
 

 

 

Employee job attitudes in entrepreneurial work 
environments 

 
 
 

Jussi Uusitupa 
S102070 

 

 

 

 

 

 

 

Department of Management and Organisation 

Hanken School of Economics 

Helsinki 

2016 



   

 

HANKEN SCHOOL OF ECONOMICS 

Department of: Management and Organisation Type of work: Master’s 
Thesis 

Author: Jussi Uusitupa Date: 5.4.2016 

Title of thesis: Employee job attitudes in entrepreneurial work environments 

Abstract: Entrepreneurial strategic positioning, such as firm Entrepreneurial 

Orientation (EO), has repeatedly been promoted, as it is linked into higher firm 

performance and mechanisms for competing on the market. While EO’s relationship 

with firm performance has been under rigorous empirical study for the previous few 

decades, other outcomes of EO have been much less studied. Important yet less 

studied questions include how and to what extent EO may affect the work environment 

and employee’s job attitudes. EO has been associated with potentially both, negative 

and potential employee outcomes. On the negative side, job stress and ambiguity may 

follow. However, on the positive end, employees are believed to experience more job 

related creativity, variety as well as confidence in their firm and feelings that the firm 

trust their decision-making.  

In this study, three EO dimensions were studied: innovativeness, proactiveness and 

autonomy. Empirical tests were conducted using data from 529 nurses in various 

healthcare organisation across Finland. Method biases were examined and an attempt 

was made to control it as a part of structural equation modelling. All of the three EO 

dimensions were found to have a positive relationship with job attitudes, with 

proactiveness being the strongest, followed by innovativeness. Autonomy’s impact, 

albeit positive, was more ambiguous, due to possible influence of method biases. In all, 

the results indicate that employees do experience better job attitudes in work 

environments that are more entrepreneurially oriented. This finding adds value to the 

benefits of EO, as EO seem to be good not only for the firm, but also for the employees. 

This study gives multiple important insights for managers, who wish to effectively 

manage employees work environment while pursuing entrepreneurial strategies.  

Keywords: Entrepreneurial Orientation, Job Attitudes, Job Satisfaction, Affective 
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1 INTRODUCTION 

1.1. Problem background and scope 

Every now and then, firms develop initiatives that take the business world by surprise. 

Google was followed with a good deal of attention as they endorsed their employees 

with an unusual kind of autonomy. The employees were allowed to use up to 20% of 

their work time in projects personally chosen by the employee, instead of the managers 

providing a complete project schedule for the employees (Page & Brin, 2004). 

Interestingly, employee efforts during the autonomous working time has yielded many 

of Google’s most successful projects, such as Gmail and Google News.  

Another type of firm behaviour, often associated with intriguing firm pursuits, is 

engagement in risk-taking. A well-noted and bold risk was taken by Nokia, as the 

company made a strategic choice by fully committing to Microsoft Windows Phone OS 

on its mobile phones. These examples on autonomy and risk-taking can be considered 

“entrepreneurial”, as they involve venturing towards the unknown, in the hope of 

creating new products or services as well as capturing new markets, customers and 

profits (Lumpkin & Dess, 1996).  

Entrepreneurship has been a well-discussed topic in both public discourse and 

research, not only because of its role in underpinning new small businesses, but also 

because of its potential strategic applications even to more established companies. 

During the last few decades, corporate entrepreneurship has gained strong foothold in 

entrepreneurship research and the need for entrepreneurial actions in established 

corporations are widely recognized, as it is seen as a valuable way to enhance firm 

performance (Horsby et al., 2009; Morris et al., 2008 cited in Horsby et al., 2009).  

Companies, which strive to invest in corporate entrepreneurship, also need to be 

entrepreneurially oriented (Dess & Lumpkin, 2005). Firms with high levels of 

entrepreneurial orientation (EO), are commonly characterized by five strategic 

tendencies: risk-taking, innovativeness, proactiveness, autonomy and competitive 

aggressiveness (Dess & Lumpkin, 2005). While entrepreneurially oriented companies 

are seen to benefit from increased financial and market performance (Kraus, 2013; 

Sciascia et al. 2014; Boso et al. 2013), less is known about some other possible 

outcomes, which might influence business development, marketing success and 

business processes (Hughes & Morgan, 2007). Firms adopting entrepreneurial 
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strategies have also been seen to experience changes in the work environment of its 

employees (Giannikis & Nikandrou, 2013). Some entrepreneurial firms have expressed 

concerns about retaining employees and it has been reported by some founders and 

CEOs to be a critical issue (Henricks, 2006, 2007). On the contrary, managing 

organisations more entrepreneurially has also been suggested to result in improved 

employee job attitudes (Monsen & Boss, 2009; Giannikis & Nikandrou, 2013).  

In organisational literature, the nature of the work is shown to play a crucial role in the 

job satisfaction of an employee. When asked about different facets of their work, such 

as, supervision, pay, promotion opportunities, co-workers etc., the employees evaluate 

that the nature of the work itself to be the most important facet affecting their job 

satisfaction (Saari & Judge, 2004, Judge & Church, 2000; Jurgensen, 1978). 

Entrepreneurial work has been associated with greater work intensification (Godard, 

2001) as well as higher job stress levels (Monsen & Boss, 2009; Ramsey et al., 2000). 

This logically leads to an assumption that corporate entrepreneurship comes with a 

cost, specifically undermining employee’s job attitudes (Giannikis & Nikandrou, 2013). 

However, contrary to such assumptions, some research has indicated otherwise, with 

high entrepreneurial work environments resulting in positive work experiences and 

higher levels of job satisfaction (Giannikis & Nikandrou, 2013; Monsen & Boss, 2009). 

Echoes of similar employee outcomes are also found in studies in which self-employed 

individuals have been found to have significantly higher job satisfaction and 

commitment compared to their salaried counterparts (Hytti et al., 2013). 

In the Finnish healthcare sector, the nurses, and specifically the young individuals, 

have been found to be somewhat unsatisfied with their work environment resulting in 

concerns about retaining employees in hospitals (Hahtela, 2015). These employees 

express dissatisfaction in areas such as inability to participate in decision-making and 

to develop the work place and its processes (Hahtela, 2015). Consequently, some have 

even suggested that hospitals could take some learning from start-ups (Vuokola, 2015). 

Specifically in the context of Western countries, where people in general have achieved 

a relatively strong economical well-being, employees are found to place high 

importance on their job being interesting and the ability to influence their work (Benz 

& Frey, 2008). It seems then that work which has “entrepreneurial characteristics” 

should be appreciated by Finnish professionals (Hytti et al., 2013). Therefore, firm 

proclivity towards entrepreneurship could be beneficial not only for the firm, but also 

for its employees. 
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1.2. Purpose of the study 

As entrepreneurial work environments have been associated in two opposite ways - as a 

concern and also as a potential benefactor for employee job attitudes, I find it 

interesting to examine more about how entrepreneurial strategies may indeed be 

reflected in the job attitudes. This relationship has been studied before (e.g. Monsen & 

Boss, 2009; Giannikis & Nikandrou, 2013), however research is still limited. It has been 

pointed out that confirmatory studies are needed and studying the potential effects 

among different countries and industries would provide important knowledge on the 

generalizability of the results (Giannikis & Nikandrou, 2013).  

The empirical part of this paper is conducted by studying employees in the healthcare 

sector in Finland. A similar study has been done within the same industry in the US 

(Monsen & Boss, 2009), but as a large part of the US healthcare institutions are 

privatively owned, it would be interesting to examine whether similar results may be 

found in Finland, where healthcare organisations are mostly publicly funded. This 

study also contributes by reviewing an extensive amount of earlier literature and 

research in the subject. Moreover, as no general theory on EO’s relationship to job 

attitudes has earlier been developed, a broad portrayal is offered in this paper on the 

various mechanisms on how this relationship may be affected. 

Understanding employee job attitudes within entrepreneurial context offers practically 

valuable applications. First, while companies are encouraged to adopt a more 

entrepreneurial positioning to maintain and improve their competitiveness, it is 

important for the companies to understand how the changes in the strategic orientation 

affects other outcomes (Hughes & Morgan, 2007), in this case, job attitudes of the 

employees. Understanding the attitudes of employees can be beneficial for managers 

while they seek new growth strategies and ways to increase the levels of innovation 

though corporate entrepreneurship. Benefits of the understanding can also be utilized 

by HR professionals, who are interested in recruiting people that fit in the company 

environment and culture. It is also in the interest of companies for their employees to 

have positive work experiences as such experiences are positively related to job 

performance (Judge, Thorensen, Bono & Patton, 2001), and negatively to employee 

retention and absenteeism (Saari & Judge, 2004; Scanlan & Still, 2013).  
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1.3. Research questions 

This paper is hypothetically deductive and builds mostly on existing theory. However, 

as previous studies do not provide a comprehensive framework for combining EO 

theory with employee job attitudes theories, several theories about employee job 

attitudes are used as a part building the bridge. In addition, hypotheses are also partly 

motivated by the researcher’s logical argumentation.  

The purpose of this study is to find out how employees experience entrepreneurial work 

environment and how such work environment may be reflected in the work attitudes of 

the employees. In order to address the question, a focus will be given two areas of 

employee job attitudes, namely job satisfaction and employee’s commitment to the 

firm. Thus, the research questions can be expressed as follows: 

1. How does an entrepreneurial work environment affect employee job 

satisfaction? 

2. How does an entrepreneurial work environment affect employee commitment 

to the firm?  

1.4. Delimitations 

While the relevance of entrepreneurship to healthcare industry can well be motivated 

(see section 2.1.8), the industry is somewhat different from other industries due to 

organisational structures and financing (McCleary, Rivers & Schneller, 2006). Thus the 

results of this study should be interpreted with care while considering their application 

in other industries.  

In Finland a large part of healthcare organisations are public and supported by the 

government or municipalities. Consequently, their financing is supported with public 

funds, leaving these organisations less dependent on stock market and private 

investors. Additionally, public ownership may be reflected in organisations values, 

goals or priorities. Indeed, a public organisation may be less concerned of profits as 

long as the organisation meets certain standards. They may also feel less need to be the 

first in the market with innovative services in order to capture new markets. In other 

words, public organisations may feel less need to be entrepreneurial. However, public 

organisations do also face pressure in using their resources well and public 

organisations should be expected to compare their “success standards” with those of 
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private sector. Thus, EO due to its relevance in improving organisation performance is 

useful also for public organisations. Furthermore, innovative public organisations may 

offer other lucrative benefits for the government, as successful innovations produce 

wealth and expertise, which can boost the country in competition on global level. 

Importantly, public health care organisations are subject to market powers on the 

employee market, as the private healthcare organisations “compete” for employees. The 

public organisations face pressure in offering a competitive work environment and 

compensation in order to be attractive for employees. It is of interest also for public 

organisations to attract talent and to keep employee turnover relatively low. This study 

is not limited only to public healthcare organisations, but nurses from private sector are 

also represented.  

Another potential limitation may be related to gender representation of the sample, as 

nearly 97% of the respondents were women. The stark uneven representation was 

mostly due to the fact that in general, more than 93% of all working nurses are females 

(Mikkelä, 2013). To why this can be a potential concern is that women may have 

different preferences when it comes to certain aspects of the work, such as tolerance of 

ambiguity or risk-taking and such work related experiences may have different 

outcomes to their job attitudes (Babin & Boles, 1998; Siguaw & Honeycutt, 1995). 

However, the data showed no statistically significant differences between men and 

women with the measurement setting used in this study, although the mean values did 

show difference to some degree (see Appendix 3). 

1.5. Definitions 

The term entrepreneurial work environment is used to refer to a work place, which has 

a tendency towards entrepreneurial orientation and corporate entrepreneurship, and 

thus differs from traditional work environments which have less incline towards 

entrepreneurial strategic positioning. Entrepreneurial orientation (EO) in literature 

often refers to up to five firm traits: innovativeness, proactiveness, autonomy, risk-

taking and competitive aggressiveness. However, this thesis mainly deals only with the 

three first named dimensions and thus, the term EO is used to refer to only those three 

dimensions. Corporate Entrepreneurship refers to strategic aims to create new venture 

opportunities and strategic renewals within already established firms. A more in depth 

description of these traits can be found in the section 2.1. 
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Moreover, with the term employee it is referred to an individual working for an 

organisation, with the condition of the person not being a founder, owner or part of the 

top management team. The thesis also uses terms entrepreneur and self-employed, 

both of which are used to address an individual driving an own business. As a 

consequence of them being responsible for their own business, their work environment 

is often different from those of salaried employees, as entrepreneurs are not limited by 

bureaucratic corporate policies and practices. Intrapreneur is a concept related to an 

entrepreneur as they both share an aspiration and an initiative to create a new venture. 

However, they are different in a sense that an intrapreneur is creating a new venture 

within an already existing organization where he or she is employed, whilst 

entrepreneurs describe also other types of new venture starters. 

1.6. Structure of the thesis 

The paper begins with a literature review and describes entrepreneurship as a firm 

strategy. Later in the same section, entrepreneurial work environments are expounded 

together with the EO traits that differentiates them from other types of work 

environments. The section will be followed by one in which current theories about 

employee job satisfaction and job commitment are presented. The literature review will 

be followed with a chapter in which the influences of entrepreneurial work 

environment to the employee job attitudes will be examined relying on logic and 

combining the theory of EO with the theory of job satisfaction and commitment. In this 

same context, three hypotheses are presented. 

Subsequently, chapter presenting methodology of the study will follow, laying out the 

research design, research strategy, data collection methods and development of the 

measurement model. Thereupon the empirical findings will be shown in chapter 5. 

Finally, the findings will be discussed together with managerial implications. 

suggestions with future studies. This study, which was somewhat exploratory due to the 

lack of earlier strongly established theories, will also include a section for critique of the 

method and suggestions for further research. Lastly, concluding remarks are given. 
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2 LITERATURE REVIEW 

2.1. Entrepreneurship as a firm strategy 

Being an operating business does not automatically mean that such a firm is 

entrepreneurial or otherwise progressive in its market approach. Firm owners or 

managers may be content with comfortable profits that the company provides and thus 

be unwilling to take the additional steps towards taking full advantages of potential 

business opportunities (Penrose, 1959). While there are numbers of businesses who 

have operated successfully for long times without entrepreneurial ambition (Penrose, 

1959), such firms may also be in an unfavourable position, while they put their selves 

under a risk of being outcompeted and consequently, potentially losing their business.  

Entrepreneurial behaviour of firms has become growingly important for all kinds of 

companies and has often been viewed as one of the key drivers for company growth and 

overall success (Kraus, 2013). Entrepreneurial firms are those, which are active in 

product-market innovation and are willing to partake in somewhat risky ventures in 

order to come up with new innovations before their competitors do so (Miller, 1983). 

On the contrary, a non-entrepreneurial firm is one, which innovates less, prefers to take 

less risks and innovates mainly by copying already existing products from the 

competitors, instead of coming up with new products through own research and 

development (Miller, 1983). Entrepreneurial firms are often seen as being dynamic 

entities, which are capable for exploiting new business opportunities when such are to 

be found (Kuratko, Goldsby, & Hornsby cited in Kuratko et al., 2014). Further, 

entrepreneurship includes “deviation from prior routines, strategies, business models 

and operating environments” (Kuratko et al., 2014). 

Another similar view of defining entrepreneurship is one of Lumpkin and Jess (1996), 

which defines an entrepreneurial firm as one, that “engages in an effective combination 

of autonomy, innovativeness, risk-taking, proactiveness and competitive 

aggressiveness”. These five listed attributes constitute a concept entrepreneurial 

orientation (EO), which is one of the most used conceptualizations of corporate level 

entrepreneurship. EO, which was conceived some three decades ago, has since then 

become one of the most important and established theories within entrepreneurship 

research and strategy (Wales, Monsen & McKelvie, 2011). Today, EO is classified as a 

central component in entrepreneurship research (Slevin & Terjesen, 2011). EO also 

offers one of the most widely used frameworks to measure firm´s entrepreneurial 
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behaviour (Kraus, 2013). EO can be seen as describing the policies and practices 

underlying the firm’s organizational mechanics for entrepreneurial decisions and 

actions. As such, EO “may be viewed as the entrepreneurial strategy-making processes 

that key decision makers use to enact their firm’s organizational purpose, sustain its 

vision, and create competitive advantage(s)” (Rauch et al., 2009). 

2.1.1. Innovativeness  

Joseph Schumpeter (1934, 1942) was among the first researchers to explain 

innovativeness as an important part of entrepreneurship. He explained that 

entrepreneurship in the society would lead into “creative destruction”, in which 

successful firms, doing things better due to new innovations, attracted away resources 

from the existing firms, which caused disruptions of market structures. At the same 

time, it allowed new firms to grow and produce wealth. Innovative firms where thus 

seen as an important part of the development of the economy as a whole. 

Further, innovativeness describes a firm’s tendency to support and engagement in 

practices and policies related “new ideas, novelty, experimentation, and creative 

processes”, which is a way to develop new products, services or technological processes 

(Lumpkin & Dess, 1996:142). Tendency towards innovativeness can also be seen on 

different degrees of “radicalness”, but it is still being seen as a way of departing out of 

the ordinary customs in order to achieve something new. Innovativeness can also take 

several forms within the firm. Explained in the broader scale, innovativeness can be 

understood as a part of the company’s general willingness to be ready to experiment, 

e.g. with new product lines or ways to conduct marketing. Explained in somewhat more 

extreme sense, innovativeness can be described as a “passionate commitment” to being 

in the top of technological advances and information considering new products 

(Lumpkin & Dess, 1996).  

Innovations have also been categorized in a number of different ways. One of the most 

useful ways to categorize innovations has been to make a distinction between product-

market innovation and technological innovations (Lumpkin & Dess, 1996). The latter 

concept, technological innovativeness, comprehends factors related to product and 

process development and achieving competitive advantages in the newest technologies, 

production methods or manufacturing processes. Whereas product-market innovation 

is more concerned to describe factors related to product design, market research and 

marketing (Lumpkin & Dess, 1996). Today, continuous innovation is seen as an 
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important part for companies to effectively compete in the global markets while 

executives share a view of innovation being the most important pathway of change 

within the rapidly changing environment (Kuratko et al., 2014). 

2.1.2. Proactiveness 

Researchers have long been highlighting the importance of initiative as a part of 

entrepreneurship (Lumpkin & Dess 1996). It has been argued that entrepreneurial 

managers are important to growing enterprising firms, because they are implementers 

of the “imagination and vision” needed to pursue emerging opportunities (Penrose, 

1959). Proactive firms may also leverage in the opportunity of being first-movers on the 

market, which can help to obtain unusually high profits, and also, make the brand 

known among the customers prior to the entrance of competitors (Lumpkin & Dess, 

1996). Such firm initiatives, which take firms to pursue new opportunities or expand to 

emerging markets, are usually referred as proactiveness. 

Proactiveness is also described with a feature of being forward-looking, which is 

beneficial feature for being innovative or advancing to new-venturing activities 

(Lumpkin & Dess, 1996). Some scholars have even gone so far as describing 

entrepreneurial firms as ones who are the “first to come up with proactive innovations” 

(Miller, 1983:771), while others have given more moderate descriptions by suggesting 

that a company can be forward-looking and pioneering without being the first every 

time (Lumpkin & Dess, 1996). According to the same lines, firms who have been the 

second in entering a new market, have also been found to be equally pioneering 

compared to the firms which entered first, and also equally successful with their 

proactive pursuits (Miller and Camp, 1985). Therefore, a firm can be a proactive firm 

even while not always managing to be the first one on the market (Lumpkin & Dess, 

1996). 

