and termination of action). While this model suggests that all
actions proceed through the four phases before the next action does the samgy; theeakire
goal intentions which may have been formed long ago in the predecisional motivational stage
that still await their implementation (Heckhausen, 1991). Hence, at any given time, there are
many intentions in the preactional phase that are éahem a waiting state until they can gain
access to action (ibid.).

Intention

E h Intention Intention Intention
prmation Initiation Implementation Deactivation

1 1 :
1 H
1 : :
A 1 1 H
¥ = . —_— F— H
_'I;im ation g Volition Pre- 1| Volition : Motivation i
Decisional 2 Actional ' Actional i Post-Actional 3
ecisiona =] I H
! : H
] 1 *
] 1 :
v : :

Choosing Te-aghona)Piase ) . .

R De]iberurian_b langing —» Action > *Evaluation —-| - - -

Figure 3.2 Schematic representation of the four action phases of the Rubicon Model (adapted from Achtziger &
Gollwitzer, 2008; Heckhausen, 1991).

Intention or goal formation occurs the first phase of prdecisional motivation, and is
characterised by deliberatiowhere an individual must choobetween alternative goals and

deliberate on the advantages and disadvantages of the goal incemt/élse expectancies of
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obtainingthe goal (J. Heckhausen, 2007)As deliberation in this phase is not overly long,
Heckhausen (1991) postulates a metavolitional control process, which results in a tendency to
wind-up deliberationsand to control information processingn order to assure that
implementation of the initialiplanned goal intentions retain priority. Metavolitions ensure that
the flow of information is processed in a manner favouring the implementation of the adopted
goal intention (Heckhausen, 1991). The result of this delilmer phase culminates in
commitment to a specific goal, and crossing the Rubicon from wishes to daalzifer &
Gollwitzer, 2008).

When the decision about a goal intention has been made, the decisional Rubicon is
crossed, and one enters the next phdseh is postdecisional but practional (J. Heckhausen,
2007). Action initiation occurs in the peetional volitional phase. The term volition indicates
that the motivational deliberation of potential action goals has been terminated and the
individud is now committed to achieving a specific goal (Achtziger & Gollwitzer, 2008). The
task of this phase is to determine how best to achieve a specific goal state (Achtziger &
Gollwitzer, 2008) and is functionally dedicated to planning (J. Heckhausen,. 26{&fice, in
this stage, behavioural intentions are formed. Behavioural intentions are only formed for goal
intentions whose initiation and execution are difficult and, are also conceptualised as

metavolitions (Heckhausen, 1991).

As soon as action is imtted, we move into the actional volition phase, where the
initiated action is guided by the mental representation of the relevant goal intention. In this
stage, the focus is on pursuing gdakcted actions and bringing them to successful conclusion
(Achtziger & Gollwitzer, 2008). The processes that keep an action on course, and protect it
from competing intentions are controlled. Intensity and perseverance of action is determined by
the volitional strength of the goal intention (Heckhausen, 1991)themdtrength acts as a kind

of threshold value for effort exertion (Achtziger & Gollwitzer, 2008).

The conclusion of an action directed towards implementing a goal intention signals the
onset of the posictional motivation phase. The task to be addgkda this stage is a
motivational one (Achtziger & Gollwitzer, 2008). This phase entails evaluating the attained
action outcome and contemplating possible inferences to be drawn for future actions. If the
individual is satisfied with the outcome, theagjintention is deactivated, while if the goal has
not been reached, one must examine why this happened in order to decide whether to continue

to pursue the goal intention, to modify it, or to abandon it (Heckhausen, 1991).

In addition to the phases withitne Rubicon model, each phase is associated with a
di ffer esnett ohi,miwhdi ch rel ates to the thought co
information within each phase (Gollwitzer, 1990; Heckhausen, 1991). These mindsets prepare a

person to acand appropriately tune information processing to facilitate the operations required
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in each phase. More specifically, Heckhausen (1991) distinguishes between the motivational
mind-set and volitional minget. The motivational mindet is concerned with wether the
receiving and processing of information meets the task demands, and hence, isnieatityl.

