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Introduction 

A profound interest in the entrepreneurial action as a driver for sustainable economic development starting 

with Schumpeter (1934) and followed by McClelland (1967). The topic of entrepreneurial action remains 

interesting up till present day for the purposes of  education and learning from errors (e.g., Rae, 2000, 2005; 

B. Zhao, 2011), in practice (e.g., Isenberg, 2010) and in diverse academic theoretical traditions (e.g., Krueger, 

1997; McClelland & Winter, 1969; Sarasvathy, 2002; Vries & Woude, 1997). Developing a model is a natural 

next step to survey the characteristic elements in the process of entrepreneurial process.  

Frese and Gielnik (2014) suggest such an overall framework for the psychology of entrepreneurship with the 

action characteristics model of entrepreneurship (Giessen-Amsterdam model) based on their previous work. 

In the Action Characteristic Model of Entrepreneurship, they see an action characteristic in line with one 

attitude or personality factor in a number of important psychological issues. In addition, the individual 

entrepreneur in entrepreneurship research is addressed in line with Baum, Frese and Baron (2007), referring 

to the following statement: “Trying to understand entrepreneurship without considering entrepreneurs is like 

trying to understand Shakespeare without including Hamlet in the discussion” (Baumol, 1968, p. 67).  

Consequently, the topic investigated in this paper is the modelling of the entrepreneurial action, with special 

consideration towards the individual entrepreneur.  

 

Theoretical background  

Frese and Gielnik introduce the idea that different action characteristics of entrepreneurship are important in 

different phases, and that a successful outcome depends on the actions of the entrepreneur that are accompanied 

by the feedback and the process hereof (2014, p. 428). However, the arguments are described in terms of three 

phases: opportunity identification (Dimov, 2007), refinement of business concept and resource acquisition 

(Carter, Gartner, & Reynolds, 1996; Gartner, 1985; Lichtenstein, Carter, Dooley, & Gartner, 2007; Reynolds, 

2007), and survival and growth (Baron, 2007). These three phases are intertwined according to the 

entrepreneurial practice, namely a trial and error approach. Additionally, the concepts involved are hard to 

distinguish from each other.  

Moreover, inspired by Hébert and Link (1989), Bull and Willard (1993) and Lumpkin and Dess (1996), Carree 

and Thurik (2003) reflected on the entrepreneur. They argue for three types of entrepreneurs: The innovating 

Schumpeterian entrepreneur who creates new enterprises (Schumpeter, 1934); The Kirznerian (neo-Austrian) 

entrepreneur that perceives profit-opportunities (Kirzner, 1979), and the Knightian entrepreneur that assumes 

risk is associated with uncertainty. However, Landström (2010) refers to 77 different definitions identified by 

Morris (1998) and 90 different entrepreneurial attributes by Gartner (1990), stating that the definition of an 

entrepreneur is not explicit (Gartner, 1985). In addition, the important social factors are primarily affected by 

people’s behaviour (Mischel, 1990). 



Hence, the characterising elements of an entrepreneur need further clarification due to the understanding that 

an entrepreneur in the process of entrepreneurship is a common person who holds entrepreneurial personality 

characteristics.  

 

Method  

Several theoretical contributions, for instance, Gielnik and Frese (2013), and Rauch and Frese (2000) along 

with the Giessen-Amsterdam model (Frese & Gielnik, 2014, p. 428), have been considered in the development 

of the model towards sustainable measurements of entrepreneurial success. Additionally, success is seen as a 

natural outcome of action (Frese, 2009) and active social network strategies (Zhao, Frese, & Giardini, 2010). 

Also, deliberate practice is an active form of learning (Unger, Keith, Hilling, Gielnik, & Frese, 2009), and 

action is active feedback-seeking for self-regulation towards managerial effectiveness (Ashford, Blatt, & 

Walle, 2003; Ashford & Tsui, 1991; Tsui & Ashford, 1994; Tsui, Ashford, Clair, & Xin, 1995).  