An opposite to proactive behaviour can be found in passiveness (Lumpkin & Dess, 

1996), which in turn signals behaviour “lacking energy and will”, and being “receptive 

to outside influences and impressions” instead of taking and “active” role oneself 

(Merriam-Webster, 2015). Passiveness in the business world would reflect “indifference 

or inability to seize opportunities or lead in the marketplace” (Lumpkin & Dess, 1996). 

Researchers studying firm proactiveness have often focused on investigating the firm’s 

tendency to be a leader instead of a follower on matters such as using new technologies 

and bringing new products/services to the market. As such, it can be seen how 
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proactiveness is affiliated with innovativeness (Lumpkin & Dess, 1996). While 

entrepreneurial managers should be important initiators for proactive firm initiatives, 

the employees may also play a crucial role and be prominent initiative takers for new 

ideas. Such pursuits of employees are categorized as intrapreneurship and are often 

characterized by a proactive employee who is championing for a new idea. However, 

firms also have difference to what extend such behaviour is encouraged and supported 

and firms which aims to be entrepreneurial, are encouraged to actively promote 

allowance of such pursuits. 

2.1.3. Autonomy 

Entrepreneurial stories are often fulfilled with individuals, pioneering with a new or 

better idea, who succeed pushing through with determination and manage to make a 

business of it (Lumpkin & Dess, 1996). Indeed, it is relevant for entrepreneurship to 

flourish, that there are individuals who do the unusual, and instead of working in the 

status quo, they pursue with new ideas. So is it also with companies wishing to engage 

in entrepreneurship; there must be room for individuals to work with new and 

promising ideas; notwithstanding the prerequisite to whether the idea is out rightly 

related to the individual’s job function or not. Autonomy in the workplace can also be 

described with “independent spirit”, which leaves room for the employees to exercise 

their creativity and champion with their ideas (Lumpkin & Dess, 1996). 

Autonomy is being demonstrated while an individual or a team, by independent action, 

has an idea or a vision, which they carry though to completion (Lumpkin & Dess, 1996). 

Furthermore, the effort is supported with a will and ability to be self-directed while the 

company gives independence for making key decisions and to carry out the execution. 

Autonomy plays a role for the company in capturing potential business opportunities, 

while many of the company’s best ideas may not come from the management, but from 

the employees “bottom-up” (Lumpkin, Cogliser, Schneider, 2009). Some firms wishing 

to clearly promote autonomy, have been using a so-called “skunkworks” approach to 

encourage independent thinking and action (Dess & Lumpkin, 2005). Skunkworks 

approach provide managers and employees with an additional physical environment, 

where they can break away from everyday work routines and participate in creative 

thinking and brainstorming for new venture ideas (Dess & Lumpkin, 2005). However, 

some have criticised that while Skunkworks contributed in idea creation, a gap still 

often persists between the innovate and the executive team (Steve Blank, 2014). The 
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problem lied in execution being still too “focused in the past” and thus failing to see the 

need of proceeding with the new risky ideas. Indeed, it is not self-evident that even the 

best ideas would be welcomed by the top management and therefore, extra effort and 

additional initiatives must be made into build a supportive environment for internal 

entrepreneurial ventures (Dess & Lumpkin, 2005). Some initiatives to support 

autonomy can be organizational changes as flattening hierarchy or delegating authority 

to operational units. Nevertheless, in order to effectively promote autonomy as a part of 

EO, more than change of organizational design is needed and there also must be 

internal encouragement and support for employees to exercise it (Quinn, 1979 cited in 

Lumpkin & Dess, 1996).  

Autonomy in the work place has also been seen to involve other types of risks. Firstly, 

independent working efforts may result in strong ineffectiveness and secondly, 

autonomous teams may lack coordination. This may also lead into wasting resources 

due to duplicate efforts. Lastly, there is a risk of spending resources on projects, which 

in reality have low chances of succeeding (Dess & Lumpkin, 2005). Due to these 

reasons, entrepreneurial firms which wish to take an advantage of autonomy, need to 

be skilfully managed and efforts need to be made in the communication between the 

managers and employees. 

Although autonomy has been seen to be an important element in firms engaging in 

successful entrepreneurship, fewer EO studies have included autonomy as a part of 

their study. Lumpkin et al. (2009) proposed two possible reasons for this. First, 

autonomy was not included in the “original” dimensions of EO, which were identified 

by Miller (1983) and later developed by Covin and Slevin (1986, 1989). Second, some 

researchers have proposed that autonomy is more of an antecedent of entrepreneurial 

behaviour rather than a central part of it. Indeed, due to autonomy allowing employees 

engaging in innovative and proactive behaviour, it is easy to see how autonomy can 

contribute in these EO dimensions. However, EO, in its essence, is about guiding the 

decision-making of the firm and in a view of this light, autonomy can be seen in a 

similar manner. Autonomy is not just a way to building a team, but rather a strategic 

orientation and an important feature to sustain entrepreneurial climate (Lumpkin et 

al., 2009).  

Autonomy has also been understood to have other types of forms depending on the 

firm’s size, management style and ownership. Contrary to the autonomy which gives 

independence to the employees as described above, autonomy has also been used of for 
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describing leaders maintaining strong central authority. In this so-called autocratic 

autonomy, the executives act as the firm’s knowledge leader while having an ability to 

impose the organizations vision further to employees (Shrivastava & Grant, 1985; 

Lumpkin & Dess, 1996). In this paper however, we stay within the frames of the more 

general definition of autonomy and refer to autonomy as an individual employee’s 

freedom to act and make decisions by him, in order to work with new ideas according to 

his own judgement. 

2.1.4. Other EO dimensions 

EO studies most commonly have included three dimensions in their paper 

(innovativeness, proactiveness and risk-taking), while some studies include also 

autonomy and competitive aggressiveness. Due to the reasons of simplicity and the 

limitations of the methodology used, only three of the dimensions are chosen for this 

study, leaving risk-taking and competitive aggressiveness out. One reason for not 

including these dimensions is that the survey used by Finnish Nurses Association had 

virtually no appropriate items to measure them. In addition to this practical reason, 

there are also theoretical reasons for not including the two, as both of the dimensions 

are probably somewhat less relevant within the industry studied, which is being 

healthcare.  

Within healthcare industry, there are limitations to what extent risk-taking can be 

encouraged due to the extensive responsibility with patient health. Certain business 

risks cannot be taken by the organisation if the patient health would be compromised. 

Additionally, healthcare organisations in Finland are to large extent public, meaning 

that managing them according to most aggressive business rationale is less apparent 

than with managing of companies striving for profit. Nevertheless, health organisations 

do also make investments towards developing their operation as well as strive to 

improve their services, while also maintaining good utility value and efficiency. Thus, 

some risk-taking would necessarily be involved, although health care organisations are 

probably more conservative towards certain types of risks. 

Competitive aggressiveness could be motivated to be part of a study within healthcare 

industry, as hospitals and healthcare centres to some extent face competition from 

rivals. This is the case especially for private healthcare institutions, who are progressive 

in their market approach wishing to expand their business and to be known among 

customers for better service as their rivals. However, public healthcare organisations 
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have often somewhat different goals compared to private ones as they need to fulfil the 

function of a public healthcare provider and less of expanding business or making 

profit. As the sample consists mostly of nurses working in public sector, excluding 

competitive aggressiveness from the study was deemed appropriate.  

2.1.5. Dependence of the EO dimensions from each other 

Researchers have used EO as both, multi- and one-dimensional construct and there 

isn’t a unanimous consensus to whether one way is superior to another. The various EO 

dimensions have often been found to have high correlations with each other, which has 

for its part contributed to the scholars commonly combining them into one single factor 

(Rauch et al., 2009). However, there are somewhat differing viewpoints to which 

degree all of the three need to be apparent the same time. Miller (1983:780), speaking 

of their dependence on each other has stated: 

“In general, theorists would not call a firm entrepreneurial if it changed its technology or 
product-line … simply by directly imitating competitors while refusing to take any risks. Some 
proactiveness would be essential as well. By the same token, risk-taking firms that are highly 
levered financially are not necessarily considered entrepreneurial. They must also engage in 
product-market or technological innovation.” 

On the other hand, some researchers have suggested that entrepreneurs may also be 

very cautious and risk averse in certain situations (Lumpkin & Dess, 1996). 

Additionally, entrepreneurial firms have sometimes understood to be better off by 

imitating others rather than through own innovativeness (Nelson and Winter cited in 

Lumpkin & Dess, 1996). Similarly, firms engaging in acquisitions may acquire new 

product/service lines without bringing about the newness through innovative 

processes, and acquisitions do not necessarily entail high levels of risk. Another type of 

entrepreneurship, which does not necessarily involve high levels of EO, is through 

inheritance, in which the personal risk may also be relatively limited. By relying on 

these different scenarios, it can be argued that entrepreneurship may occur in different 

kinds of EO combinations and depends on the specific opportunity the company is 

pursuing (Lumpkin & Dess, 1996).  

Covin and Wales (2011) concluded that deciding on how one should measure EO should 

be founded on the studied organisations understanding of the nature of the construct. 

Moreover, both multi- and one-dimensional approaches were seen appropriate, 

although they were described as different conceptualisations of the EO construct. 

Ultimately it was seen as the researcher’s decisions in choosing an approach that would 
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best accommodate the research purposes. 

2.1.6. EO and the unit of analysis 

The actions of individual employees are viewed as an important part contributing into 

firm level entrepreneurial activity, as it is the employees who have the role of 

implementing the organizational level strategies in their daily operations (Floyd & 

Lane, 2000). Accordingly, they are an important causal link between the organizational 

strategy and the outcome (Wales, Monsen & McKelvie, 2011). Realization of corporate 

entrepreneurship is also related to making use of the innovative talents of the 

employees (Kuratko, 2014). Corporate level entrepreneurship is seen to prosper while 

the employees are “free to pursue actions” (Kuratko et al. 2014). Steven Brandt put in 

the following way:  

“Ideas come from people. Innovation is a capability of the many. That capability is utilized when 
people give commitment to the mission and life of the enterprise and have the power to do 
something with their capabilities.” (cited in Kuratko, 2014). 

There have been pursuits to use EO as a measure of an individual employee’s 

entrepreneurial behaviour, but as such, it is discouraged, while there are better 

measures for the purpose, such as entrepreneurial effectuation, entrepreneurial 

awareness and entrepreneurial self-efficacy. Instead, EO is seen best as a measure at 

business unit level (Slevin & Terjesen, 2011). At business unit level, EO provides 

analysis of the firm’s strategy-making processes, which build a foundation for 

entrepreneurial decision-making and actions. Employees are most likely to behave 

entrepreneurially while the organisation is equipped with features that support such 

behaviour. After all, employees estimate their entrepreneurial opportunity in 

accordance to the perceptions of the organizational level resources and obstacles 

(Kuratko et al. 2014). 

2.1.7. EO’s relationship with firm performance 

Because firms who adopt entrepreneurial strategies entail uncertain outcomes, it 

becomes important to understand the potential gains and losses that may follow from 

such strategic positioning (Rauch et al., 2009). At the same time when EO has enjoyed 

a great deal of attention within entrepreneurship research, it has also attracted a 

number of studies investigating its relationship to firm performance. The discussion on 

EO-performance relationship has largely been focused on the financial aspects of the 
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performance, in which its positive relationship to performance is well established 

(Zahra & Covin, 1995; Rauch et al., 2009). One way of how entrepreneurial firms are 

seen to generate financial benefits is by helping firms to enter premium market 

segments and to charge high prices before the rivals manage to enter the competition 

(Zahra & Covin, 1995). Another understood benefit from high EO is also related to 

being first mover on the market, which can help the firm to increase brand recognition 

(Lumpkin & Dess, 1996) and thus, contribute in capturing a relatively large market 

share.  

While the EO relationship to financial performance is well established, it is also 

essential to be aware of the multidimensional nature of performance construct 

(Chakravarthy, 1986). An entrepreneurial activity may lead to positive outcomes 

measured on a specific performance indicator, but at the same time, may lead to 

undesirable outcomes on another area of performance. As an example, innovativeness 

often requires companies to spend resources on R&D, and the immediate costs may 

decrease the short-term profitability of the firm. However, on the long-term, engaging 

in forward-looking R&D may be an important strategy, lead to new innovations, market 

entries and finally to increased long-term profitability (Rauch et al., 2009; Lumpkin & 

Dess, 1996). Additionally, EO also has been seen to have an impact on non-financial 

outcomes (Lumpkin & Dess, 1996; Rauch et al., 2009, Monsen & Boss, 2009). Some 

suggested non-financial outcomes are related to the goals and satisfaction of the 

owners, sometimes relevant especially in smaller privately owned firms. Furthermore, 

non-financial outcomes related to public image or to the commitment and satisfaction 

of the employees are seen worth considering (Lumpkin & Dess, 1996). 

In a meta-analysis including the previous EO-performance studies conducted by Rauch 

et al. (2009), a clear correlation between EO and the firm performance was found of r = 

.242, which shows that EO has a distinct positive effect on firm performance. The study 

also found three areas of EO (innovativeness, risk-taking and proactiveness) to be 

equally important in explaining the business performance of an entrepreneurial 

company. At the same time, the study spoke in behalf of the researcher’s view that there 

are other variables that moderate the strength of the EO-performance relationship, of 

which the following were described as among the possible moderators: firm age, 

environmental dynamism, national culture, strategy pursued and organizational 

culture. While the mentioned moderators proved to be potential for explaining the EO-
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performance relationship, the study points out that there will be need for future studies 

in order to examine further the role of the moderators (Rauch et al. 2009). 

2.1.8. Nurse entrepreneurship 

While some may view the relevance of entrepreneurship in the work of nurses as 

unusual and even question its relevance, several scholars have proposed reasons for the 

importance of entrepreneurship in health care organisations. Firstly, healthcare 

industry has multiple “drivers of entrepreneurship”, such as rapid growth in new 

knowledge, changes in customer perceptions, changes in industry and market 

structure, process improvement and the unexpected (Moore & Coddington, 1999; 

McCleary, Rivers & Schneller, 2006).  

What does innovativeness mean in the health care context? West and Wallace (1991) 

have found innovativeness being demonstrated in better use of group therapy and 

programmes with health education. Additional areas are improvements made to the 

way of prescribing, improved disease registers, computerizing of patient’s record, more 

equal pay structure, increased co-operation with outside services, adjustments in 

consultation time and better use of teamwork (West and Wallace, 1991). When it comes 

to autonomy, the nurses face continuously new situations in which they have very 

limited knowledge of how to proceed (Skår, 2009). Furthermore, translating theoretical 

knowledge into practice is also often challenging. Nurses need to make a great amount 

of decisions daily in deciding how to carry out the work in a most optimal way to cater 

for the optimal service quality. If the work of the nurse is limited by low autonomy, the 

nurse may not be able to complete the task according to his judgement and best idea 

(Skår, 2009). Indeed, nurses sometimes express frustration towards their work when 

they believe to know what the patient needs, but they do not have time and flexibility to 

carry out the work according to the desired manner (Skår, 2009). Thus, endorsing the 

nurses with autonomy can contribute to service quality.  

The Hospital District of Helsinki and Uusimaa (HUS) in their strategy for the years 

2012-2016 has listed creativity and innovativeness in the five core values (HUS, 2011). 

Internal entrepreneurship (intrapreneurship) is also described as an objective for being 

their operating model (HUS, 2011:23). Sufficient independence, responsibility and 

flexibility are discussed as important features in the model. Change is desired to be 

seen as an opportunity and own initiative and action is expected to be part of the work. 
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Intrapreneurship is also aimed to be a way of improving job attitudes, motivation and 

commitment (HUS, 2011:23). 

In the Finnish context, studies have found nurse dissatisfaction to be a problem and in 

Aiken et al. (2013) 49% of the nurses reported intentions to change their work place. 

Especially the younger generation nurses are concerned about having better 

functioning working practices in the workplace as well as being able to participate in 

decision-making and developing the workplace (Hahtela, 2015). As what comes to their 

concerns described, all the three dimensions of EO, innovativeness, proactiveness and 

autonomy, are relevant in considering participation in decision-making and developing 

the workplace and thus may affect of their perceptions of a good work place.  

2.1.9. Summary of entrepreurship as an organisational strategy 

During difficult economic times companies often ask what they could do to stay 

competitive. One proposed course of action is to shape the firm strategy to be more 

entrepreneurial in order to be able to respond to change and, thus succeed on the 

market (Ireland, Kuratko & Morris, 2006). Entrepreneurial orientation (EO) is a well-

established theory within strategy research, which can be used as a model for firms 

aiming to be more entrepreneurial and to improve their market performance (Rauch et 

al., 2009). It encompasses five different dimensions on which firm tendencies and 

behaviour can be assessed: (1) innovativeness, (2) proactiveness, (3) risk-taking, (4) 

autonomy and (5) competitive aggressiveness (Lumpkin & Dess, 1996). These five 

dimensions can be used to evaluate to what extent the firm has a tendency towards 

such behaviour and to which degree such behaviour is encouraged among its 

employees. In one of the largest meta-analysis studying the EO-performance 

relationship, EO was found to have a moderately positive correlation (r = .242) with 

firm performance (Rauch et al. 2009).  

Due to the limitations posed by the methodology of this thesis and the potential 

relevance of the various EO dimensions, this paper deals only with three them, namely 

innovativeness, proactiveness and autonomy, summarized in the Table 1 below. With 

innovativeness, it is referred to practices and policies related “new ideas, novelty, 

experimentation, and creative processes” in order to develop new products, services or 

technological processes (Lumpkin & Dess, 1996:142). Proactiveness in turn, describes 

the firm’s forward-looking inclination to market opportunities and future demand, as a 

way to come up with new products and services prior to the competitors (Lumpkin & 
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Dess, 1996; Rauch et al, 2009). Lastly, autonomy is about providing independence to 

employees for decision-making and execution. Autonomous firms are characterised 

with “independent spirit”, while the employees may be self-directed as they pursue with 

new opportunities (Lumpkin & Dess, 1996). As such, all of the three dimensions are 

associated with entrepreneurship as well as are related to the firm’s capability of being 

dynamic and to be able to renew its processes, products and services. EO can be 

beneficial as the best ideas may not come from the management, but from its 

employees “bottom-up” (Dess & Lumpkin, 2005). 

Scholars have also addressed the importance of entrepreneurship within healthcare 

context. Healthcare industry has been described to be related to multiple “drivers of 

entrepreneurship”, such as rapid growth in new knowledge, changes in customer 

perceptions, changes in industry and market structure, process improvement and the 

unexpected (Moore & Coddington, 1999; McCleary, Rivers & Schneller, 2006). 

Furthermore, the largest hospital district organisations, Hospital District of Helsinki 

and Uusimaa (HUS), has described intrapreneurship as an operating model to strive for 

(HUS, 2011:23), with various presented features in their strategy related to EO. 

Table 1 Summary of the dimensions of Entrepreneurial Orientation 

Dimension Definition Source 

Innovativeness 
Proclivity to engage in newness and novelty though 
experimentation and creative processes, which are aimed to 
develop new products and services, as well as new processes. 

Rauch et al., 
2009; Dess & 

Lumpkin, 2005 

Proactiveness 
Opportunity-seeking, forward-looking perspective characterized 
by the introduction of new products and services ahead of the 
competition and acting in anticipation of future demand. 

Rauch et al., 
2009 

Autonomy 

Ability and will to be self-directed in the pursuit of opportunities 
by allowing independent action of individual or a team to 
bringing in forth an idea or a vision and carrying it through a 
completion. 

Lumpkin & 
Dess, 1996 

2.2. Job attitudes 

The following chapter discusses the theories about the two job attitudes dimensions 

that were included in the study, i.e., job satisfaction and affective organisational 

commitment. In addition, the causes two what leads to these employee outcomes are 

discussed, in order to have a way to build a connection between entrepreneurial work 

environments and its potential influences to employee job attitudes. 
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2.2.1. Job satisfaction 

Employee job satisfaction has for long been of interest for research and has enjoyed a 

great amount of attention in academics. It is even commonly accepted as one of the 

most widely studied variables in organisational psychology (Visser & Coetzee, 2005). 