In contrast, the volitional mindet is implementation oriented. Plans of action and behavioural
intentions that focus attention characterise tbitional mindset (Heckhausen, 1991). These

two mindsets are similar to what Gollwitzer and Bayer (1999) term deliberative and
implemental mindsets. Both mindsets are considered functional to effective goal pursuit, as
they provide the cognitive orieations most useful to solving the tasks of choosing between
potential goals and implementing chosen goals (Gollwitzer & Bayer, 1988se two mind

sets also have overlaps with the motivational and volitional resources that will be discussed in

chapter 4

3.6. Goals, GoalSetting and Self-Regulation

Action Theory and the Rubicon Model of action phases suggest that tdegis®nal
phases or goaletting phases of action are required before goals can be implemented and action
taken (e.g. Kanfer, 1992; ttlam & Locke, 1991). Hence, more distal goal concepts are likely
to have an impact on action through more proximal processes. Hence, in the sections which
follow, more distal goal processes such as-go@hntations, and goaletting are discussed, and
their potential for integration with action theories are outlined. From a cognitive perspective,
the present research takbg goal as it starting poirand hence, its prudent to examine the

nature of goals and goeaektting in addition to theories ofl§regulation.

By far the largest empirical literature on mechanisms ofrselfilation concerns various
aspects of the goal execution sequence (i.e. maintenance, change, and/or termination of action)
(Karoly, 1993). However, Elliot and Fryer (2008) notih surprise how little the precise
nature of the term goal has been explicitly discussed in the literature, with researchers and
theorists commonly neglecting to offer a definitionfigbab (p. 235). Furthermore, they point
out that researchers ancedrists not only exhibit disagreement in their technical definitions of
goal, but they also conceptualise goals in many different ways. Austin and Vancouver (1996)
offer a definition of goals as internal representations of desired states. Elliot and20Q®)
further this definition, defining a goal as
organism is committed to appr oaardfocused onatheoi d o
future, meaning that godirected behaviour is proaee, not reactive. Implicit in this
conceptualisation is that the mental image of the future possibility has a causal influence on
present bedwviour (Elliot & Fryer, 2008).
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3.6.1. The nature of the goal : Goal structure

Goals serve as concrete points dérence for directing our actions in fulfilment of our
needs (Shah &ruglanski, 2003, and as such play a central role in theories ofregjfilation.
Goal content theories focus on the thematic and structural properties of set goals and attempt to
explan differences in goatlirected behaviour in terms of what an individual specifies as the
goal (Gollwitzer & Bayer, 1999). Generally, such theories have been considered to be
conceptually distinct from theories of se#fgulation, which focus on the quiest of how
people overcome certain implementational problems (Gollwitzer & Bayer, 1999). However, as
will be shown towards the end of this chapter, it is argued here that there are distinct advantages
to incorporating both approaches in order to developoee complete picture of the role that

goals play in the selfegulation process and in achieving success.

Goal structurerefers to the hierarchical organisation of goals and the properties of goals
and dimensions on which goals vary (Austin & Vancou®886). In addition, the structure of
goals is conceived in terms of their intetationships (Austin & Vancouver, 1996) ower
level goals can be conceptualised as the means by which-tegbégoals are attained (Lord &
Levy, 1994; Lordet al, 2010) Two conceptualizations of structure will be examined: goal

orientations, and goal hierarchies.

3.6.1.1. Goal Orientation

Goal orientationrepreserg one manifestation of the nature of goals. DeShon and
Gillespie (2005) suggest that goal orientatisra promising motivational construct that may
explain why some individuals adapt to change better, and so may be important in the context of
entrepreneurship, where change is a feature of the environn@@dl orientationrepresents
choice behaviour in ackvement situations, influencing the decision between many possible
courses of action that individuals may choosetdke in a particular contexDeShon &
Gillespie, 2005Schmidt, Dolis & Tolli, 2009).In the organisational psychology literatigeal
orientations haveeen found to predict job performance above and beyond cognitive ability and
personality (Payne, Youngcourt & Beaubien, 2007) and at mulepiels of analysis (Yeo,

Loft, Xiao & Kiewitz, 2009). In the context of entrepreneurship, it hasb suggested that
anxious owners may take more risks, while prometamused owners, who are more strongly
oriented towards achieving positive goals, are less anxious, and take less risks (Baron, 2004;
Frese, 2007).