Accordingly, the comments developed in Østergaard (2017) together with an alternative distribution of the 

factor elements suggest to the Giessen-Amsterdam Model in Table 1 a questioning of the original distribution 

of factors and especially of the factor content.  

The Action Characteristic factors of entrepreneurship 
(Frese & Gielnik, 2014) Comments 
Personality Need for achievement, locus of control, 

autonomy, generalized self-efficacy, 
innovativeness, stress tolerance, and risk-taking 
 

The difference between generalized self-efficacy and self-
efficacy from motivational antecedents is vague. 

Motivational/ 
affective 
antecedents  

Passion, positive/negative affect, self-efficacy, 
and entrepreneurial orientation  

Some of the antecedents are innate (self-efficacy), some more 
conceptual (entrepreneurial orientation), and some related to 
the actual situation and the mood of either the entrepreneur or 
the relevant relation (passion, positive/negative affect). 
 

Action 
characteristics  

Personal initiative, goals/visions, search for 
opportunities, information search, planning, 
feedback processing, social networking, seeking 
a niche, seeking resources, deliberate practice, 
and entrepreneurial orientation 
 

The actions or behavioural activities differ in content. A goal or 
a vision as well as an entrepreneurial orientation can be an 
antecedent of action with problem-solving, search and practice, 
but hardly an action. 

Cognitive and 
social 
preconditions  

Education (school, occupational), mental 
abilities, and models in family or environment 

Cognitive preconditions are both innate skills and developed 
skills acquired before an action takes place. The innate 
intelligence level will not increase, but the level of knowledge 
does due to learning from imitation, education, occupation or 
from life experiences. According to the individual’s preference 
at a specific moment, learning is either sought out or 
neglected.  
 

Cognitive 
antecedents  

General and specific knowledge, tacit 
knowledge, entrepreneurial orientation, 
expertise (practical intelligence), and 
heuristics/biases 

A heuristics or bias towards entrepreneurship and the 
entrepreneurial orientation seem to be either innate or 
imprinted in the early childhood. On the contrary, expertise 
and knowledge, being general, specific or tacit, depends on the 
environmental impact and for instance, deliberate practice.  
 

Environment  Life cycle, dynamism, unpredictability, hostility, 
and industry, where the terms unpredictability, 
hostility and friendly are most significant. 

The match between the selected entrepreneurial business and 
the industrial environment matters, along with the individual’s 
ability to fulfil the necessary requirements.  
The life cycle and the dynamism are more connected to the 
entrepreneur than the environment. 
 

Entrepreneurial 
success  

Phase I: Opportunity identification, Phase II: 
Refinement of business concept and resource 
acquisition, and Phase III: Survival and growth 

The entrepreneurial success is at the same time defined by 
survival and growth of an enterprise after launching. Hereby, 
even mergers and acquisitions are covered, because the 
enterprise has to reach a certain level to be appealing to a 
buyer. 

TABLE 1 THE ACTION CHARACTERISTIC FACTORS BY FRESE AND GIELNIK (2014) WITH ØSTERGAARD’S (2017) COMMENTS  



Thereby, the mutual correlation is diminished, and the factors become measurable. This permits the future 

academic discussion of the role entrepreneur personality plays in entrepreneurial success.  

 

Results  

In order to avoid interference between the factors, an alternative distribution of Frese and Gielnik’s (2014) 

factor elements is suggested (Østergaard, 2017) as follows in an alphabetic order:  

Action Characteristics of an entrepreneur, developed 

Entrepreneurial actions or 
behaviour 

Deliberate practice; Planning; Search for information, for niche and for 
opportunities; Social networking 
 

Individual preconditions Education (school, occupational); Entrepreneurial orientation, Expertise 
(practical intelligence); Goals; General, specific and tacit knowledge; Mental 
abilities; Seeking resources; Visions; Life cycle 
 