Researchers have studied job satisfaction among different cultures and countries as 

well as across industries, various job levels and job types (Thompson & Phua, 2012). 

One of the most used definitions for job satisfaction is “a pleasurable or positive 

emotional state resulting from the evaluation or appraisal of one’s job or job 

experiences” (Locke 1976:1304).  

A great deal of studies has also addressed the causes of job satisfaction. Causes can be 

found at least in three areas: (1) dispositional influences, (2) cultural influences and (3) 

work situation influences (Saari & Judge, 2004). The dispositional influences refer to 

the personal attributes, such as personality and character, and their influence on job 

satisfaction. Some studies have found job attitudes to be rather consistent despite of 

changes within time, company or work situation (Staw & Ross, 1985). Related to the 

same phenomenon, person’s temperament (Staw, Bell & Clause, 1986), extraversion 

and conscientiousness has been found to affect job satisfaction, while the two lastly 

mentioned can sometimes partly explain a higher job satisfaction (Judge, Heller & 

Mount, 2002). Furthermore, another personality trait, core self-evaluation (CSE), 

which describes the person’s subconscious evaluations about him or herself, own 

abilities and their own control, has been seen as one of the most important personality 

factors affecting job satisfaction (Judge & Bono, 2001).  

Core-self evaluation describes four personality dimensions; self-esteem, generalized 

self-efficacy, internal locus of control and emotional stability, and high values on these 

factors positively correlates with job satisfaction (Judge & Bono, 2001). When it comes 

to the question of does CSE change over time and why, there is yet much to be 

understood in the matter (Judge, 2009). Many personality traits have a genetic origin 

and stay rather consistent over time, e.g. self-esteem, which has been shown to have 

significant long-term stability and heritability. However, when it comes to short-term 

variation, evidence has also shown self-esteem to demonstrate within-individual 

variation (Judge, 2009). Nevertheless, as people’s self-evaluations are connected to the 

environment, it is also believed that CSE dimensions would demonstrate variability on 

both, short and long-term (Judge, 2009). Indeed, positive work experiences, such as 
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better performance on the workplace, have been seen as a likely cause to boost 

employees’ positivity about themselves and their self-evaluations (Wu & Griffin, 2012).    

Cultural influences have been seen to affect job satisfaction, while countries and 

regions have a huge influence on the value systems of the firm. Companies have 

differences for example to which extend they value risk-taking/uncertainty avoidance, 

individualism/collectivism and masculinity/femininity, all of which may affect 

employee job attitudes and adjustment to the company culture (Saari & Judge, 2004). 

Similarly, differences in job satisfaction has been explained by 37 percent by 

economical factors (possibility to obtain higher income) within Eastern European 

countries, while as Western European and North American employees are much less 

affected by the same inducement and instead, the employees are more concerned about 

the work being interesting and being to able to influence their work (Benz & Frey, 

2008). Eastern European countries are still transition economies and demonstrate 

lower material well-being compared to the Western countries, which naturally explains 

their stronger concern over income.  

Work situation influences have also been under study and the different facets of the job 

such as supervision, pay, promotion opportunities, co-workers and work experiences 

affect the satisfaction of the employee. All these mentioned, the single area that affects 

the employee job satisfaction the most is seen to be the work itself (Judge & Church, 

2000 cited in Saari & Judge, 2004). More specifically, the work itself includes work 

features of job challenge, autonomy, variety and scope. During the previous decades, 

companies have increasingly tried to develop compensation and promotion programs 

to increase the job satisfaction of the employees. While such programs are also 

beneficial, this finding suggests that making the job interesting and challenging, should 

be among the highest priorities of managers and HR professionals who wish to improve 

the job satisfaction of their employees (Saari & Judge, 2004).  

In 1976 Hackman and Oldham proposed the job characteristics model to describe how 

employee is affected due to experiences in the daily work. The model has since then 

enjoyed significant academic attention, e.g. as a part of job design studies (Fried & 

Ferris, 1987).  Job characteristics model presents five core job characteristics (CJC), 

which may vary according the specific job: skill variety, task identity, task significance, 

autonomy and feedback. As a consequence of employees’ work experiences on these 

core job characteristics, the employee undergoes emotions on three critical 

psychological states (i.e. (a) experienced meaningfulness of the work, (b) experienced 
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responsibility for work outcomes, (c) knowledge of the actual results of the work 

activities). As a result, experienced feelings on the named critical psychological states 

have positive outcomes on personal and work level, such as work motivation, 

performance, satisfaction, absenteeism and turnover (see Figure 1; Hackman & 

Oldham, 1976). Thus, an employer who wishes to increase employee’s job satisfaction 

and other mentioned positive outcomes, is expected to invest in the factors contributing 

to this goal, which in practice means properly managing employee’s experiences 

affecting core job characteristics. 

Figure 1 The process of CJC’s influence on personal and work outcomes1 

 

 
Experienced meaningfulness of the work describes a psychological feeling, during 

which the work is generally perceived as meaningful, valuable and worthwhile. Three of 

the CJC’s are understood to additively determine the degree of psychological 

meaningfulness of the work (Hackman & Oldham, 1976). These three CJC’s are the 

following:  

1. Skill variety: The use a variety of skills and abilities to carry out the work, 

including intellective, motor and creative skills. An employee, who is being 

challenged to use his skills and abilities, is very likely to experience the job to be 

more meaningful. 

                                                        
1 Model adopted from Hackman and Oldham (1976). 
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2. Task identity: Completing a task as a whole, from the beginning to the end, 

instead of being responsible only for a small part of it. For example, an 

employee who is responsible for assembling a complete product, instead of just 

a specific part of it, is very likely to experience more meaningfulness of the 

work. 

3. Task significance: The effect of the job having on the lives or work of other 

people, whether within the same organisation or outside of it. An employee, 

who understands that his work may have had a significant contribution for the 

organisation or a customer, should perceive his work to be more meaningful.  

Experienced responsibility for the work outcomes presents a psychological feeling as a 

consequence of the employee feeling personally accountable for the results of the work 

he or she has done. This state is influenced by the fourth core job characteristic, 

autonomy, measured as a freedom and independence in determining procedures and 

schedule in performing daily work. Experienced responsibility is expected to increase 

due to the employee’s own efforts, initiatives and decisions rather than fulfilling the job 

role by following manager’s instructions or manual. The third and last psychological 

state, knowledge of work results, is influenced by the fifth core job dimension, 

feedback. Feedback is a result of receiving direct and clear information about the 

performance of your work efforts (Hackman & Oldman, 1976). 

According to the job characteristics model, the personal and work outcomes increases 

as result of positive experiences with any of the three critical psychological states 

(Hackman & Oldman, 1976). In other words, an increase in any of the five job 

characteristics leads to an increase in the respective psychological state and 

consequently leads to better personal and work outcomes. Any of the five core job 

characteristics may also be seen to increase individually, but the highest positive effect 

on the personal and work outcomes is a result of improvements on all of the five job 

characteristics (Hackman & Oldman, 1976). 

Another mechanism by which job satisfaction can be influenced is through perceiving 

that a psychosocial contract is being violated, as described by Robinson and Rousseau 

(1994). Psychological contracts deal with promises about a future return (e.g. pay or 

promotion) that is expected in exchange for a contribution, such as hard work. 

However, they differ from formal official employments contracts and are characterized 

by the individuals personal understanding or a belief of what each party owes to each 
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other. Therefore, they rely on subjective interpretations and both parties may even have 

different beliefs or perceptions to what is expected in the exchange. It is also possible 

that the other party does not believe that a contract is made in the first place. 

Psychological contracts are also not made just once, but they are revised throughout the 

relationship. As with other types of contracts, psychological contracts give incentive for 

the parties towards action. However, an employee who feels that such contract is being 

violated and may experience strong feelings of unfairness and dissatisfaction (Robinson 

and Rousseau, 1994).  

Job stress, is also among strong antecedents of job satisfaction and in the work of 

nurses, considered even the strongest influence to job satisfaction (Zangaro & Soeken, 

2007). In a meta-analysis by Zangaro and Soeken (2007), job stress had a substantial 

negative relationship with job satisfaction (ES = -.43). Job stress may be a result for 

example due to emotional exhaustion, low personal accomplishment (Maslach & 

Jackson, 1981), work overload, role conflict (Greenglass & Burke, 2001) or working 

methods which complicate tasks (Bruffey, 1997). Thus, an organization, which wants to 

improve the job satisfaction of its employees, is expected to develop the workplaces in 

order to reduce job stress (Zangaro & Soeken, 2007). 

 

Lastly, role ambiguity has been found to have a clear negative relationship with job 

satisfaction. In a meta-analysis by Abramis (1994) the strength of the relationship was 

seen to be on average of -.27. Role ambiguity develops out of environmental demands 

as the employee has uncertainty on how to perform in the current work role (Abramis, 

1994). Entrepreneurial firms need to especially deal with ambiguity, as there is more 

deviation from known routines and processes as well as more freedom on to choose 

how to carry out the work (Burgelman, 1985). Therefore, it is seen important for 

entrepreneurial firms to be able to manage work related ambiguity and to help 

employees how to tolerate it (Kuratko et al, 2006). 

2.2.1.1. Benefits of high job satisfaction 

Employee satisfaction has been an important question to managers and HR 

professionals, because many professionals have thought that happy employees are also 

productive employees. However, it is also to be noticed that some professionals have 

not believed so (Saari & Judge, 2004). Scholars have found the relationship between 

job satisfaction and firm performance to be complex, but multiple studies speak for the 
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existence of such relationship. A comprehensive meta-analysis of 301 studies found the 

relationship being positive and on average of moderate level .30 (Judge et al. 2001). 

More specifically, the relationship was found to vary between different types of work, 

while scientist and engineers work performance was affected strongest by job 

satisfaction (𝑟" = .45) and nurses the least (𝑟" = .19). Job satisfaction may improve job 

performance due to experienced better moods at work, which then reflect to job 

performance in multiple ways e.g. creative problem solving, motivation and other work 

processes (Isen & Baron, 1991 cited in Judge et al. 2001). Satisfied employees may also 

make the job of HR department easier, while dissatisfied employees are found to be 

more inclined to quit their jobs and also, to be more frequently absent from their work. 

In turn, dissatisfaction appears also to be related to withdrawal behaviours, which can 

be demonstrated through e.g. lateness, grievances, drug abuse and decision to retire 

(Saari & Judge, 2001). 

Some firms can have other reasons for caring about job satisfaction as well, while 

simply generating welfare and satisfaction for individuals could be seen as a desirable 

aim itself. As another benefit, there is a relationship found between job satisfaction and 

life satisfaction and happy employment appears to have positive spill over effects to 

other areas of life (Tait, Padgett & Baldwin, 1989). However, this relationship is not 

only one way and non-work related satisfaction does also affect job satisfaction, and on 

the negative side, non-work related dissatisfaction in respective manner (Judge & 

Watanabe, 1994). This finding demonstrates that firms have only a limited amount of 

possibilities to affect the job satisfaction of their employees, but at the same time, it 

adds one another type of benefit for firms to see job satisfaction as worth pursuing. 

As this paper is concerned with entrepreneurial work environments, the reason to 

understand employee job satisfaction becomes increasingly relevant, since, as 

discussed earlier, entrepreneurial work environments are also characterized with 

higher autonomy, and in high-autonomy environments the satisfaction-performance 

relationship has been expected to be higher (Judge et al. 2001). In high autonomy 

environments the attitudes and motives of the employee have a chance to affect the 

employee behaviour in greater degree. 

2.2.2. Organisational commitment 

Broadly speaking, organizational commitment describes an individual’s mental state, 

which (1) characterizes the individual’s relationship with the organization and (2) guide 
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individual’s choice to either, discontinue or continue his membership in the 

organization (Meyer & Allen, 1991). Commitment, as an emotion of the employee, has 

also substantial impacts to the employee’s organizational effectiveness and well being 

(Meyer & Herscovitch, 2001). Despite of there being a lot of attention given of scholars 

to workplace commitments, a great deal of confusion has existed to what commitment 

is, how it is developed and how it affects individual behaviour (Meyer & Herscovitch, 

2001). Work related commitment has also been conceptualized as both, 

unidimensional and multidimensional. Moreover, commitment is understood to be 

related into various kinds of ends, e.g. towards organizations, unions, occupations and 

professions, teams and leaders, goals and personal careers. Despite of the confusion, a 

stronger consensus exists of what defines the core essence of the concept and in other 

words, what characterises commitment and distinguishes it from other constructs, such 

as being simply a positive attitude. The core essence is portrayed as a binding force, 

which influences individual behaviour and brings a sense of binding towards a course 

of action (Meyer & Herscovitch, 2001). Furthermore, commitment can contribute into 

persistence, even in a situation where conflicts of interest or attitudes arise (Meyer & 

Herscovitch, 2001). 

One of the most established conceptualisations of organizational commitment is the 

one developed by Meyer and Allen (1991), which describes organizational commitment 

to be multidimensional on three different levels, namely affective, continuance and 

normative (Meyer & Herscovitch, 2001; Cohen, 2007). These three dimensions explain 

different reasons to why the employee remain in the organisation and is committed to 

it. Affective commitment is described with features such as the emotional attachment, 

identification and involvement with the organisation. Employees, who have a strong 

affective commitment, stay in the organisation because they want to. In turn, 

continuance commitment refers to the perception of there being costs associated with 

leaving the organisation. Thus, employees who have a strong continuance commitment, 

stay in the organization because they need to. Lastly, normative commitment reflects a 

feeling of obligation to stay within the organisation. Employees, who have a strong 

normative commitment, continue the employment in the organization, because they 

feel that they ought to do so (Meyer & Allen, 1991). 

Later, as these concepts have been re-evaluated, multiple studies have suggested that 

there is some overlapping with affective and normative commitment and they have 

been found to correlate with each other considerably (𝑟" = .63). Despite of the high 
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correlation, the researchers in the same study believe that they are not identical 

constructs, but there is more work needed to understand what normative commitment 

is and how it develops (Meyer et al. 2002). In contrast, continuance commitment in 

most cases correlates substantially less with either one of the two other dimensions and 

relationship is also often reversed (Meyer et al. 2002). Consequently, when it comes to 

what factors influences the employee’s organisational commitment on all of the three 

dimensions, differences in the antecedents can also be found. Firstly, in a meta-analysis 

conducted by Meyer et al. (2002), work experiences were found to have particularly 

strong relationship with affective commitment, even though the correlation was also 

strong with normative commitment. However, also in the same study, continuance 

commitment has much weaker relationship and in all cases, actually towards reversed 

direction.  

Indeed, it is the work experiences that have the largest impact on affective 

commitment. Among the various work experiences, the strongest antecedent of 

affective commitment is considered to be organisational support (Meyer et al. 2002). 

This finding speaks for an argument that organisations which want committed 

employees must also show their commitment towards the employee, for example by 

treating the employees fairly and providing strong leadership (Meyer et al. 2002). 

Other influential work experiences are, decentralisation of decision-making (Brooke, 

Russell & Price, 1988), while employees participating in decision making feel more 

affective commitment (DeCotiis & Summers, 1987), as well as those who have an 

opportunity for self-expression (Meyer & Allen, 1988). Moreover, research points out 

multiple areas related to the employee’s feelings of competence in the work role, such 

as personal importance for organisation (Steers, 1977), job challenge (Meyer & Allen, 

1988), autonomy (DeCotiis & Summers, 1987) and opportunity for advancement 

(O’Reilly & Caldwell, 1980). Even more, role clarity, freedom from conflict (DeCotiis & 

Summers, 1987), and in a negative sense role ambiguity (Meyer et al. 2002), are seen 

among the antecedents.  

It is presumed that an employee who has positive work experiences, value those 

experiences and also expect them to continue in the future, and thus, feels affective 

commitment towards the organisation (Giannikis & Nikandrou, 2013; Meyer & Allen, 

1991). Moreover, if the employees believe that their current employer succeeds well in 

providing positive work experiences compared to what other potential employers may 

provide, the impact of those work experiences in affective commitment can be expected 
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to be stronger (Meyer & Allen, 1991). In addition to work experiences, affective 

commitment has been found to correlate with some personal characteristics, such as 

need for achievement, affiliation, personal work ethic and central interest in work, 

although the relation has generally only been modest in magnitude (Meyer & Allen, 

1991). Yet, these findings have been understood to suggest that the employees may have 

somewhat different inclination to become committed to an organisation (Mowday et al. 

1982; Meyer & Allen, 1991). 

Normative form of commitment, which is a feeling of obligation to remain with an 

organisation, is a result of normative pressures. Such can have a root in social 

experiences, e.g. in imitating a role model or having expectations for rewards and 

punishments. Additionally, values that are established through parental teaching, such 

as emphasizing loyalty to employers, may lead to strong normative commitment in the 

children. Along the same lines, cultures may also have a similar effect on people if 

collective benefit is promoted over individual benefit (Meyer & Allen, 1991). Lastly, 

investments done by the organisation, such as training, can lead to feeling of obligation 

among the employees, as the employee may feel that he is failing expectations if he 

would leave the organisation after they have invested in him. 

Finally, the development process of continuance commitment is even more 

straightforward. Simply put, anything that increases the costs of leaving an 

organisation can contribute to it (Meyer & Allen, 1991). Some of these factors are also 

ones that the employee may be fully aware of, such as if the employee is working in a 

job which requires very specialized training. As the job market may offer only a limited 

amount of other potential employers in which such a specialized training is useful, the 

employee may feel that leaving the current employer is a risk and finding another job 

could prove to be a challenge. However, costs of leaving an organisation may also 

develop without the individual noticing it. For example, the market value of the 

employee’s skills may weaken, without the employee realising it (Meyer & Allen, 1991). 

2.2.2.1. Benefits of high organisational commitment 

Employee organisational commitment has numerous positive results for both the 

employee and the organisation. In a meta-analysis conducted by Meyer, Stanley, 

Herscovitch and Topolnytsky (2002) organisational commitment was found to have 

positive outcomes on multiple areas of employee behaviour meaningful to the 

organisation, namely, employee turnover and withdrawal cognition, absenteeism, job 
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performance, organisational citizenship behaviour and finally, stress and work-family 

conflict. However, the different dimensions of organizational commitment (affective, 

continuance and normative) had an influence to a different degree on the employee 

behaviour outcomes and in some cases, even an impact of opposite direction (Meyer et 

al. 2002). For example, withdrawal cognition was strongly affected by affective 

commitment (𝑟" = -.56), but only moderately affected by normative (𝑟" = -.33), and 

somewhat weakly by continuance (𝑟" = -.18) commitment.  Moreover, job performance 

was affected positively by affective (𝑟" = .16) and normative (𝑟" = .06) commitment, but 

on the contrary, negatively by continuance commitment (𝑟" = -.07). Similar results are 

found with other outcomes, as summarized in the Table 2.  

Table 2 Relationships of organisational commitment dimensions with various employee 
outcomes2 

  
Dimension of organizational commitment 

Employee outcome 
 

Affective 
 

Continuance 
 

Normative 
Withdrawal cognition 

 
-.56 

 
-.18 

 
-.33 

Job performance 
 

.16 
 

-.07 
 

.06 
OCB 

 
.32 

 
-.01 

 
.24 

Stress 
 

-.21 
 

.14 
   Work family conflict 

 
-.20 

 
.24 

 
-.04 

Job satisfaction   .65   -.07   .31 
Notes: OCB refers to Organizational Citizenship Behavior 
The value representing 𝑟" (Spearman correlation) 

    

In a similar manner as with job satisfaction in the earlier chapter, in which high job 

satisfaction resulted in to positive spill over effects to non-work life, the study of Meyer 

et al. (2002) suggests that affective commitment has same types of benefits as it 

appears to be negatively correlated with work-family conflict (𝑟" = -.20) and stress (𝑟" = 

-.21). In contrast, continuance commitment was positively correlated with both, (𝑟" = 

.24 and .14 respectively), suggesting undesirable spill-over effects. While the reasons 

for continuance commitment relationship with higher amounts of stress and work-

family conflict could not be explained in the study, it is proposed that the sense of being 

“trapped” in an organization may lead to both, stress and sources of conflict in home 

(Meyer et al. 2002). 