One of the major issues to date in adleing research in the area of goal orientation has
been definitional and measurement inconsistendeShon and Gillespie (2005) demonstrated
that there are five categories of definitions: goals, traits, drats, mental frameworks and

beliefs. Themost common definitional approach to goal orientation views it as the adoption and
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pursuit of specific goals in achievement contexts (DeShon & Gillespie, 2@0%5No0-by-two

matrix has been proposed to conceptualise the two types of goal orientatimtery and
performance goalswith two different valencesapproachor avoidance(Baranik, Barron &
Finney, 2007; Elliot & McGregor, 2001; Riich, 2005 see Table 3.4.)Goal orientation has
overlaps with theories of regulatory focus (e.g. Brockétiggins, 2001; Higgins, 199&002;
Higgins & Silberman, 1998; Shah, Higgins & Friedman, 1998) where the approach/avoidance
distinction is also evident. The mastery avoidorientation represents a development from
previous research where three orientationsevepecified (mastery; performance approach and
performance avoid), although up to six orientations have been investigated in past research
(DeShon & Gillespie, 2005). Elliot (1999) suggested that the typical mastery goal orientation is
an approach goabut Elliot and McGregor (2001) argue that, although less common, a mastery

avoid goal is possible, giving the example of an expert who desires to avoid losing skill.

Van Yperen (2006) investigated this 2x2 framework, by comparing individuals according
to their dominant achievement goals. He found that mastery approach goals were associated
with need for achievement, general sflicacy, positive affectivity, perfectionistic striving and
intrinsic motivation. Performaneavoid goals were associated witlegative affectivity,
socially prescribed perfectionism, extrinsic motivation, and amotivation. Dominant
performance approach goals were associated with high scores on both positively and negatively
valenced variables, and dominant mastergidance goalsiere associated with low scores on

both types of variables (Van Yperen, 2006).

Kaplan and Maehr (2007) note that individuals may adopt several different goal
orientations depending upon certain contextual conditions. The suggestion here is that
individuds perceive cues in the environment that highlight the salience of one goal orientation
or another, which in turn, guides thoughts, feelings and behaviour in accord with this
orientation. Hence, the conceptofgoat i ent ati on has o0192l)do@aps wi
cognitive theory of selfegulation. Adopting a performanepproach goal along with a
masteryapproach goal has been posited as promoting optimal motivation, as these goals are
associated with high performance levels and high interest ¢klaveicz, Barron, Pintrich,

Elliot & Thrash, 2002).
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Table 3.4 Two goal orientations and their approach and avoidance forms (Pintrich, 2005; p. 477).

Mastery orientation

Approach Focus
Focus on  mastering  task
understanding

learning
Use of standards of self-improvement.
progress, deep understanding of task

(Learning goal. task goal task-involved
goal)

Avoidance Focus
Focus on  avoiding misunderstanding,
avolding not learning, or not mastering task

Use of standards of not bemg wrong. not
doing it incorrectly relative to task

Performance orientation

Focus on being superior, besting others.
being the smartest, best at task in
comparison to others

Use of normative standards. such as gefting
best or highest grades. being top or best

performer

(performance goal. ego-1nvolved goal, self-
enhancing ego orientation, relative ability

Focus on avoiding inferionity, not looking
stupid in comparizon to others

Use of normative standards of not getting
the worst grades, being lower performer in
class

(performance goal. ego-involved goal, self-
defeating ego orientation)

egn)

There is a reasonable amount of literature examining the relationship of mastery goals to
motivational béefs such as efficacy, value, interest, attributions and affect (motizhiseif-
regulation), which indicate that adopting a mastery goal has positive implicationisefs
variables(see Pintrich, 200%or a review). VandeWallet al.(1999) found tht a learning goal
orientation had a positive relationship with sales performance, but was fully mediated by three
selfregulatory strategies: goal setting, effort and planning. In contrast, a performance goal
orientation was unrelated to sales perforneané¢ience, the goal orientation concept appears
relevant to consider in the context of selfulation. Button et al. (1996) highlighted that a
performance orientation is typically necessary in an organisational context, where employees
must meet perfornmece standards for the organisationorderto be successful. Hence, they
suggested that a balance of both orientations (mastery and performance) is adaptive in most
work settings, and this style can only be elucidated if a two dimensional goal orientatio
approach is adoptedrhe suggestion that individuals can be simultaneously high or low on the
dimensions of goal orientation (DeShon & Gillespie, 2005) is only compatible with a
proximally oriented approach to motivation and goals, and a state appoogeal orientation
(Dragoni, 2005), rather than trait approaches (e.g. Fisher & Ford, 1998; VandeWalle &
Cummings, 1997). State goal orientationis characterised by its dynamic nature and
responsiveness to situational influences (Dragoni, 2005; Dwecledgéit, 1988). Dragoni
(2005) proposed that leadership and climate perceptions influence the state goal orientations that
will be adopted by employees. Entrepreneurs operate in a weak situation, where there are not
strong indicators as to what the appiafe goal orientation might be for the context. Hence,
being able to adopt an appropriate state goal orientation in this context is an example of an

adaptive selfegulatory strategy.