Personality Autonomy, Biases, Dynamism, Heuristics, Innovativeness, (Personal) 
Initiative, Loss of control, Need for achievement, Passion, Risk taking, 
(Generalized) Self-efficacy, and Stress tolerance 
 

Social and environmental 
preconditions 

Feedback processing, (Hostility changed to) Readiness, Industry, Models in 
family or environment, Positive affect, (Un-) Predictability 

TABLE 2 THE ACTION CHARACTERISTICS FACTORS, DEVELOPED (ØSTERGAARD, 2017) 

Consequently, the Giessen-Amsterdam model is altered in terms of usability for theory and practice to an 

Entrepreneurial Action-Characteristics Model as outlined in Figure 1. 

 
FIGURE 1 THE ENTREPRENEURIAL ACTION-CHARACTERISTICS MODEL  

 

Implications  

According to Frese and Gielnik (2014), the Giessen-Amsterdam model with the entrepreneurial action 

characteristics factors of entrepreneurship encompass a phase differentiation. However, the relevance of a 

 



phase differentiation is only theoretical; in practice, the phases are overlapping due to the entrepreneurial trial 

and error approach and several concurrent product developments. In case of failures, the entrepreneur searches 

for new opportunities at several levels simultaneously, and thereby the presented phases become irrelevant. 

The psychology of entrepreneurs includes various psychological sub disciplines such as cognitive psychology, 

developmental psychology, personality psychology, organisational psychology, social psychology, and 

industrial psychology due to the entrepreneur's position as a person within a business context. Regardless of 

the variety of psychological approaches, the starting point begins with the individual entrepreneur in the 

process of entrepreneurship, understood as a common person with entrepreneurial personality characteristics. 

For this reason, the previous framing needs clarification. 

In this context, Rogers’s insight establishes a progression of individual development with 19 propositions 

about individuals (1951) and seven characteristics of a fully functional person with an optimal development 

(Rogers, 1961). Along these same lines, McAdams and Pals’s (2006) five principles explaining the personality 

of an individual compose of three intertwined levels: dispositional traits, characteristic adaptations and 

integrative life narratives. The three intertwined levels describe successful entrepreneurship as a 

developmental outcome (e.g., Obschonka, Silbereisen, & Schmitt-Rodermund, 2011, p. 174). Indeed, a 

successful outcome, the feedback and the process hereof depend on the external influences of the individual 

entrepreneur (Østergaard, 2017). 

 

Conclusion   

The factor elements of Frese and Gielnik (2014) supplemented with McAdams & Pals’ five personality 

principles renew the theory in a tentative model (see Figure 1) consisting of three different areas: First, the 

individual’s innate and stable personality together with the individual’s physical conditions, and second, the 

individual’s contemporary and variable social and societal status. The third area, the outcome, depends on 

whether the three areas are integrated and utilised producing synergy that form the outcome as successful or 

not successful. All various possible outcomes are products of their contexts, which again affects the function 

of the individual in a continuous process.   

Additionally, Frese and Gielnik’s thoughts of phases towards success is supported, regardless of their model 

being advanced. Finally, the entrepreneurial action-characteristics model addresses an integrative framework 

for comprehending, assessing and studying the whole person. Correspondingly, the entrepreneurial action-

characteristics model supports Allport’s (1937) and Murray’s (1938) belief that personality psychology best 

serves the discipline of entrepreneurship by suggesting integration of findings from a wide spectrum of sub-

fields with respect for the relevance of the individual person (McAdams & Pals, 2006, p. 214). Similarly, Frese 

and Gielnik (2014) recommend that the domain of entrepreneurship should be acknowledged in a broader view 

instead of mainly focusing on financial outcomes such as profit or sales (Mayer-Haug, Read, Brinckmann, 

Dew, & Grichnik, 2013).  

In accordance with the new Entrepreneurial Action-Characteristics model and as recommended by Frese and 

Gielnik, future academic investigation can now focus on the individual entrepreneur’s action in the 

entrepreneurial process.  
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