Supported by the previously described outcomes, it is deemed that organizational 

commitment has multiple positive organizational results, which makes its promotion a 
                                                        
2 Table adopted from Meyer et al. (2002). 
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valuable aim for organizations (Meyer et al. 2002). Nevertheless, of the three 

dimensions, affective commitment emerges as the most beneficial one for 

organizations, while it has the strongest relationship with positive organizational 

outcomes. Concurrently, continuance and normative commitment correlate with 

desirable outcomes to a lesser degree, and in some cases, they the correlation appears 

to be even to the contrary and unfavourable way. Consequently, affective commitment 

can be motivated as the most important type of organisational commitment for the 

organisations to uphold. Indeed, it is affective commitment that is recommended to be 

fostered within organizations “whenever possible” (Meyer & Herscovitch, 2001). 

The evidence suggests that positive experiences of the work environment leads to 

increased affective commitment (Giannikis & Nikandrou, 2013). In fact, of the three 

forms of commitments named, the work experiences have been found to have the 

strongest relations with affective commitment (Meyer et al. 2002). Due to the 

simplicity of the paper, and perceived less relevance of work experiences to continuance 

and normative commitment, this paper deals only with the one form of organisational 

commitment, that is to say the affective commitment. After all, promoting specifically 

the affective form of commitment should be in the interest of organisations and even 

considered in strategy making. 

2.2.3. Summary of job attitudes 

The two dimensions of job attitudes chosen for this study are job satisfaction and 

affective job commitment. Job satisfaction, being the most widely studied variables in 

organisational psychology (Visser & Coetzee, 2005) and a useful concept to measure 

employee’s overall appraisal of one’s job, gives valuable information for both 

researchers and practitioners about employee’s attitudes. Job satisfaction is influenced 

by a large variety of different factors. It can be affected by dispositional factors, 

including genetics and personal traits, which are generally found to be rather consistent 

despite of time, company or work situation (Staw, Bell & Clause, 1986), although 

environment does also affect these to some extent (Judge, 2009). Second, job 

satisfaction is affected by cultural influences and different value systems thereupon 

(Saari & Judge, 2004). For example, employees in less developed economies generally 

value economical factors more than the employees in in developed countries where the 

nature of the work and ability to influence the work is relatively important (Benz & 

Frey, 2008).  
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Lastly, and perhaps most importantly, work situation influences have a significant 

impact on job attitudes (Judge & Church, 2000 cited in Saari & Judge, 2004). Features, 

such as job challenge, autonomy, variety, scope and supervision have all role in 

influencing job satisfaction. Related to this, a model developed by Hackman and 

Oldman (1976), describing five core job characteristics (CJC), is a widely used 

framework to establish a relationship between positive work experiences and job 

satisfaction (see Figure 1 above). Moreover, job satisfaction can also be affected 

negatively by the employee experiencing feelings of role ambiguity (Ambramis, 1994), 

job stress (Zangaro & Soeken, 2007) and by perceiving psychological contract violation 

(Robinson & Rousseau, 1994). High job satisfaction has been found to have multiple 

benefits, while it can be found to contribute to better firm performance (Judge et al. 

2001), life satisfaction (Tait, Padgett & Baldwin, 1989) and also to lesser amount of 

employee withdrawal behaviours (Saari & Judge, 2001). 

Organisational commitment, being the second job attitudes dimension in this thesis, is 

also a valuable event for both, the organisation and the employee (Meyer et al. 2002). 

High organisational commitment has desirable outcomes on multiple areas, such as job 

performance, organisational citizenship behaviour, stress, withdrawal cognition and 

also overall job satisfaction (Meyer et al. 2002). But what organisational commitment 

is, and what differentiates it from other constructs, is that it is a binding force, that 

affect individual behaviour and provide a sense of binding towards a course of action 

(Meyer & Herscovitch, 2001). The construct, while in cases defined as as both uni- or 

multidimensional, has one of the most established conceptualizations as described by 

Meyer and Allen (1991), in which it was defined to be multidimensional on three 

aspects (affective, continuance and normative). Of these three dimensions, the most 

beneficial one is deemed to be affective commitment (Meyer & Herscovitch, 2001), 

which is described with features as emotional attachment, identification and 

involvement with organisation (Meyer & Allen, 1991). In addition to being most 

beneficial, it also has the most to do with work experiences. Due to these two reasons, 

together with limitations posed by the methodology, this study will deal with the 

affective kind of organisational commitment.  

What then contributes to affective commitment? Generally speaking, it is believed to 

emerge as the employee has positive work experiences, gives them value, and expects 

such experiences to continue to occur in the future (Giannikis & Nikandrou, 2013; 

Meyer & Allen, 1991). More specifically, experiences within the following areas are 
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found to influence affective commitment: organisational support (Meyer et al. 2002), 

decentralisation of decision-making (Brooke, Russell and Price, 1988), self-expression 

(Meyer & Allen, 1988), feelings of competence (Steers, 1977), job challenge (Meyer & 

Allen, 1988), autonomy and role clarity (DeCootis & Summers, 1987) as well as role 

ambiguity (Meyer et al. 2002).  

The mentioned antecedents of job satisfaction and affective commitment may mediate 

the relationship of entrepreneurship and job attitudes. In other words, if firm 

entrepreneurship leads to more or less occurrence in some of these antecedents, it can 

also be expected that job attitudes will be influenced accordingly.  In the following 

Figure 2, this relationship will be visualized. 

Figure 2 Visualization of EO dimensions potential relationship with job attitudes 
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3 HYPOTHESES 

Work within entrepreneurial context has been “characterized in terms of peaks and 

valleys, or periods of relatively high pressure, stress, uncertainty, ambiguity as well as 

periods of relative stability and predictability” (Schindehutte, Morris, & Allen, 

2006:349). Pursuing entrepreneurship as a strategy in firms brings along also its own 

type of potential challenges into the organizational environment while “it involves 

radically changing internal organizational patterns” (Kuratko, Montagno, & Hornsby, 

1990:49). Despite of these previously described possible challenges, EO has also a wide 

range of reasons why it may positively influence employee job attitudes, which are 

discussed in more detail in the following three sections. All in all, EO, is not seen only 

as an external expression in order to give a picture of the firm in the marketplace, but 

EO is seen instead, as an internal influence, having an affect on the policies and 

practices within the firm (De Clercq & Rius, 2007). More specifically, EO affects the 

nature of the work as employees are encouraged to participate in contributing in 

innovations, derogate from work routines and be proactive as well as allowing them 

more autonomy. Due to these circumstantial changes, EO can be found to have 

influence on job attitudes.  

In the following, all of the three independent variables (EO dimensions) will be 

discussed one by one and their expected impact on employee job satisfaction and 

affective commitment will be proposed. However, as the study method did not allow to 

measure job satisfaction and affective commitment separately, but rather in one 

common job attitudes measure, the hypothesis is set as to examine the relationship of 

the EO dimension with job attitudes construct (see more about the creation of the 

measurement instrument in section 4.3.4). This way of working is also supported by the 

fact that both, job satisfaction and affective commitment, are seen to be part of the 

definition of more general concept of job attitudes (Judge & Kammeyer-Muller, 2012). 

Consequently, and despite the fact that job attitudes being used as the actual dependent 

variable, as a part of arguing for the hypothesis, both job satisfaction and affective 

commitment, will be considered. For a visual outlook of the test setting, see the 

following Figure 3. 

 

 



 

 

33 

 

Figure 3 Representation of the hypothesis setting 

 

 

Job characteristics theory will be used as the main link between EO and job 

satisfaction, even though other influences will also be considered. In job characteristics 

theory, greater amount of experiences on any of the five CJC is ought to lead to higher 

job satisfaction. Similarly, lesser amount of experiences on any of the CJC’s is ought to 

decrease job satisfaction. We will also lean on Locke’s definitions of job satisfaction 

being a pleasurable or positive emotional experience with individual’s job experience 

(Locke, 1976:1304). When it comes to affective commitment, and as we recall from 

section 2.2.2, we presumed it to be largely a result of the employee having positive work 

experiences within the organisation and by his expectation of them going to continue in 

the future (Giannikis & Nikandrou, 2013; Meyer & Allen, 1991). Employee job 

commitment is also positively affected by the belief that the current employer puts up 

well compared to other potential employers in providing positive work experiences 

(Meyer & Allen, 1991).  
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3.1. Innovativeness 

Job satisfaction  

It has been argued that innovative workplaces put high emphasis on empowering 

people in ways that allow them to fulfil their potential and to work creatively (Ireland, 

Kuratko & Morris, 2006). While innovativeness allows more creativity and 

experimentation with new ideas (Lumpkin & Dess, 1996:142), it is thought that the 

employees would have more experiences on three of the areas of CJC (skill variety, task 

identity and task significance). Firstly, I expect skill variety to be higher as result of the 

employees being encouraged to be creative and to experiment. Consequently, this 

would lead to an opportunity to use more various skills and talents in the work. The 

employee, drawn to use several skills in the work, is seen to find significant personal 

meaning in the work. Additionally, being stretched in using his or her abilities in work, 

is understood to almost always experience the work to be more meaningful, which in 

turn results into increase in job satisfaction (Hackman & Oldman, 1976). Second, 

innovativeness is likely to improve task identity. Since the employee is expected to 

contribute in ideation, the employee should find himself to be part of broader part of 

the company’s job processes, experiencing the value creation in multiple areas, instead 

of being able to contribute only for a smaller portion in the process.  

Thirdly, being able to contribute with ideas is likely to improve task significance. In 

innovative firms the employee is encouraged to be part of creating new and better ways 

of doing things and whenever this results into valuable contribution for the firm, the 

employee should experience feelings of being of value. Being able to create value in or 

for the company, enhances the perception that the individual has a positive impact on 

others. Furthermore, by being able to use own ideas in performing work, the employee 

may experience feelings of success and reaffirmations of his own talents, which are also 

expected to result in positive emotions (Hackman & Oldham, 1976). These positive 

emotions, while valuable already as they are, can also potentially contribute to better 

core-self evaluation and thus, into higher job satisfaction (Wu & Griffin, 2012). 

Employees in innovative firms appear also to benefit from experiencing less negative 

feelings as a consequence of psychological contract violation (Giannikis and Nikandrou, 

2013). Occurrence of psychological contract violation results into negative emotions 

and weaker job satisfaction, as the employee feels that the firm has failed to fulfil its 

promises or obligations (Robinson and Rousseau, 1994). As to why contract breach 
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appears to be less occurring event in innovative firms, is explained by progressive HRM 

practices, which appear to act as mechanisms to combat against such events (Giannikis 

and Nikandrou, 2013). These types of HRM practices may include progressive policies 

with, e.g., tolerance for failure, performance appraisals, job design, training and 

development (Morris and Jones, 1993). While the training and development systems in 

innovative firms tend to be less structured, they help the employees with broad range of 

job situations in order to support the employees to adjust into new market challenges in 

a unique way and support them with ambiguity (Morris and Jones, 1993). They may 

also put focus on risk-taking, teamwork and shared achievements and teach political 

skills in order to manage with challenges related to new ventures, such as sponsors, 

network building and keeping secrets prior product launch (Morris and Jones, 1993). 

As innovative work environments benefit from higher firm performance (Rauch et al., 

2009), the employees have an opportunity to experience that their firm is thriving (Y. 

Wei et al., 2013). Thus, innovativeness, being part of a firm strategy that improves 

performance, can be understood to result into an increased amount of positive 

emotions with employees. In a study by Zhou, Gao, Yang and Zhou (2005), innovation 

orientation was found to strongly improve employee’s job satisfaction and 

organizational commitment. It may be expected that a firm, which deals with the 

environmental uncertainty with an openness to new systems and policies, that the 

employees experience the firm to be “full of vitality” and ability to keep up with the 

changes in the environment. Conversely, a firm which would rather stay unchanged in 

such environment, may cause the employees to feel lower confidence towards the firm 

and that the firm lacks ability to change (Zhou et al. 2005). As a results of the presented 

events in the employee’s work, I expect that the positive experiences to be more 

predominant than the negative ones. 

Affective organisational commitment 

While firm innovativeness is expected to lead to an increased amount of positive work 

experiences, and as such work experiences are significant positive contributors towards 

affective job commitment, the above-mentioned motives towards better job satisfaction 

can also be understood to contribute into higher affective commitment. In addition to 

these motives, organisational support has been found among the most significant work 

experiences, which influence affective commitment (Meyer et al., 2002). As employee 

perceives that the organisation “cares” for them (Shore and Wayne, 1993), provides 

them with needed support, values their contribution and values their well-being 
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(Eisenberger et al. 1990), it is expected that the employees experience higher affective 

commitment. Some studies have proposed that innovative firms may contribute to 

organisational support as it was perceived that employees in such firms are likely to feel 

that the organisation has a “deep concern” for their needs (Giannikis and Nikandrou, 

2013). Few reasons were suggested for this. Firstly, in innovative firms, salary policies 

are more likely to be tied to performance, which may provide opportunities for higher 

pay levels than industry average. Secondly, there is more likely to be promotion 

opportunities. As meeting the performance goals is observed and supported by the 

supervisor and as promotion opportunities are discussed with the supervisor, the 

employee should perceive feelings of caring (Giannikis and Nikandrou, 2013).   

Among other things, perceived strong and transformational leadership, is seen to lead 

to stronger affective commitment (Meyer et al., 2002). In innovative companies, which 

“aim to be passionate in mastering the latest in new products and technological 

advantages” (Lumpkin and Dess, 1996:143), the leadership is likely to be relatively 

active in supporting and leading the firm in these pursuits. As a result, employee’s are 

expected to feel more affectively committed to organisations where the leadership is up 

to date and being able willing to take the company to a path of progress. Moreover, 

“mastering the latest”, should also reflect on the job challenge. As the job provides 

opportunities to learn and feel challenged, the employee is likely to feel more 

excitement and ultimately, more affective commitment (Meyer & Allen, 1988).  

Finally, as both job attitudes areas (job satisfaction and affective commitment) are 

expected to be positively affected by the firm’s tendency towards innovativeness, it is 

expected that: 

Hypothesis 1: Employee’s perception of an organization’s tendency towards 

innovativeness is positively related to employee’s job attitudes. 

3.2. Proactiveness 

Job satisfaction 

As proactive firms are rather leaders in the market than followers (Lumpkin & Dess, 

1996), they can be found trying to do things in a new way, which can imply changes in 

company policies, routines, equipment or other habits. Change however, is often met 

with resistance by the employees, even if it is implemented with an aim to adopt to 
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changing market conditions or to remain competitive (Jones et al, 2008). These 

negative reactions are largely a result of the change bringing more pressure, stress and 

uncertainty for the employees (Jones et al, 2008). However, in a study of Monsen and 

Boss (2009), proactiveness did not appear to be a concern for employee role ambiguity 

or intention to quit, but on the contrary, a negative driver for these undesirable 

employee outcomes (r = -.117 and -.112 respectively). Perhaps these proactive 

organisations were accompanied with effective strategic leadership and change 

management, which helped the employees to overcome their fears and concerns with 

change (Monsen & Boss, 2009). Indeed, change is not always perceived as negative, but 

also as positive, while change can be seen as sign of progress (Jones et al, 2008). 

Moreover, firm’s proactiveness may increase the employee’s trust in the capability of 

the leadership as being able for renewal and making improvements. This was also the 

case in a study of Giannikis & Nikandrou (2013), as the employees working in a high 

entrepreneurial firms experienced that the organization is willing to invest in them. 

Proactive firm is also more likely to try new markets, products or services compared to 

a passive firm (Lumpkin & Dess, 1996). Progressive market approach is seen to lead 

into a sensation among the employees that the company is dynamic and successful, 

which has also been observed to being linked with increased satisfaction among 

employees (Zhou et al. 2005). Furthermore, firm performance and job satisfaction have 

been found to have a significant correlation with each other (Whitman et al., 2010).  

Proactiveness imply a forward looking perspective, with not only an open-minded 

stance for new opportunities, but also an active pursuit for understanding future 

demand, and even creating demand (Lumpkin & Dess, 1996). Such active pursuits may 

and often come from the leadership, but a firm which wishes to take full advantage of 

proactive way of working, is expected to involve the employees in contributing to the 

firm’s understanding of market opportunities, by “creating mechanisms for exchange of 

new information and new ideas across organisational boundaries” (Kanter, 1983:28). 

Employee level proactiveness may be demonstrated in a situation where an employee 

finds development ideas and passes along that knowledge towards decision-makers in 

the company. This type of event can result into positive work experiences in at least two 

ways. First, being able to engage in intellectively challenging tasks will likely improve 

skill variety, and thus, job satisfaction (Hackman & Oldham, 1976). Second, being able 

to contribute with valuable intellectual information, even potentially to help with 
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organisation’s success, task significance is likely to increase, and thus, make the job 

feel more meaningful (Hackman & Oldham, 1976). 

While proactive business pursuits can help the company to compete on the market 

(Lumpkin & Dess, 1996), they are also sometimes associated with fear of failure 

(Monsen & Boss, 2009; Kelley, Brush, Patricia, Greene, Litovsky and Global 

Entreprenurship Research Association, 2013). As the firm aims to be among the first 

firms to make a move on the market instead of following competitors example, it 

implies a risk of making misjudgements and failures, due to there being less less 

opportunities to learn from earlier successes and mistakes of competitors (Dess & 

Lumpkin, 2005). If the employee is expected to contribute in initiating proactive 

pursuits, the employees may experience negative emotions due to fear of failure or 

stress (Cannon & Edmondson, 2005). However, whether this would ultimately result 

into encumbering job satisfaction or affective commitment, is not fully evident based 

on literature. On the other hand, as entrepreneurial firms are encouraged to manage 

and tolerate failure (Morris & Jones, 1993), supporting the emergence of a culture of 

change and creativity; both potentially helping to reduce employee fear and stress 

(Monsen & Boss, 2009). With these conditions, the employee’s potential negative 

experiences are expected to be relatively well managed and also, that the proactive firm 

would provide the employee with more positive work experiences than a passive firm.  

Affective organizational commitment 

As proactive firms are more likely to explore new opportunities with new products and 

services, the employees are also likely to experience the leadership to be 

transformational, as it is the leaders who are responsible in formulating and 

communicating the entrepreneurial strategic vision to its employees (Kuratko, Horsnby 

and Bishop, 2005). Entrepreneurial leaders have been described as ones who “create an 

environment where people get excited about making improvement” and as those who 

“inspire others to think about their work in new and stimulating ways” (Pearce II et al., 

1997). Indeed, proactiveness is largely about transformation and about seeking ways to 

do things better. It has also been observed that transformational leadership is a 

significant antecedent of affective commitment (Meyer et al. 2002). Furthermore, as 

the employees are encouraged to thing about the work in new and simulating ways, 

even until feeling inspired, it should provide the employee with job challenge, which is 

linked with stronger affective commitment (Meyer & Allen, 1988). Moreover, an 

employee who is expected to keep up with change, learn new things and learn how to 
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create value in new ways, may also potentially feel more personal importance for the 

organisation and thus, more affective commitment (Steers, 1977). 