De Shon and Gillespie (2005) also highlight that a number of reseswcbreceptualise
goal orientations as being domapecific, rather than relatively stable individual difference

46



Chapter 3 SelfRegulation

variables. This suggestion is particularly relevant to early stage entrepreneurs, who typically
attempt to balance the high level of knowledgejuisition needed to start a new company, as
well the more performance oriented tasks required to keep the nascent organisation afloat in the
first few years of stastip. Hence, entrepreneurs may take a mastery or performance approach
to the business evall, but across situations, domaiaad time there may be some fluidity in

the choice borientation towards goals. Thésiggests that success may lie in taking an adaptive
approach where such early stage entrepreneurs alternate between masteiy goals of
advancing their skill as an entrepreneur, and performance goals relating to making a success of
the business.

3.6.1.2. Goal Hierarchies: Motivated Action Theory

DeShon and Gillespie (2005) forward thktivated Action TheoryMAT) to integrate
goal orientation with selfegulation and goadriented action models (e.g. Carver & Scheier,
1998; Frese & Zapf, 1994). The assumptions on which this theory rests are: (a) action is
directed towards the attainment of goals, (b) goals are hierarchitalgtused within the
individual, such that highevel goals are distal desired states and lower level goals are means to
obtain the higher level goals, (c) a single goal controls action at any given point in time, (d)
activation levels determine which goglides behaviour at a given point in time, and (e)
situational features interact dynamically with activated goals to affect choice and behaviour.
This last point is of particular relevance to entrepreneurs. Environmental volatditypgcal
charactastic ofe nt r e p erwirommenmtsard suchambiguous and unpredictabtentexts
create a relatively weak situation (Schmaidltal, 2009). The effects of goal orientation appear
to be strongest under such conditions (Schetidil, 2009).

DeShon andGillespie (2005) suggest that goals are hierarchical tenes(see Figure
3.3), whichcan be likened tthe hierarchical levelsifFr e se and Zapfdés (199
At the top of the hierarchy are sejbals, which refer to the fundamental outcentieat all
individuals must achievdor example to lead normal, healthy, fulfilling lives. Principle goals
are general heuristics or behavioural principles that serve as guides for clusters of behaviour
(DeShon & Gillespie, 2005). In entrepreneuriahtg, such goals often relate to growth of the
business, to adding or creating value in some form. The achievement goals in the model are
most closely associated with goal orientations. They are intermediate goals and reflect the
general action patternsati n d i v use in @adhiévement situations to pursue principle goals
(DeShon & Gillespie, 2005). Hence, an individual will adopt an achievement goal that suits the
profile of the principle goal being pursued (ibid.). Finally, the action plan goatsfisjze
mechanism for achieving the goal, and tend to be highly flexible strategies, pathways or

trajectories for achieving desired goals (ibid.).
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Figure 3.3 Motivated Action Theory Model of the Goal Orientation Hierarchy (DeShon & Gillespie, 2005;6). 110

The first three steps in Freseds (2007,
anal ogous to the goal hi erarchy in DeShon a
The goal to found a firm (approach) or not to work as an employee (ave)daan be
considered principle goals. These then get translated into achievement goals, which are
necessarily related to the area in whichgbal will operate. Finallyplanning how to achieve
this goal is equivalent to action plan goals in MAT terrtogy or to subgoals as Frese refers to
them elsewhere (see Kragisal., 2005).

There are also synergies to be found between MAT and the aspect of structure in Action
Theory. Frese (2007) suggests that higher level goals, such as life goals or moaadlstéesdf
goals in MAT terminology), are typically not in the foreground of our attention, and we can
only attend to those goals that are of immediate action relevance due to limitations in working
memory capacity. Hence, intermediate goals are most oftéhe foreground of our attention
(Frese, 2007). This suggests that achievement goals (and to some extent principle goals in
DeShon & Gillespiebds goal hiiemdirwdtgnielalise mor
possi bl e to nmegchyMAJd thesseqgence lhierdichy of Action Theory. - Self
goals and principle goals can be considered 1ge#ds, and reside under the Heuristic level of
regulation. Achievement goals also lie under the Heuristic level, but are considered goals.
Finaly, Action Plan goals can be considered subgoals, and reside at the conscious level of

regulation.

This hierarchy of goals has several implications with regard to issues in thinking about
behaviour. The hierarchy suggests that goals at any level cahibeestcby a variety of means

at lower levels. This explains the fact that people can sometimes radically shift the manner in
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