Proactive firm pursuits, e.g., trying new markets and products (Lumpkin & Dess, 1996), 

can also influence the employee’s perceptions of the organisation. As the firm 

approaches the market with new initiatives, the employee may experience that the 

company is full of vitality and smarter than other similar companies (Zhou et al. 2005). 

Due to these success factors, employees in market oriented firms have been claimed to 

develop a sense of pride in belonging to the company (Zhou et al. 2005). It is also 

known that an employee perceiving to be working for one of the better companies, is 

likely to feel more affective commitment (Meyer & Allen, 1991). Consequently, as both 

job attitudes dimensions (job satisfaction and affective commitment) are expected to be 

positively affected as a result of firm proactiveness, it is hypothesized that: 

Hypothesis 2: Employee’s perception of an organization’s tendency towards 

proactiveness is positively related to employee’s job attitudes. 

3.3. Autonomy 

Job satisfaction 

Autonomy, in the context of employee work environment, is arguably the most 

thoroughly studied of the three EO dimensions included in this study. Autonomy has 

been a significant area of interest, not only in studies related to entrepreneurship (Hytti 

et al., 2013; Schjoedt, 2009), but also within organisational (e.g. Hackman & Oldham, 

1976; Spreitzer, 1995) and social psychology studies (e.g. Ryan & Deci, 2000). Although 

the conceptualisations of autonomy in the various literature may at times be somewhat 

different, they generally share the same basic assumption of the employee having been 

provided with freedom to make own decisions and to act. Accordingly, this provides us 

with clues on how we can expect autonomy to reflect in the employee job attitudes in 

the EO context.  

In the job characteristics model of Hackman and Oldham (1976), autonomy is linked 

with increased positive work experiences and higher job satisfaction (correlation .38) as 

a consequence of the employee experiencing more responsibility of the outcomes of the 

work. More specifically, the employee who has taken initiative to choose a work task or 

the way how to accomplish it, experiences a stronger sensation of the value creation 
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(Hackman & Oldham, 1976). Along the same lines, the employee response for 

autonomy has been explained in terms of a feeling that the firm has confidence in his 

decision-making processes (Giannikis and Nikandrou 2013). Despite of autonomy 

providing a door to the employees to experience strong personal responsibility for the 

successes in the work, the feeling of responsibility can also apply to failures (Hackman 

& Oldham, 1976). However, with this potential concern, it is suggested that effective 

entrepreneurial leadership (Covin and Slevin, 2002), which supports a culture of 

change and creativity, can help to reduce the fear of failure and stress (Monsen and 

Boss, 2009). As individual-level risk-taking in transformed into a firm-level risk-taking, 

the perceived risks can be facilitated (Monsen and Boss, 2009). The strongly positive 

correlation (β = .38) of autonomy and job satisfaction in Hackman & Oldham (1976) 

signals that the potential employee fears are not a predominant issue in autonomous 

work environments. Similar outcomes have also been found within the nursing 

industry. In a meta-analysis conducted by Zangaro and Soeken (2007), autonomy was 

among the strongest correlates with job satisfaction (r = .30). Moreover, another study 

found found out that autonomy had a significant negative relationship with job stress in 

the work of entrepreneurs, whether it is novice or a repeat entrepreneur (β .-18 and -.21 

respectively; Schjoedt, 2009). Less amount of job stress is also found to correlate with 

higher job satisfaction (r = -.43; Zangaro & Soeken, 2007). 

In a study conducted among 2327 Finnish professionals, Hytti et al. (2013) found out 

that self-employed professionals are significantly more satisfied with their jobs than 

their salaried counterparts. It was also noted that the employment status itself wasn’t 

the explanation for the difference in job satisfaction, but rather the nature of the job. 

More specifically, three of the CJC’s were found to explain the difference in job 

satisfaction (autonomy, task significance and task variety). While the self-employed 

expressed higher overall values on the CJC’s and also better job satisfaction than 

professionals working for firms, employed professionals expressed also similarly high 

job satisfaction if the CJC’s were highly portrayed in their work (Hytti et al., 2013). In a 

similar study of Western European and North American countries, over 90 percent of 

the higher job satisfaction of the self-employed was found to be explained due to more 

interesting work and higher autonomy (Benz & Frey, 2008).  

As Benz & Frey (2008) pointed out, in Western countries where economical well-being 

is at a good level, the employees care relatively less about the economical factors and 

instead, they are more concerned in the flexibility to influence their work and the work 
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being interesting. Consequently, as this study is conducted in Finland where the 

material well-being is already at a good level, it is expected that the employees care 

relatively less about the economical factors, but that they care about how the work is 

performed and whether they can influence their own work.  

Affective organizational commitment 

According to the job characteristics model, autonomy will lead to positive work 

experiences due to the employee feeling more responsibility of the work results and 

value creation (Hackman and Oldham, 1976). I expect these positive work experiences 

to contribute to higher affective commitment because of the employee’s future 

anticipations of such positive experiences to continue. Autonomy, being a feature that 

characterizes the nature of work environment, instead of being just a single positive 

event, should reflect on what the employee expects from his or her job in the future. It 

is known that an employee, who expects positive work experiences to continue in the 

future, does experience higher amounts of affective commitment (Meyer & Allen, 1991). 

Autonomous organisations give freedom to the employees for independence, to take 

initiative and participate in decision-making (Dess & Lumpkin, 2005). I expect these 

autonomous qualities to have a direct influence on affective commitment. As DeCootis 

and Summers found in their study (1987), centralization of decision-making had a 

modest negative relationship with affective commitment3 (𝛽 = -.32), while participation 

in decision-making was strongly positively correlated with it (𝛽 = .52). In a similar 

manner, opportunity for self-expression is seen to contribute into affective 

commitment (Meyer & Allen, 1988). It may be that employees experience participating 

in decision-making as a support given to them by the organisations and as a sign that 

the organisation is committed to them, which may result into positive experiences in 

areas of self-esteem, approval and affiliation (Wickramasinghe & Wickramasinghe, 

2012). Moreover, employee may also interpret participation in decision-making as a 

sign of respect and consideration, which can result into stronger sensation of pride and 

belonging to the firm (Wickramasinghe & Wickramasinghe, 2012). This way, 

participation in decision-making can be viewed to go along with organisational support, 

which is one of the strongest antecedents of affective commitment (Meyer et al. 2002).  

                                                        
3 DeCootis and Summers did not explicitly use the term affective commitment, while it was defined with 
those terms only later in 1991 by Meyer and Allen. However, their adopted definition of the concept shared 
much in common with the definition of affective commitment (DeCootis & Summers, 1987:446-448). 
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Accordingly, as both job attitudes dimensions (job satisfaction and affective 

commitment) are proposed to be positively influenced as a result of autonomy, it is 

hypothesized that: 

Hypothesis 3: Employee’s perception of firm’s tendency towards autonomy is 

positively related to employee’s job attitudes. 
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4 METHODOLOGY 

This chapter discusses the methodology of the study, which includes a description on 

choice of research method as well as the approach to data collection and analysis.  

4.1. Choice of research method 

This study follows deductive reasoning by building on existing theory and setting 

hypotheses for statistical testing. The rationale for the chosen research method was 

influenced by the existence of a few similar studies (e.g., Giannikis & Nikandrou, 2013; 

Monsen & Boss, 2009), which provided a good basis for further studies. At the same 

time, it must be noted that that EO’s relationship to job attitudes is rather little studied, 

as most EO studies previously have focused on EO’s impact on firm performance 

(Rauch et al. 2009). Consequently, this paper is somewhat exploratory in what comes 

to the use of job attitudes theories and linking them with EO. Despite of these starting 

points, cross-disciplinary literature does provide multiple clues on how EO may affect 

job attitudes. Quantitative methodology was applied over qualitative method, as there 

was a desire to test actual hypotheses and to be able to produce more generalizable 

results. 

 

EO was selected as the theory to address and measure the manifestation of 

entrepreneurship in work environment due to its strong and even central role in 

research considering entrepreneurship and strategy (Wales, Monsen & McKelvie, 2011; 

Slevin & Terjesen, 2011). When it comes to job attitudes, both job satisfaction and 

organisational commitment were also chosen due to their extensive and immediate 

importance for nearly any type of a firm. The main theories that were applied to discuss 

job satisfaction and commitment were, in respective order, core job characteristics 

theory (Hackman & Oldham, 1976) and three-dimensional conceptualisation of 

organisational commitment (Meyer & Allen, 1991). These theories were also chosen 

because of them being strongly established as well as them being comprehensive 

enough to consider potential influences of EO.  However, it was also apparent that 

entrepreneurial work environment may influence these two job attitudes dimensions in 

multiple different ways, even in positive and negative manner, and thus, other theories 

related to job satisfaction and commitment were also considered as a part of setting 

hypothesis. 
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4.2. Target group and sampling strategy 

The study was conducted on the healthcare industry among nurses in Finland. 

Entrepreneurship is understood to be a relevant strategy within health care industry, 

e.g., for there being multiple drivers of entrepreneurship (Moore & Coddington, 1999; 

McCleary, Rivers & Schneller, 2006). EO has also been studied multiple times within 

health care context (e.g. Bhuian, Menguc & Bell, 2005; Stetz et al. 2000; Monsen & 

Boss, 2009). Another reason speaking for the relevance of EO in healthcare context is 

the fact that nursing is part of the service industry, and service firms generally have 

significantly higher EO compared to manufacturing firms (Rigtering, Kraus, Eggers & 

Jensen, 2014). For more discussion on the relevance of entrepreneurship and 

healthcare, view section 2.1.8. 

The data were obtained from Finnish Nurses Association (FNA), which is the largest 

labour union representing Finnish nurses. By the end of the year of 2010, which is the 

same year when the data was collected, the union had 33 932 members (Hahtela Nina, 

email 19.2.2016). The membership consists of nurses working on a wide range of 

different healthcare organisations across the country as well as on different sectors and 

job departments. FNA conducts a survey study among all of its members on a two-year 

basis, and asks various questions about work environment and job attitudes. The 

survey has a total of 63 questions, which are formulated in claim form and rated by the 

respondent on a Likert type scale from 1 to 10. The questions were for the most part 

formulated by FNA, although they were to large extent inspired by research about 

hospital employee well-being as well as job satisfaction studies (Hahtela Nina, 

telephone conversation 18.2.2016). 

The survey was administered electronically as a part of an e-mail letter sent by the 

union to its members (Hahtela Nina, telephone conversation 18.2.2016). Web 

administered surveys have some benefits, as they provide the respondent with a feel of 

anonymity (Cooper & Schindler, 2011) and deliver the data to the researcher in an 

easily accessible form needing less manual labour. Surveys can also be an efficient way 

to reach a large amount of recipients, leading to strong sample size and thus, making it 

possible to derive statistical significance in the tests. However, email surveys, as other 

self-administered surveys suffer of some drawbacks which need to be taken into 

consideration, while pursuing to obtain data of good quality. First, the questions may 

be understood differently by the respondents according to the level or previous 

understanding that the respondents have about the subject (Collins & Hussey, 2003). 
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Therefore, attention needs to be paid while creating the questionnaire in order to keep 

it simple and short enough.  Self-administered surveys also tend to have low response 

rates. However, in this case, the survey was sent to such a large amount of individuals 

that even relatively low response rate produced a significantly large sample size (n = 

3456). Moreover, there is a risk of that the participants who return the self-

administered surveys tend to represent the extremes of the population (Cooper & 

Schindler, 2011). If the risk is realized in a serious form, the sample may have an 

inaccurate representation of the population, leading to diverted results. 

An additional factor that may influence the results in this study is the hierarchal level 

of the employees. Founders, owners or top managers do often have more influence in 

the company’s strategy making processes (Floyd & Lane, 2000), which influences how 

they feel about the strategic traits of the work environment. Individuals on the different 

levels of the organisational hierarchy are seen to have different perceptions of the firm’s 

strategic perspective (Corley, 2004), contributing into biased or non-comparable views 

of the firm-level strategy (Monsen & Boss, 2009). In this study, it was chosen to include 

employees only, who do are not part of the top managers and hence, who are not in a 

position of being responsible for the strategic creation. In summa summarum, it is 

important to understand how the chosen sample represent the population and what it 

means to the study (Cooper & Schindler, 2011:365).  

4.3. Measurement 

Establishing the measuring strategy started with a careful learning process of how EO 

and job attitudes has been studied in the academics before, although for this study, no 

preconceived scale was used, but the measuring instrument was created by the 

researcher. The following section describes the process of how the measuring 

instrument was conceived. The process started with an intention to create five distinctly 

measurable factors (three EO and two job attitudes dimensions). However, it became 

apparent that measuring job satisfaction and affective commitment separately was not 

possible and ultimately four factors emerged as a result of factor analysis. This meant 

that the two job attitudes dimensions were combined into one mutual factor. 

4.3.1. EO measurement 

There has been developed various instruments of measuring EO, of which most widely 

used is one developed by Miller/Covin and Slevin (1989), also called as M/CS scale 
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(Covin & Wales, 2011). The M/CS and its variants have been continuously used to bring 

forth new theoretically interesting findings (Covin & Wales, 2011). Although using 

M/CS scale or any other pre-existing EO scale was not option in this study for the 

reason that the author formed an own EO scale of the questions used in “Benchmark 

for a great workplace” –survey4, M/CS scale and other pre-existing scales served as 

valuable exemplars in providing understanding of proper ways to measure EO.   

Measuring EO in this study was different also in another way than just using a self-

established set of survey items. EO, as a concept capturing organizations strategy-

making practices and managerial philosophies, is generally assessed by asking of the 

attitudes of executives or other individuals participating in strategic work. However, in 

this study, instead of surveying the executives of the organization, ordinary level 

employees were being studied. Surveying executives would had been logical also due to 

the fact that it is them who set an example of expected behavior as well as are 

responsible in communicating an entrepreneurial strategic vision and bringing about 

the pro-entrepreneurial organizational culture (Kuratko, Horsnby and Bishop, 2005). 

Viewed in this light, executives have important first-hand information of the level of 

entrepreneurial posture of the firm. As the employees were surveyed in this study, the 

focus was given to what extent the employees perceive EO to be part of their 

organization’s work environment. 

While studying employee perceptions instead of managerial attitudes poses a different 

approach with a risk of not being able to fully capture the manager’s intentions, it also 

offers an opportunity to get a view on how the firm strategy is understood by the 

employees. It can be reasoned that entrepreneurial strategy is of less value to the firm if 

the employees do not understand entrepreneurial behavior being encouraged and thus, 

do not feel prompted towards such behavior. Consequently, assessing the employee 

perception of whether, e.g. autonomy is encouraged in the firm, gives important 

information of the firm’s entrepreneurial posture. Indeed, it has been found that 

individuals on different levels of an organizations hierarchy have different perceptions 

of the organizations’ identity (Corley, 2004) and also express different perceptions of 

firm level entrepreneurship (Hornsby, Kuratko, Zahra, 2002). In a study by Monsen 

and Boss (2009), in which used M/CS scale was used with two groups, managers and 

staff, it was found that all nine of the survey items measuring three EO dimensions 

received significantly higher values for managers than for staff. This finding also 

                                                        
4 In Finnish: Hyvän työpaikan kriteerit 
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suggest that entrepreneurial firm intentions may not be understood in a similar 

manner by its employees as what the firm strategy makers have intended. 

Firm’s strategic guidelines represented in speech or a written plan may not always 

come to fruition as they were intended. Although autonomy would be promoted in the 

annual report in the written message of the CEO, it may also result into just “good 

speech”. Thus, examining the actual perceptions of the employees can provide 

important view on how EO is actually understood to be part of the work environment. 

Additional reasons to study the perceptions of employees can be found in the fact that 

staff nurses and nurses in leadership have been found to differ in their views to what 

constitutes a healthy work environment (Kramer and Schmalenberg, 2008). Further, it 

is claimed that only staff nurses can confirm to whether the strategies adopted result 

into healthy work environment (Kramer and Schmalenberg, 2008). 

The selection of the EO questions started with a subjective selection of potentially 

usable questions. Out of the 63 questions used in the survey, I found fourteen, which I 

thought to be appropriate items to measure one of the three EO areas. These fourteen 

selected items were then included in the exploratory factor analysis in order to explore 

how data would go along with my subjective assessment. In this respect, the face 

validity of the items was assessed already prior to the statistical tests, although it was 

also re-evaluated after the exploratory factor analysis when the factors were formed 

based on data. Out of these fourteen questions, ultimately 10 questions remained and 

constituted the final measuring instruments. Both innovativeness and autonomy ended 

up having four appropriate items to measure them while proactiveness had two. A more 

thorough description of the questions and their selection process is described below in 

section 4.3.4.  

4.3.2. Job satisfaction 

Job satisfaction has been substantially studied in academics (Judge & Kammeyer-

Mueller, 2012) and there are multiple different methods to study employee attitudes, 

such as conducting focus groups, interviewing employees or conducting employee 

surveys. Of the methods mentioned, the most accurate measure is understood to be 

well-constructed employee attitude survey (Saari & Judge, 2004). The survey used by 

Finnish Nurses includes 11 items, which measure perceived rewards of the work. Three 

of these items were subjectively seen appropriate for measuring work satisfaction and 

were included in the exploratory factor analysis. The three chosen items were seen to 
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measure whether the employee experiences “pleasurable or positive emotional state” in 

the work environment (Locke 1976:1304).  

4.3.3. Affective organizational commitment 

Three unique items (being different from the three questions indented to measure job 

satisfaction) were seen to be potentially appropriate measures for the level of 

employee’s affective organisational commitment and included in the exploratory factor 

analysis. Allen and Mayer (1990) described affective commitment as an “emotional 

attachment” to the organisation also as identifying with the organisation. Affectively 

committed employees continue to work in the workplace because they enjoy their 

membership in the organisation and they want to continue their membership. An 

extensively used scale for measuring affective job satisfaction was developed by Allen 

and Mayer (1990) and consists of eight questions measured on seven-degree scale. 

These items employee’s measure “emotional attachment” towards the organisation. 

While none of those eight items were directly used in the survey used by Finnish Nurse 

Association, they also served as a valuable example of appropriate items to measure 

affective commitment. 

4.3.4. Formation of the adopted measuring instrument  

Benchmark for a great workplace -survey had a total 63 question items, which all posed 

a statement such as “We feel a sense of pride of over our job”. All items were measured 

on a 10-degree Likert type scale (1 = strongly disagree and 10 = strongly agree). As the 

survey was designed to collect information also in other areas than those relevant for 

this study, it was obvious that not all of the questions needed to be included in this 

study. Of the 63 questions, appropriate items were carefully selected according to the 

researcher’s ability to affiliate them with the theory behind the three EO factors and 

two job attitudes factors. This process resulted in 20 potentially usable items, while 

there were 3 to 6 potential questions to measure each of the five factors. This 

conceptual selection of questions then served as a starting point for exploratory factor 

analysis. 

Exploratory factor analysis (EFA) is a statistical interdependence technique, which 

allows defining underlying structures among a range of variables (Hair, Black, Babin 

and Anderson, 2014). In multivariate techniques, multiple variables are used to 

measure an event instead of using only single questions as a measure. At the same time, 
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these multiple variables need to be appropriately grouped together, so that they form a 

coherent set of variables. EFA helps the researcher to group highly correlated variables 

together so that they can be grouped together as factors. Furthermore, EFA can help 

the researcher to identify survey items which most clearly measure only the factor that 

it is indented to measure. Moreover, survey items that appear not to measure the 

intended factor should be dropped. Similarly, survey items that appear to cross-load on 

multiple factors are often good to drop, as they fail to clearly measure only the factor 

that it is indented to measure (Hair, Black, Babin and Anderson, 2014).  

EFA was performed during two different occasions in the study. It was first performed 

with the whole survey population (n=3456) and served a purpose to get a first view to 

identify the underlying factors together with their variables. This initial step allowed 

me to move further in the tests. Later on, it became apparent that proceeding the 

analysis with only a selected sample appeared to be most appropriate and EFA was 

conducted also with the narrower sample, which included only outpatient nurses 

(n=529). The test with both samples provided very similar results5 with an exemption 

of one item measuring innovativeness being removed from the later results (I5: 

Nursing / medical care is based on knowledge of evidence and research). The removed 

item was then replaced with a better matching item (I3) in the outpatient nursing 

sample.  

EFA was conducted by using SPSS version 23. All of the selected 20 potential survey 

items were included to the EFA and calculations were carried out. Rotations were also 

used be able to discern the factors more clearly from each other. It was chosen to use 

PROMAX rotation, which is an oblique rotation method and described appropriate 

when the factors are expected to be correlated (Hair, Black, Babin and Anderson, 

2014:104). Strong intercorrelations were expected, as EO factors have been found to 

correlate strongly with each other (Rauch et al., 2009) as well as job attitudes factors 

(Meyer et al. 2002). In the following, while following the guidelines of Hair et al. 

(2014), items which appeared not to appropriately load on any four factors were 

deleted (loading less than .50). Similarly, items with significant cross-loadings (>.3) 

were deleted. Attention was also given to communalities of the survey items and all 

items displayed appropriate communality (>.5). In the process, 6 survey items were 

dropped leaving the following breakdown of the questions presented in the Table 3. 
                                                        
5 To avoid unnecessary repetition, only EFA results of the outpatient nurse sample are presented in the 
paper. This was also due to the fact that outpatient nurse sample was the main sample studied in the later 
analysis. 
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Table 3 Results of exploratory factor analysis 

(n	=	563)	 Factor	
Communality	

Survey	item	 AUTO	 INNO	 JA	 PRO	

A1.	Employees	are	encouraged	to	participate	in	decision-making	 .88	
	   

.79	

A2.	Employees	and	the	manager	have	open	and	confidential	relationships	 .87	
	   

.79	

A3.	Manager	endorses	renewal	of	working	methods	 .85	
	   

.76	

A4.	Work	related	decision-making	authority	is	shared	 .84	
	   

.73	

I1.	We	use	current	literature	and	databases	to	develop	the	work	
	

.78	
	  

.60	

I2.	We	use	and	advance	tacit	knowledge	
	

.72	
	  

.63	

I3.	While	developing	the	work,	we	listen	also	the	new	employees	for	their	questions	and	observations	
	

.70	
	  

.56	

I4.	Our	work	is	characterized	by	continuous	innovativeness	and	development	
	

.55	 .30	
	

.67	

JA1.	We	experience	engagement	in	the	work	(drive,	dedication	and	immersion	in	the	work)	
	  

.89	
	

.78	

JA2.	Our	work	is	meaningful	and	enjoyable	despite	of	us	experiencing	occasional	stress	and	tiredness	
	  

.75	
	

.66	

JA3.	We	feel	a	sense	of	pride	over	our	work	place	 .21	
	

.64	
	

.68	

JA4.	We	feel	that	our	work	is	being	respected	 .27	
	

.63	
	

.57	

P1.	The	aim	of	our	activity	is	a	good	treatment	of	the	patient	
	   

.82	 .69	

P2.	We	each	have	a	responsibility	to	maintain	and	develop	professional	skills	and	know-how	 		 .23	 		 .66	 .61	

Eigenvalue	 7.37	 1.85	 .89	 .70	
	Cronbach's	alpha	 .94	 .86	 .89	 .70	
	Notes:	Extraction	Method:	Principal	Axis	Factoring.		

	     Rotation	Method:	Promax	with	Kaiser	Normalization.	
	     a	Rotation	converged	in	6	iterations.	
	     Factor	loadings	less	than	0.2	are	not	shown	
	     Grouping	and	numbering	of	the	items	is	different	from	the	order	in	the	actual	survey	
	      

The EFA resulted in a clear set of four different factors. Two of the factors had 

eigenvalues below 1, but as it was known to expect more factors than two, lower 

eigenvalues were also accepted. Proactiveness, the least distinctive factor also 

demonstrated acceptable internal consistency of alpha .70, while the other three factors 

had alpha values indicating high or excellent internal consistency. However, some 

problems also emerged, the first being that only four factors could be found instead of 

five. It was hoped to be able to measure job satisfaction and affective job commitment 

separately, but all of the questions from both measures appeared to load mutually only 

on one job attitudes factor. A pursuit was also made to conduct EFA only with the six 

job attitudes variables in order to identify two clearly distinctive factors. While it was 

possible to find two distinct factors this way, it was not feasible to find these two factors 

apart from each other while conducting EFA together with the EO items. Consequently, 

I decided to merge job satisfaction and affective job commitment into one single factor 

called job attitudes (JA). According to the researcher’s subjective view, these four JA 

survey items capture relevant information on both JA dimensions. We also know from 
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previous research that job satisfaction and affective commitment have been found to 

highly correlate with each other (𝑟" = .65 in a meta-analysis of Meyer et al. 2002). 

Furthermore, there are also plenty of parallelism in the theory, as they both are 

influenced by the employee experiencing positive emotions in the workplace (Hackman 

& Oldman, 1976; Meyer & Allen, 1991). While it would be possible with improved scales 

to measure these two concepts separated, due to the limitations posed by the situation, 

it was deemed best to proceed with one combined job attitudes measure. 

When it comes to EO factors, proactiveness presented only two usable variables. 

Ideally, each factor would have minimum three and optimally four than more variables 

to measure it (Hair et al., 2014:610). The amount of variables affects the reliability of 

the measuring instrument in numerous ways. First, as the amount of variables 

increases an individual survey item has less weight in the average score measuring the 

factor and thus measuring errors related to answering a single question decreases (Hair 

et al., 2014:122). Secondly, having multiple questions allows capturing somewhat 

different phenomenon related to the factor being measured (Hair et al., 2014:122).  

Thirdly, having three or more variables becomes useful while conducting confirmatory 

factor analysis, as it gives an opportunity to more carefully estimate the strength of the 

construct (Hair et al., 2014:610). A construct with four than more items meets the 

standard of being overidentified and produces more relationships between the 

variables within the construct, leading to positive degrees of freedom and estimation of 

chi-square goodness-of-fit value. Having too few items to measure each latent factor 

may lead to weak constructs and cause estimation problems in later process with 

structural equation modelling (Hair et al., 2014:610). The additional degrees of 

freedom produced by overidentified constructs may also help with overall model-fit 

later on, even if one of the constructs would have only one or two items to measure it 

(Hair et al., 2014:610). As three of the constructs had four variables and proactiveness 

was the only construct with two variables, it was decided to proceed to the analysis with 

a hope of having an overall good model-fit. 

Lastly, attention was given to the face validity of the variables behind the constructs, i.e. 

the questions were inspected theoretically by the researcher to be consistent with its 

respective latent factor. In the Table 4, I have summarized my subjective motivation for 

their ability to measure the factor in question.  
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Table 4 Face validity of the variables 

		 Survey	item	 Subjective	motivation	

AU
TO

	

A1.	 Employees	 are	 encouraged	 to	
participate	in	decision-making	

Flexibility	 to	 make	 independent	 decisions	 is	 an	 important	 part	 of	
autonomous	work	environment.	

A2.	Employees	and	the	manager	have	
open	and	confidential	relationships	

Trust	is	a	vital	part	of	autonomy	and	a	workplace	characterized	with	
"independent	spirit".	Trust	reflect	less	micro-managing.	

A3.	 Manager	 endorses	 renewal	 of	
working	methods	

Reflects	 that	 case	 specific	 working	 methods	 are	 supported.	 Such	
initiatives	are	likely	to	come	from	employees	"bottom-up".	

A4.	 Work	 related	 decision-making	
authority	is	shared	

Reflects	 that	 independent	 decision-making	 is	 shared	 across	 the	
organization,	 so	 that	others	 can	make	decisions	and	act	upon	 their	
resolution.	

IN
N
O
	

I1.	 We	 use	 current	 literature	 and	
databases	to	develop	the	work	

Innovativeness	 reflects	 engagement	 in	 new	 ideas	 and	 novelty.	 In	
healthcare,	 innovativeness	 needs	 to	 be	 based	 on	 newest	 science,	
due	to	patient	safety.	

I2.	 We	 use	 and	 advance	 tacit	
knowledge	

Deep	 knowledge	 based	 on	 expertise	 plays	 an	 important	 role	 in	
emerging	 innovative	 opportunities.	 Promoting	 such	 knowledge	
speaks	for	innovativeness.	

I3.	 While	 developing	 the	 work,	 we	
listen	 also	 the	 new	 employees	 for	
their	questions	and	observations	

Good	ideas	can	come	from	anyone.	Reflects	that	good	ideas	are	seen	
welcome	and	valuable	despite	of	employees’	level	in	"hierarchy".	

I4.	 Our	 work	 is	 characterized	 by	
continuous	 innovativeness	 and	
development	

Reflects	the	organizations	tendency	towards	new	ideas,	novelty	and	
experimentation.	

JO
B	ATT	

JA1.	 We	 experience	 engagement	 in	
the	 work	 (drive,	 dedication	 and	
immersion	in	the	work)	

Engaging	work	is	rewarding	and	satisfying	work.	

JA2.	 Our	 work	 is	 meaningful	 and	
enjoyable	 despite	 of	 us	 experiencing	
occasional	stress	and	tiredness	

Meaningfulness	 is	 one	 of	 the	 CJC's	 and	 driving	 forces	 of	 job	
satisfaction.	 Enjoyability	 express	 the	 employee	 having	 positive	
emotions	in	the	work.	

JA3.	We	feel	a	sense	of	pride	over	our	
work	place	

Characterizes	 relationship	 with	 the	 organization	 and	 how	 affiliated	
the	 individual	 is	 with	 it.	 Sense	 of	 pride	 over	 the	 work	 place	 also	
reflects	satisfaction	and	affective	commitment.	

JA4.	 We	 feel	 that	 our	 work	 is	 being	
respected	

Also	 characterizes	 individuals'	 relationship	with	 the	 organization.	 It	
also	 reflects	 the	 amount	 of	 organizational	 support,	 which	 is	 the	
strongest	antecedent	for	affective	commitment.	

PRO
	

P1.	 The	 aim	of	 our	 activity	 is	 a	 good	
treatment	of	the	patient	

Reflects	 a	 conscious	 focus	 towards	 customer	 value	 creation.	 Lower	
scores	 in	 this	 item	 would	 reflect	 indifference	 or	 inability	 to	 "seize	
opportunities	or	lead	in	the	marketplace".	

P2.	We	each	have	 a	 responsibility	 to	
maintain	 and	 develop	 professional	
skills	and	know-how	

Initiative	is	an	important	part	of	proactiveness.	Developing	skills	and	
know-how	 reflects	 being	 forward-looking	 and	 similarly,	 a	 posture	
away	from	passiveness.	

 

4.3.5. Creating summated scales 

Factor analysis serves a starting point for creating summated scales (Hair et al, 

2014:98). I created summated scales by taking the average of the values measuring 

each factor. In other words, autonomy was measured by adding all of the four variables 

together and dividing the sum by four. Summated scales are an advantage compared to 
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single item measures as they reduce the potential measurement error related to 

answering a single question, for example due to data entry errors or inability from the 

respondent to provide accurate information (Hair et al, 2014:122). Using more than 

one item to measure a factor also allows to represent multiple aspects of the measure of 

issue (Hair et al, 2014:122). For example, autonomy in the workplace can be 

demonstrated by (1) employee’s flexibility to make own decisions, (2) employee’s 

flexibility to work with tasks outside of his immediate job description and (3) the extent 

to what the employee feels that his manager would support the employee working with 

his own initiatives. Thus, summated scales can greatly enhance reliability of a factor, as 

one item receives less weigh in the total score of the factor. 

4.4. Data preprocessing 

Evaluating the exact response rate was somewhat difficult. During the time of the 

survey, the union had close to 34 000 members and the survey was send via email to all 

of its members. In all, a total amount of 3 456 survey responses was collected, which 

would comprise a response rate of 10.2%. However, it must also be noted that not all 

members have could have had a correct email information or an active habit to read the 

messages. Although the response rate was low, it was still apparent that the sample 

consisted a significantly large amount of respondents from various healthcare 

organisations across the country. The total sample consisted of individuals living on 

280 different Finnish municipalities, indicating that a good representation was 

achieved among nurses across Finland. 

Overall, missing data was not seen to cause serious problems as the amount of missing 

data was very low, being on average only o.8% (Appendix 5). However, missing data 

still demands action, as some of the statistical tests cannot be run if there are any 

missing values in the data set. The data cleaning was carried out with intentions of 

deleting as few respondents as was reasonably possible. Besides, judicious judgement 

has to be used while deciding when to keep and when to delete respondents with 

responses that are not fully completed. Generally speaking, respondents with not fully 

completed surveys may also carry valuable responses, even though they have not 

answered all questions.  

While cleaning the list of unusable respondents, focus was given to only those survey 

items that were relevant for this study. After exploratory factor analysis, 14 questions 

were selected to measure the four factors in the study. The data cleaning process 
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continued in excel and listwise deletion was used with respondents with virtually no 

answer at all as well as those who had more than three items without response. 

Similarly, respondents with standard deviation among the answers with less than 0,4 

were deleted as in such cases the respondent answered most questions with the same 

answer, which signified that the individual had not virtually not thought neither of the 

question or the answer. In this part of data cleaning process only 24 were completely 

removed from the sample. If the respondent had 3 or less questions blank among the 14 

items, median replacement system was used. Using median replacement system was 

also understood to be appropriate, because missing data was only a very minor problem 

in the survey, as missing values comprised only between 0.5 and 1.1 percent depending 

on the item. According to Hair et al (2014:53), median replacement is appropriate if the 

amount of missing values is low. Generally, missing data under 10% is described to not 

yet be alarming (Hair et al, 2014:45). 

Later, while testing conducting SEM, two control variables were used, gender and age. 

In this phase, respondents with no values were also deleted listwise, as SEM cannot be 

run by using variables with empty values. This step resulted in deletion of 34 unusable 

respondents in the outpatient nursing sample.  

4.5. Construct validity and reliability 

Construct validity and reliability was examined during exploratory and confirmatory 

factor analysis. Construct validity represents the ability of the measured variables to 

actually reflect the theoretical latent construct which the items are intended to measure 

(Hair et al, 2014:618). Good construct validity gives confidence that the measurement 

instrument is accurate and that the findings of the study can be viewed with greater 

trustworthiness (Hair et al, 2014). Construct validity was assessed by using multiple 

different methods. First, attention was given to the factors loadings of the variables 

towards their latent factor. As a minimum requirement, the factor loadings should be 

statistically significant. Moreover, the standardized factor loadings should be good to 

exceed .5 and ideally be above .7 (Hair et al, 2014). A square of a factor loading describe 

the extent of variance extracted between the latent factor and the variable. As an 

example a loading of .71 squared is equivalent to .5, which would mean that half of the 

variation is explained due to the variation in the variable and the other half accounts for 

error variance. 
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Following the same logic, validity was assessed for the latent constructs by examining 

average variance extracted (AVE). It is calculated by squaring all of the standardized 

factor loadings, after which they are summed together for corresponding factors. 

Finally, the summed scores are divided by the amount of variables affiliated with the 

factor: 

𝐴𝑉𝐸 =
𝐿)*+

),-
𝑛

 

In the formula, 𝐿) represents the factors loadings and 𝑖 is the number of items. The 

calculation produces the average communality. In other words, it shows how much of 

the variance is explained by the latent factor structure. The remaining variance 

accounts for the error variance related to the measure. AVE higher than .5 is usually 

used as a rule of thumb to indicate sufficient convergence (Hair et al, 2014:619). In that 

case, more than half of the variance is explained due to the variance of the survey items, 

while the remainder accounts for error variance. 

Two measures were also used for used to examine reliability, first of them being 

Cronbach’s alpha. It is a popular and easy to use measure, assessing intercorrelations 

of the variables together. Generally alpha values higher than .7 are seemed acceptable, 

above .8 great and higher than .9 excellent. Cronbach’s alpha may however understate 

reliability (Hair et al, 2014). In connection with SEM models, another common 

reliability measure is construct validity (CR), which is calculated by squaring the sum 

of factor loadings (𝐿)) and summing error variance (𝑒)) as follows: 

𝐶𝑅 = 	
( 𝐿))+

),-
*

( 𝐿))+
),-

* + ( 𝑒))+
),-

 

CR exceeding .7 is often used as a rule of thumb to indicate good reliability, suggesting 

that there is appropriate internal consistency between the variables and that they 

measure the same latent construct (Hair et al, 2014:619). 

4.6. Common method variance 

There was a rigorous pursuit to examine and to control for common method variance in 

this study, particularly while conducting structural equation modelling (See Section 

5.3). Common method variance (CMV) is a systematic error variance resulting from 

bias effects during the data collection process (Podsakoff et al. 2003). CMV may be of 
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serious concern especially during survey studies, as the data is collected from people 

who may be affected by different biases or other human error. CMV may have severe 

influence on study results and thus lead the researcher to make misleading conclusions 

(Podsakoff et al. 2003). CMV may contribute into false internal consistency, lead into 

false correlations and thus influence the researcher’s judgement towards resulting in 

both Type I and Type II errors (Chang, Witteloostuijn and Eden, 2010). According to 

Podsakoff et al. (2013), there may be multiple causes for CMV. It can be caused for 

example due to consistency motif, which refers to the respondent’s inclination to 

maintain consistency between the questions in the survey, e.g. due to desire to appear 

consistent and rational in their answers. Respondents may also be affected by social 

desirability, which refers to respondent’s potential tendency to respond to items in 

ways that are socially and culturally appropriate. Some other potential causes are 

related to mood states and positive and negative affectivity, while the respondents 

current emotional state may also falsify responses. 

The first and best remedies for working against CMV are ex ante approaches, already 

done prior to the data collection by designing the study appropriately (Chang et al. 

2010). One such approach is obtaining measures for the predictor and criterion 

variables from different sources, which should help to reduce the inflated correlations, 

caused by the data being collected from a single survey. In a survey setting, if the data 

must be gathered from the same person, the data of predictor and criterion variables 

could be collected during two different occasions (Podsakoff et al. 2003). Some other 

procedural remedies for controlling CMV are a counterbalancing question order, 

protecting respondent anonymity and careful design of scale items (Podsakoff et al. 

2003). As I was using pre-collected data, I was unable to participate in the survey 

design. Thus, I was to rely on ex post statistical remedies in controlling for CMV. 
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5 EMPIRICAL FINDINGS 

This section will present the findings of the study. The section begins with descriptive 

statistics, followed by one-way ANOVA tests which were run between the different 

types of nursing job roles and departments. There were perceived differences found 

between the groups, which may have been a result of the individuals working in 

different job roles and on different organisational hierarchical levels. Consequently, it 

was decided to proceed with a narrower sample, that is to say, outpatient nurses. 

Thereupon main analysis tests were conducted by using two different statistical 

approaches, bivariate correlation test and structural equation modelling, the latter 

which allows additional ways to test reliability of the measurement model and to 

control for common method variance. Lastly, hypotheses are examined in the view of 

the results. 

5.1. Descriptive statistics and selection of a specific group sample 

The survey carried out by the Finnish Nurse Association had a total of 3456 

respondents. It also included individuals working with different types of roles and 

departments and I ended up splitting the whole data sample by selecting only a part of 

it, which represented smaller and more coherent group. The motives for splitting the 

sample were based on two different tests. First, there were significant differences found 

between the groups in how EO was expressed to be present in their work. These groups 

also expressed satisfaction to a different degree. Second notable reason came up during 

confirmatory factor analysis as the selected group achieved substantially better model 

fit than the whole sample group. More about confirmatory factor analysis can be found 

in section 5.3.1. 

In the following tables 5 and 6 the whole survey population is presented together with 

division to different job roles and job departments. A group that stands out most is the 

head nurses, which expressed greatly higher values on all four areas compared to 

ordinary nurses.  
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Table 5 Analysis of variance between the nurses in different job roles 

  
AUTO  INNO  PRO  ATTITUDE 

Job role n Mean SD   Mean SD   Mean SD   Mean SD 
Nurse 2484 6,25 2,34  6,65 1,92  8,71 1,48  7,28 1,76 
Head Nurse 323 8,11 1,53  7,58 1,38  9,05 1,21  8,08 1,53 
Assistant Head 
Nurse 143 7,48 1,96  7,18 1,69  9,17 0,85  7,87 1,44 

Administrative 130 7,64 1,98  7,39 1,68  8,85 1,33  7,93 1,52 
Nurse student 102 6,55 2,31  6,32 2,03  8,33 1,65  7,03 2,11 
Public Health 
Nurse 77 6,45 2,36  6,94 1,96  8,79 1,59  7,75 1,74 

Other (within 
nursing) 68 6,51 2,41  7,14 1,87  8,93 1,39  7,68 1,82 

Other (outside 
of nursing) 29 6,46 2,56  6,61 2,25  7,93 1,95  6,81 2,42 

Midwife 20 6,56 2,39  6,94 2,17  9,10 1,20  7,98 1,33 
Chief Nursing 
Officer 18 7,80 1,45  7,22 1,11  8,89 1,22  7,99 1,31 

Nursing 
teacher 15 6,00 2,97  7,33 1,74  8,51 1,96  7,85 1,48 

Entrepreneur 9 9,08 0,94  8,49 0,82  9,56 0,63  9,25 0,60 
Paramedic 3 4,08 3,41  4,83 2,43  5,83 1,04  6,83 1,42 
Director of 
Nursing 1 7,50     8,75     9,50     7,75   

Total 3422 6,57 2,33   6,81 1,89   8,76 1,45   7,43 1,76 
             ANOVA (Sig.) 

 0,000  0,000  0,000  0,000 
 

The differences between groups in different job departments, as seen in the Table 6, 

were not as distinct as with different job roles, but significant differences could still be 

found. Differences between groups were found with innovativeness and job attitudes, 

whilst autonomy and proactiveness were not found to be strongly affected by the job 

department. In order to have a more homogeneous group, I deemed best to narrow 

down the sample. In the process, two conditions were applied. First, only respondents 

who reported their job role as “nurse” were included. Second condition was applied to 

the employee’s job department and only to individuals working on the outpatient clinic 

were included in the final sample. This formed the final sample, later referred as the 

outpatient clinic nurses. After this, I was left with a sample size of 529, which still 

makes up a great sample size. 
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Table 6 Analysis of variance between the nurses in different job departments 

  
AUTO  INNO  PRO  ATTITUDE 

Job 
department n Mean SD   Mean SD   Mean SD   Mean SD 
Inpatient ward 1495 6,64 2,25  6,63 1,87  8,73 1,42  7,23 1,78 
Outpatient 
clinic 707 6,42 2,34  7,04 1,81  8,85 1,44  7,58 1,66 

Other 498 6,57 2,45  7,05 1,86  8,79 1,43  7,64 1,74 
Home care 421 6,75 2,38  6,54 2,01  8,69 1,53  7,42 1,76 
Intensive or 
observation 
ward 

181 6,39 2,46  7,18 1,88  8,85 1,22  8,02 1,42 

Occupational 
health care 29 6,59 2,05  7,28 1,93  8,79 1,84  7,67 1,94 

Laboratory or 
imaging 21 5,72 2,73  7,11 1,83  8,67 1,38  7,25 2,27 

Maternity 
clinic 15 7,07 1,87   7,08 1,47   9,33 0,67   8,03 0,88 

Total 3367 6,58 2,33   6,81 1,89   8,77 1,43   7,44 1,74 
             ANOVA (Sig.) 

 0,102  0,000  0,108  0,000 
 

5.1.1. Selected sample: Outpatient clinic nurses 

Outpatient clinic nurses consisted a good-sized sample of 529 individuals. These 

individuals reported living in 149 different municipalities across Finland, which imply 

that a great representation was achieved across the country among various healthcare 

organisations. The sample included respondents among various age groups, albeit 

middle aged individuals were represented relatively most (see Table 7). Kruskal-Wallis 

tests were run in order to examine whether there were differences among the groups, 

but no statistically significant differences were found. 

Table 7 Age distribution of outpatient nurses 

Age n	
25	or	less	 12	
26-35	 86	
36-45	 164	
46-55	 210	
56-64	 56	
65	or	more	 1	
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A substantial majority of the respondents were women while only 19 respondents were 

men. However, this is in line with the general representation of nursing branch, as the 

industry is largely dominated by women and more than 93 percent of nurses in Finland 

are female (Mikkelä, 2013). One concern in this study was to whether a sample so 

dominantly represented by females would be an appropriate sample to represent the 

whole population, as females and males may have different preferences with e.g. 

ambiguity and risk-taking, with also somewhat different influences on their job 

attitudes (Babin & Boles, 1998; Siguaw & Honeycutt, 1995). While possible differences 

cannot completely be ruled out, Wilcoxon rank-sum test indicated this not to be a 

significant issue as no statistical difference was found between males and females. Due 

to the small amount of men in the outpatient nurse sample, the test was also run with 

the whole survey population (n=3232), which included a larger amount of male 

respondents (n=105). Also in this test setting, no statistically significant difference was 

found (For results, see Appendix 3). 

A majority of the respondents expressed to work on public sector, while municipalities 

accounted for most of these employments and government considerably less. 

Additionally, 7 percent of the respondents were employed by private organisations (see 

Table 8). The two other job sector groups, “others” and “foundation”, were small, 

having six and one nurse working in them respectively. The different job sectors 

demonstrated some difference when it comes to EO dimensions and job attitudes. 

However, only one of the four factors, i.e. autonomy, demonstrated statistically 

significant differences. Nurses working on private sector expressed to experience 

significantly more autonomy in their work compared to public sector. Respondents on 

the private sector did also express better job attitudes as well as their work 

environments to be more innovative, although the difference was not statistically 

significant with the sample.  
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Table 8 Kruskal-Wallis test of variation among outpatient nurses working on different job 
sectors 

Variable Job sector N Mean SD SE 95% CI Sig. 
        

Autonomy 

Municipality 468 6.09 2.36 .109 5.87 to 6.30 

.026 Government 15 5.11 2.61 .675 3.66 to 6.56 
Private 39 7.21 1.87 .299 6.60 to 7.81 
Other 6 5.91 2.58 1.05 3.20 to 8.62 

        

Innovativeness 

Municipality 468 6.88 1.79 .083 6.72 to 7.05 

.107 Government 15 6.92 1.76 .455 5.94 to 7.90 
Private 39 7.50 1.89 .303 6.89 to 8.12 
Other 6 6.15 2.20 .901 3.83 to 8.47 

        

Proactiveness 

Municipality 468 8.76 1.50 .069 8.63 to 8.90 

.570 Government 15 9.16 .770 .199 8.74 to 9.59 
Private 39 8.83 1.57 .252 8.32 to 9.34 
Other 6 8.41 1.71 .700 6.61 to 10.2 

        

Job Attitudes 

Municipality 468 7.42 1.66 .077 7.27 to 7.57 

.069 Government 15 6.98 1.62 .420 6.08 to 7.88 
Private 39 7.85 1.59 .255 7.33 to 8.36 
Other 6 6.37 2.82 1.15 3.41 to 9.33 

        Notes: The significance level is .05 and results below the level are bolded. 
  N for group "foundation" was only 1. Thus, calculations could not be performed for the group 

 

5.2. Analysis method 1: Bivariate correlation test 

Bivariate correlation tests are common and effective ways to estimate whether a 

relationship exists between two variables. A correlation between the variables exists if 

an increase in the value of the variable 1 (ex. innovativeness) results to an increase on 

the variable 2, in this case job attitudes. In a similar manner, the correlation can also be 

negative, if a decrease in one variable leads to a decrease in another variable. 

Correlation does always lie between +1 and -1, while both of the extreme values 

demonstrate perfect correlation and the value in between, i.e. zero, would demonstrate 

no correlation at all.  

5.2.1. Pearson’s correlation matrix 

Pearson’s correlation matrix was calculated in order to examine the mutual correlations 

between individual items. Strong intercorrelations were found between a majority of 

the items. It was understood that the correlations could have been inflated as a result of 

the data collection method, which may have contributed to common method 

variance/method biases. In spite of this, the four constructs were clearly identifiable. As 

the constructs were also supported by EFA and subjective reasoning, they were seen 
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strong enough to proceed into analysis. However, it was understood that later attention 

ought to be given to method biases in examining and attempting to controlling for 

them. 

Table 9 Pearson’s correlation matrix 

Variable Mean S.D. N 1. 2. A1 A2 A3 A4 I1 I2 I3 I4 JA1 JA2 JA3 JA4 P1 P2
1.Gender 1.04 .19 529 -
2.	Age 3.41 .96 529 -.02 -
A1 6.09 2.48 529 .01 -.00 -
A2 6.26 2.77 528 .02 -.00 .77 -
A3 6.36 2.67 527 .02 .01 .75 .79 -
A4 5.88 2.51 527 .09* .00 .77 .74 .74 -
I1 6.77 2.38 529 .05 .05 .47 .45 .48 .43 -
I2 6.46 2.27 527 .03 -.06 .52 .50 .51 .51 .59 -
I3 6.61 2.45 523 .00 .00 .50 .51 .50 .46 .54 .62 -
I4 6.72 2.20 526 -.01 -.01 .54 .51 .55 .49 .62 .62 .59 -
JA1 7.30 1.99 528 .04 .01 .46 .45 .45 .41 .48 .55 .51 .68 -
JA2 8.19 1.70 529 .02 .01 .32 .31 .31 .28 .44 .47 .36 .52 .72 -
JA3 7.42 2.01 529 .00 -.01 .57 .54 .52 .51 .48 .58 .49 .61 .68 .62 -
JA4 6.85 2.19 528 -.00 .06 .54 .49 .50 .51 .40 .48 .43 .56 .62 .51 .65 -
P1 9.09 1.51 526 -.00 -.03 .27 .19 .22 .19 .33 .32 .26 .41 .49 .55 .46 .37 -
P2 8.48 1.80 528 -.06 -.01 .30 .23 .26 .23 .44 .42 .39 .45 .51 .55 .47 .41 .65 -
Notes:	All	correlations	of	variables	between	A1	and	P2	are	significant	at	level	≤	p.001
*	≤	p.05  

5.2.2. Scatter plot and visual assessment 

Next, a visual assessment was taken by examining scatter plots (Figure 4). The 

relationships were approximately linear and all of the three EO dimensions appeared to 

have a clear positive correlation with job attitudes. One of the EO dimensions, 

proactiveness, showed rather little variation between the responses, which led to its 

relationship with job attitudes being visually less obscure compared with the other two 

dimensions.  
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Figure 4 Scatter plot graphs demonstrating the hypothesized relationships 

 

5.2.3. Spearman’s correlation test 

First of the analytical methods was a bivariate correlation test, Spearman’s rho6. 

Spearman’s correlation was chosen over Pearson’s, as it is less sensitive to outliers due 

to its ranking mechanism. With Spearman’s method, prior to calculating the 

correlation, all of the responses are transposed by ranking them according to their 

value, after which correlation co-efficient is produced.  

The results, as shown in the Table 10, displayed strong and significant relationships 

between all of the EO dimensions and job attitudes. The strongest relationship was 

found to be with innovativeness (𝑟" = .71), followed by autonomy (𝑟" = .61). Lastly, 

proactiveness’s did also show a strong correlation with job attitudes (𝑟" = .53). When it 

                                                        
6 An abbreviation 𝑟" is used in referring to the correlation coefficient produced by Spearman’s correlation 
test 
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comes to the validity of the measuring instrument, all of the factors demonstrated 

strong internal consistency as measured with Cronbach’s alpha.  

Table 10 Spearman’s correlation coefficient matrix and Cronbach’s alpha 

Spearman's	rho	 N	=	529	
	   

     
 

1.	 2.	 3.	 4.	
1.	Autonomy	 (.93)	

	   2.	Innovativeness	 .62	 (.85)	
	  3.	Proactiveness	 .30	 .54	 (.77)	

	4.	Job	Attitudes	 .61	 .71	 .53	 (.87)	
Notes:	All	correlations	are	significant	with	p	<	.001	level	
Values	in	parentheses	are	Cronbach's	alpha	measuring	internal	consistency	

	

5.3. Analysis method 2: Structural equation modelling 

In addition to bivariate correlation tests, it was decided to proceed with structural 

equation modelling (SEM), as it allows more fully to examine the validity of the 

measurement model as well as model fit. SEM was also performed due to the fact that 

common method variance (CMV) appeared to be a problem in the data. With this issue, 

SEM provides additional means for examining the problem and some tools to control 

for it. SEM begun with confirmatory factor analysis and was followed by path analysis. 

The potential risk of CMV was also examined in both phases. 

5.3.1. Confirmatory factor analysis 

Confirmatory factor analysis (CFA) offers a comprehensive method to test how well 

measured variables represent the latent constructs. CFA differs from EFA in a way that 

it does not have a mechanism to produce a suggestion for a factor structure (Hair et al, 

2014:603). In EFA, this is done as shared factor loadings are observed in the data. In 

CFA, the analysis does not suggest or provide a rendering of appropriate factors found 

in the data, but the researcher must predefine the factors himself together with items 

related with its respective factor. Thus, CFA is merely theory driven and bases on the 

researchers own judgement, while EFA is purely statistical and is based on observed 

correlations found in the data (Hair et al, 2014). In this respect, CFA is a useful tool to 

test the measurement model suggested by EFA, although EFA model also needs to be 

examined theoretically. CFA is useful to test a measurement theory and allows the 

researcher to either “confirm” or “reject” the assumed theory and the measurement 

model (Hair et al, 2014:603). CFA is also different to EFA in a sense that CFA assumes 
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no cross-loadings for measuring variables, while EFA calculates a loading for every 

variable on every measured factor (Hair et al, 2014). 

In this study, EFA also served as a basis for the CFA. Confirmatory factor analysis was 

used to test whether the preconceived theory would provide an adequate model for 

testing of hypotheses in structural models. The first step was about finding the most 

appropriate model. Even though the sample had earlier been narrowed down to 

including only outpatient clinic nurses, I also conducted CFA with the whole survey 

sample, which provided additional evidence to the decision to proceed with the 

narrower sample. It appeared that the outpatient nurse sample provided a significantly 

better model fit compared to the whole survey population sample, as seen below in 

Table 11. Outpatient nurse sample was also the only one to provide an adequate model 

fit measured by the standards described by (Hair et al, 2014:384). Better model fit was 

possibly achieved due outpatient nurses representing a more coherent group, but also 

decreasing the sample size may have been a helpful factor. With large sample sizes, the 

statistical method used during CFA, namely maximum likelihood estimation method, 

becomes increasingly sensitive to detect difference in the sample and thus making it 

also increasingly difficult to reach ideal model fit (Hair et al, 2014:573). 

It is recommended to use multiple fit indices while estimating model fit, as the fit 

indices are affected by the sample size and the complexity of the model. Using only one 

fit indict may also lead to biased and uninformed evaluations. Hair et al (2014) 

instructs using three to four fit indices for reaching adequate evidence for model fit. 

According to their recommendations, I included χ2 value together with degrees of 

freedom, one incremental fit index (CFI) and RMSEA, which can be viewed as an 

absolute fit index and badness-of-fit index. 

Table 11 CFA goodness-of-fit parameters for the various tested models 

Model	 N	 χ2	 df	 p	 CFI	 RMSEA	 χ2/df	

	        Whole	sample,	no	CLF	 3432	 3316	 88	 .000	 .915	 .103	 37.68	
Whole	sample,	with	CLF	 3432	 571	 79	 .000	 .987	 .043	 7.22	
Outpatient	nurses,	no	CLF	 563	 531	 73	 .000	 .914	 .106	 7.28	
Outpatient	nurses,	with	CLF	 563	 183	 61	 .000	 .977	 .060	 3.00	

	        Goodness-of-fit	threshold	
	    

>	.92	 <	.07	 <	3.0	
Notes:	The	model	with	the	best	with	fit	is	bolded 	 	 	
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In addition to testing CFA with the whole sample and the selected sample, the model fit 

was also tested together with a common latent factor (CLF) in both samples. CLF is a 

statistical technique to control for common method variance described in more detail 

below in section 5.3.2. Overall, only one model out of the four, that is to say the 

outpatient nurses with CLF, provided a sufficient model fit. Three of the fit indices, CFI, 

RMSEA and χ2/df reached the expected standards, although p-value was significant. 

While examining the model fit, the researcher strives for an insignificant p-value (Hair 

et al, 2014). However, as the number of observed variables gets higher and sample size 

larger, it becomes increasingly difficult to reach insignificant p-values. Hair et al. 2014 

has proposed that with more than 12 variables and sample size higher of 250, 

significant p-values are expected. Consequently, I found the model fulfilling the 

goodness-of-fit standards also in this regard. 

5.3.2. Effects of common method variance 

Common method variance (CMV) was examined during multiple different phases 

during the analysis and it was found to have a relatively large impact on the strength of 

the relationships. First clues of CMV were found in Harman’s single-factor test as one 

single factor accounted for 54% of total variance found in the sample. Harman’s single-

factor test is used in exploratory factor analysis setting by forcing all of the variables to 

load into one single factor. Traditionally, CMV has been seen as a potential problem if 

one factor explains more than half of the variance in the data. 

Although Harman’s single-factor test is one of the most widely used ways of examining 

the issue of CMV, it has been understood to have major limitations (Podsakoff et al. 

2003). It is claimed to be an insensitive test and even if it signals of a CMV issue, it has 

no methods to statistically control for it. Thus, Podsakoff et al. (2003) recommend 

Harman’s single-factor test to be used merely as a diagnostic technique to estimate 

whether CMV may be an actual problem, but not as the only test to confirm to whether 

CMV is or is not an issue to worry about. To help with this issue, CFA provides 

additional and more rigorous ways of addressing CMV. As the sources of the common 

method biases could not be accurately identified, an approach recommended by 

Podsakoff et al. (2003:898) was used and common latent factor (CLF) was included in 

the model. This resulted into the following test setting as presented in Figure 5: 
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Figure 5 Visual representation of the CFA measurement model together with the CLF 

 

Thereafter, CFA gave indicators that CMV may be a potential concern in the data. 

Firstly, adding a common latent factor absorbed a notable part of the factor loadings. 

For example, prior to adding CLF, the latent construct autonomy had variables with 

strong factor loadings ranging between .50 to .86, but they were deflated down to 

between .40 and .56 as a consequence of including CLF (see Table 12). Further, the 

factor loadings of the four above-mentioned variables were deflated by an average of 

.27, which signals that a substantial part of the internal correlations between the four 



 

 

68 

variables and autonomy had been inflated due to the common method variance. The 

inflating effect of CMV was obvious on other variables as well, although the effect 

appeared not to be quite as severe as with autonomy. Due to the perceived significant 

impact of CMV in the data, it was seen best to keep the CLF in the model for the tests in 

the structural model. In this way, even though CMV was a potential problem in the 

data, there was a pursuit made to control for it. 

Table 12 CFA model variable standardized factor loadings with and without the CLF 

 
Item	

	
Without	CLF	

	
With	CLF	

	   

   
Standardized	Factor	Loading	

	
Δ	

	

Au
to
no

m
y	 A1	

	
.77	

	
.40	

	
0.37	

	A2	
	

.86	
	

.56	
	

0.30	
	A3	

	
.86	

	
.53	

	
0.33	

	A4	
	

.50	
	

.44	
	

0.06	
	         

In
no

va
tiv

en
es
s	 I1	

	
.69	

	
.56	

	
0.13	

	I2	
	

.72	
	

.50	
	

0.22	
	I3	

	
.48	

	
.41	

	
0.07	

	I4	
	

.79	
	

.55	
	

0.24	
	         

Pr
oa

ct
	

P1	
	

.71	
	

.78	
	

-0.07	
	P2	

	
.81	

	
.58	

	
0.23	

	         

Jo
b	
At
tit
ud

e	 JA1	
	

.78	
	

.66	
	

0.12	
	JA2	

	
.64	

	
.84	

	
-0.20	

	JA3	
	

.81	
	

.52	
	

0.29	
	JA4	

	
.70	

	
.45	

	
0.25	

	Notes:	Differences	in	observed	changes	in	factor	loadings	higher	than	.20	are	bolded	
All	factor	loadings	are	significant	on	level	p	≤	.001	

 

Factor loadings were also assessed in terms of convergent validity. Generally, 

individual items are expected to have a factor loading of at least .5 in order to 

demonstrate appropriate convergent validity (Hair et al, 2014:618). Without a few 

borderline exceptions, the factor loadings were well above the standard in the model 

without CLF. Adding the CLF reduced these factor loadings, which means that the 

variables seemed to demonstrate less unique variance, and part of the variation was 

explained due to the CMV. This however, does not explicitly mean that the variables 

under the same construct would not correlate well with each other. Rather, it may be 
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that the variables did not only measure what they were intended to measure or that the 

survey setting resulted into some shared variance in the responses. 

As a consequence of the deflated factor loadings following the addition of the CLF, 

construct validity experienced clear deterioration, as seen below in the Table 13. The 

model without CLF proved adequate construct validity with all indicators with one 

exception, but the model with CLF mostly did not meat the target values. The first test 

without CLF provided suggestions that the amount of variance extracted explained due 

to error variance was within acceptable limits. However, even in the case with CLF, all 

of the factor loadings were statistically significant with the strictest measure (p ≤ .001).  

Table 13 Construct validity results with and without CLF in the CFA models 

    
Construct	validity	

	  
    

Without	CLF	
	

With	CLF	
	  

    
CR	 AVE	

	
CR	 AVE	

	  Autonomy	
	

.84	 .58	
	

.55	 .24	
	  Innovativeness	

	
.77	 .46	

	
.58	 .26	

	  Proactiveness	
	

.73	 .58	
	

.64	 .47	
	  Job	Attitude	

	
.82	 .54	

	
.72	 .41	

	  
           Target	value	

	
>	.70	 >	.50	

	
>.70	 >.50	

	             Note:	Factor	loadings	for	all	variables	are	significant	on	level	p	≤	.001	

5.3.3. Path analysis 

An adequately developed measurement model provides a basis for structural models 

and path analysis. Indeed, CFA is an important preliminary stage prior to path analysis 

as it is essential to have properly built measurement model and model fit before 

structural models can be tested (Hair et al, 2014). Path analysis is the next step after 

CFA, the latter which only provides information about covariance’s between the latent 

constructs, but it does not allow to examine nature of the relationships, while path 

analysis allow us to do that. In practical sense, path analysis allows us to examine 

whether the increase of EO in the workplace will cause or help to bring about improved 

job attitudes. However, causation will always need to be interpreted with great care, 

because a dependent relationship does not automatically mean causation (Hair et al, 

2014:555). For being able to establish a causality, the causal relationship should be part 

of the hypotheses and supported by theory (Hair et al, 2014:555). Path analysis in SEM 

is also advantageous compared to using summated factor scales in multiple regression 
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analysis, as was done with the first method while calculating Spearman’s correlation, 

due to the fact that multiple regression methods do not take into consideration the 

measurement properties related with the latent constructs. In this regard, SEM 

provides a way to include both, measurement and structural model in the same analysis 

and allows the testing of the model fit even with the structural model (Hair et al, 2014). 

 

Due to the fact that CMV was observed as a potential concern in the data, path analysis 

was conducted together with a model including a common latent factor (Figure 6). 

However, while the CLF technique has also limitations, as it may control for something 

else than what is intended (Spector, 2006; Podsakoff, 2003), SEM was also conducted 

with a model not including the CLF (see the latter model in Figure 7). Examining the 

two models also provided a more comprehensive view of SEM outcomes. Additionally, 

it was also decided to include two control variables, age and gender in both models.  

 

In the first SEM model, which included the CLF, two of the hypothesized relationships 

were supported, namely innovativeness and proactiveness (𝛽789	= .28 and .54 

respectively). However, autonomy’s relationship to job attitudes was found to be mildly 

negative, although this finding was not statistically significant (𝛽789 = -.13; p = .09). 

Clear covariance’s also occurred between the EO dimensions, which was also expected 

based on earlier EO studies (e.g. Monsen & Boss, 2009). In this regard, autonomy was 

the only exception, as it did not have a statistically significant relationship with 

proactiveness. The first SEM model demonstrated a good model fit according to the 

guidelines of Hair et al. (2014).  
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Figure 6 SEM results with a model including the common latent factor 

 
 

In the second SEM model, which did not include the CLF, all of the three hypothesized 

relationships were found to be positive and statistically significant (Figure 7). 

Innovativeness and proactiveness demonstrated a moderately strong relationship with 

job attitudes (𝛽":; = .42 and .43 respectively), while autonomy’s relationship was rather 

weak (𝛽":; = .15). The EO dimensions manifested also moderate to strong covariance’s 

with each other. This SEM model expressed weaker model fit than the previously 

presented model including the CLF. While the model fit did not meet the goodness-of-
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fit thresholds presented by Hair et al. (2014; also presented in Table 11), the model fit 

was still seen acceptable for a weaker fitting model. Some researchers have used 

RMSEA ≤.10 as a cut-off value for a poor-fitting model (Kenny, 2015) and the RMSEA 

observed was only marginally higher, being .103. Moreover, non-normal distribution of 

the data can inflate chi-square and absolute measures of fit (Kenny, 2015). As the data 

differed significantly from normal distribution, less strict demands were hold to the 

model in this regard (see Appendix 4). 

 
Figure 7 SEM results without Common Latent Factor 
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5.4. The two-way approach in the analysis 

The analysis was performed with two different statistical approaches: Spearman’s rank-

order correlation and structural equation modelling, while the latter was also 

conducted with and without common latent factor. Both, Spearman’s test and SEM, 

produced results which led to a similar conclusion of all three hypotheses being 

supported, although the SEM model including CLF gave reasons for some reservations 

about accepting the third hypothesis.  

Viewed from the perspective of CLF absorbing such a large part of the effects, it seems 

reasonable to believe that the correlations based on Spearman’s tests could have been 

to some extent inflated as a result of method biases. As to what were the underlying 

mechanisms for this to happen, there are multiple possible alternatives. First, this 

survey was not carried out with neutral academic purposes, but instead, it was 

conducted as a general employee well-being survey administered by a labor union. The 

unions have a duty to advocate for the position of employee’s as what comes to their 

relationship with the employers. Consequently, this relationship may have affected the 

the respondent’s mood and inclinations in responding to the questions. For example, 

this type of a survey may have appeared as a way to demonstrate the individual’s views 

on the job in general and may be affected by biases related to mood states or negative 

and positive affectivity. Moreover, as the survey included plenty of questions in 

multiple areas, the survey may have appeared as too general and lead some 

respondents to not think of the questions properly. Finally, there could have appeared 

common variance due to the fact that a single survey was used in obtaining the data of 

both independent and dependent variables (Podsakoff et al., 2003). 

Notwithstanding of the previously mentioned potential biases, a question also arises to 

whether the CMV problem appears to be more serious issue than it actually is, due to 

the fact that “jobs that are good often are good in several ways, and jobs that are bad 

often are generally bad” (Hackman & Oldham, 1976:273). Could this be also true in 

these workplaces and thus, make this SEM model appear to suffer of CMV more than it 

actually does? Indeed, the seriousness of CMV has also been strongly criticized for 

example by Spector (2006). Although he described human related bias issues to be a 

reality, he also claimed that a common method variance, which automatically affects 

the measured variables with a similar method, is not supported by empirical tests and 

the idea should be discarded as a statistical “urban legend”. Therefore, trying to control 
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for CMV, in most cases, was claimed to result into controlling for something that does 

not even exist (Spector, 2006).  

The true score of the relationships perhaps lie in between these two tests. Spearman’s 

correlation results were probably affected by some method biases and the correlations 

could have been inflated in the process. However, including CLF in the model probably 

did not magically fix this issue and make the data clean from biases. It should also be 

noted that CLF is described to control for only one source of method bias at a time 

(Podsakoff et al, 2003). Therefore, it should also not be expected to be a sufficient tool 

to remove all problems with biases. Consequently, a holistic standpoint was taken while 

evaluating the hypotheses and weight was given to all three correlation coefficients 

calculated in the various tests, that is: 1. Spearman’s rho (𝑟"), 2. SEM model including 

the CLF (𝛽789) and 3. SEM model not including the CLF (𝛽":;). 

5.5. Summary of the findings 

As there were some statistically significant differences found among the nurses working 

on different job roles and departments, it was decided to proceed the analysis with a 

narrower sample, namely with the nurses working on the outpatient clinic. This sample 

also consisted of a relatively large sample size (n=529). The selected sample produced a 

better model fit than the original large sample. The analysis included multiple 

approaches. First, a visual inspection was done by examining the scatter plots. 

Thereupon, the relationships were analysed by using two statistical methods: (a) 

Spearman’s rank-order correlation and (b) structural equation modelling.  

In the first test, all of the EO dimensions demonstrated strong and positive correlations 

with job attitudes. In the second test, the relationships were also positive, although the 

data seemed to have been influenced by common method variance, which appear to 

have inflated the correlations in the first analysis. Consequently, in SEM, statistical 

remedies were taken with an intention to control for CMV, and a common latent factor 

was included in the model. CLF appeared to explain a rather large amount of variance 

in the variables, meaning that a part of the factor loadings diminished as a consequence 

of adding CLF in the model. In a similar manner, relationships in the path analysis 

were affected. The relationship which was seen to be affected most, was the one 

between autonomy and job attitudes. More specifically, autonomy’s relationship with 

job attitudes was weak and statistically non-significant after the inclusion of CLF.  
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It appeared then that hypothesis 1 and hypothesis 2 were supported, as the 

relationships were found to be positive and distinct in all of the analyses. Hypothesis 3 

was strongly supported by the Spearman’s test (𝑟" = .61) and the relationship was also 

positive in the second SEM model (𝛽":; = .15). However, the effects of autonomy items 

were to a large extent deflated following the inclusion of a CLF. Similarly, autonomy’s 

relationship to job attitudes proved to be statistically insignificant in this test setting 

(𝛽789 = -.13; p = .09). While the CLF technique was also understood to have limitations 

regarding to its functionality in controlling for the method biases and as it is also 

claimed to often control for something that does not even exist (Spector, 2006), each of 

the correlation coefficients were given weight in the results interpretation. In addition, 

the fact that autonomy’s relationship to job attitudes has been previously established in 

various literature (e.g. Hackman and Oldham, 1976; Meyer & Allen, 1988) and also in 

the context of nurses (Zangaro and Soeken, 2007), contributed to me resulting into 

taking a conservative view to validity of the CLF influence in this regard. As a result, it 

was concluded that H3 was only partially supported and the outcome must be 

interpreted while realising the risk of the relationship being affected by method biases. 

Table 14 Overview of the results 
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6 DISCUSSION 

In the following, the findings considering the three dimensions will be discussed 

individually, after which a more general discussion will follow while all of the findings 

will be discussed together. 

6.1. Autonomy 

The findings imply that employees in more autonomous organizations express better 

job attitudes. This is in line with many previous studies, which find autonomy, or 

autonomous job qualities, to have a clear impact on employee job satisfaction (e.g. 

Hackman and Oldham, 1976; Hytti et al. 2013) and affective work commitment (e.g. 

Meyer & Allen, 1988; Meyer et al. 2002). Similar positive outcomes are also seen to 

hold among nurses (Zangaro and Soeken, 2007). Thus, autonomy appears to be a 

strategic feature that is valuable for the managers and strategy creators to understand. 

Providing the employees with autonomy can lead to a more interesting work and 

perceptions that the firm trusts the employee’s capabilities and decision-making 

(Giannikis and Nikandrou 2013). Moreover, employee can also experience a higher 

amount of complacency along the road of value creation, as the employee feels that he 

is the one behind the initiative (Hackman & Oldham, 1976). 

Despite of the potential benefits of autonomy, it may also entail certain risks, while the 

employees in autonomous jobs may work ineffectively or end up working with duplicate 

efforts (Dess & Lumpkin, 2005). Therefore, it would be beneficial to understand when 

and to what extent autonomy contributes to the positive outcomes. It may also be that 

employees with a different amount of job experience and self-confidence have different 

preferences when it comes to autonomy. For example, nurses who have long experience 

and have become experts in a field can sometimes wish to have increased amounts of 

autonomy and possibilities within the organization (Decker, 1997). Same could be 

expected of employees working in other fields, such as engineering or business. 

Moreover, it would seem unreasonable to assume that increasing autonomy towards 

infinity would continue to lead to positive employee outcomes in a similar manner. 

Hence it may be that there is an optimal amount of autonomy in terms of the 

employee’s job attitudes and increasing autonomy above this point could cause more 

harm than good. It should also be expected that the optimal amount of autonomy is 
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perhaps not be the same for different types of firms or even different individuals 

working for a same firm. 

6.2. Innovativeness 

Innovativeness was found to have a clear positive relationship with job attitudes, which 

was in line with the expectations (𝑟" = .71; 𝛽789 = .28; 𝛽":; = .42). Employees who 

perceive their workplace to possess more proclivity towards innovativeness appear to 

experience better job attitudes. The exact mechanisms to why this occurs remains out 

of the scope of this study, although some suggestions can be given. 

Innovative organizations, which actively seek ways of improving their services, may 

leave the employees feeling that the firm is ready to reject ineffective or unproductive 

practices in order to replace them with new ones. As the organization appears to value 

progress and improve its practices, the employee may feel appreciation for the 

organization’s will to do so. At the same time, the employee may experience less 

negative feelings as the employee does not experience the organization being reluctant 

of doing such renewals (Zhou et al. 2005). Moreover, innovative firm culture has also 

been seen to contribute into “reinforced excitement or a sense of pride and 

empowerment” (Zhou et al. 2005:1035). In these conditions, the employee can 

experience contentment with his current firm and perceive to be part of success. 

Indeed, employees in innovative firms have been found to express less intentions to 

quit (r = - .22; Monsen & Boss, 2009) and while the previous reasoning is perhaps not 

being the only reason for the lesser intentions to quit, it may be part of it. 

Innovative firms also put high emphasis in allowing the employees to fulfill their 

potential and to work creatively (Ireland, Kuratko & Morris, 2006). This is perhaps 

reflected in higher perceived organisational support and that organization is willing to 

invest in them and cares for the employees needs (Giannikis and Nikandrou, 2013). 

Moreover, in these conditions, the employees can potentially experience positive 

experiences in using and developing their talents. Creative working may also lead to 

finding new and positive discoveries about the employee himself and of his abilities. 

Furthermore, it was reasoned that innovativeness could contribute to higher CJC’s, 

making the job to feel more meaningful. Although this could not be measured in this 

study, there is evidence that self-employed individuals, thus working in entrepreneurial 

work environments, do experience higher CJC’s and this has been seen to explain why 

they are happier with their job than professionals in corporations (Hytti et al., 2013). 
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6.3. Proactiveness 

Of all the three EO dimensions, proactiveness was found to have the most distinct 

relationship with job attitudes (𝑟" = .71; 𝛽789 = .54; 𝛽":; = .43). Proactiveness 

demonstrates that the organization has a strong ambition to be forward-looking and to 

pursue new opportunities (Lumpkin & Dess, 1996). Progressive market approach can 

enhance the employee’s perceptions of the firm being dynamic and successful, leaving 

the employee also more satisfied about his job as well as to develop a sense of pride in 

belonging to the company (Zhou et al. 2005). Moreover, the employee being part in 

pioneering and progressive market pursuits may leave the employee feeling with 

improved perceptions of his industry related know-how and consequently, perceive 

that his value on the job market is good. 

While proactiveness in the workplace is likely to lead into newness in company policies 

and work routines, and thus to additional demands with learning and adaptations from 

the employees, it could be expected that some individuals’ express reluctance for 

change (Jones et al, 2008). However, whether this reluctance ultimately means that the 

employee is overall less happy with the job, does not get support from the observed 

positive relationship between proactiveness and job attitudes. In a similar manner, 

changes in the workplace could be expected to lead into more role ambiguity, but even 

this does not get support from other studies, as proactiveness has been observed to 

have a negative relationship with role ambiguity (r = - .117; Monsen & Boss, 2009). 

Therefore, while firms being proactive in their market approach may also engage in 

activities that are cause resistance or negative feelings from the perspective of the 

employee, it seems that the positive experiences overall exceed the negative ones and 

eventually, makes the proactive firms more enjoyable places to work. The reasons may 

lay in effective strategic entrepreneurship, which may help the employees to overcome 

fears associated with innovations and new business models (Monsen and Boss, 2009). 

6.4. Findings in general 

A pursuit was made to discuss the three dimensions separately as to how they may 

affect job attitudes. In reality however, the EO dimensions do often go hand-in-hand 

and partially influence the emergence of one another (Rauch et al., 2009). For example, 

autonomy provides flexibility for the employees to engage in new pursuits related to 

innovativeness and proactiveness (Lumpkin et al., 2009). Moreover, a proactive firm 

may be seen taking an active role in the market place with innovative products 
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(Lumpkin & Dess, 1996). For this reason, it was somewhat difficult to discuss the 

dimension separately. Despite of the dimensions being connected with each other, the 

fact that firms may be found to possess different combinations of EO dimensions 

(Lumpkin & Dess, 1996), it was thought to be appropriate to study the potential 

outcomes of the three EO dimensions one by one.  This can be further exemplified with 

an argument related to firm performance, which is probably relevant with all of the EO 

dimensions: 

While EO contributes to better firm performance (Rauch et al., 2009) and as employees 

are seen to have to have higher job satisfaction in better performing firms (Whitman et 

al., 2010), it was expected that the employees in entrepreneurial firms would 

experience better job attitudes. In connection with this argument, it also appears that 

innovativeness and proactiveness has an equal importance in explaining improved firm 

performance (Rauch et al., 2009). Although they both seem to have an equally strong 

impact on firm performance, it should also be expected that each firm has a more or 

less unique mix of these two EO traits. Not all proactive firms are necessarily highly 

innovative, e.g., if the firm proactively expands on the market by acquiring another firm 

(Lumpkin & Dess, 1996). Moreover, a firm can also be reasoned to be innovative but 

not proactive if they have developed a technologically advanced product, but lack 

energy and will to lead and capture opportunities in the market. Therefore, discussing 

the dimensions separately provides an opportunity to understand the underlying 

mechanisms to why a specific EO dimension may contribute to firm performance and 

therefore to higher job attitudes. In a similar manner, CJC’s, role ambiguity or any of 

the other potential mediators may be affected by an EO dimension respectively. 

The process of how EO affect job attitudes appears to be complex due to multiple 

possible mechanisms of how his relationship can be affected. Perhaps that is one of the 

reasons why it has not been so extensively addressed in research to this day. It is 

probably also true that the most immediate and important benefit of EO has to do with 

firm performance and not with employee attitudes. However, while entrepreneurial 

strategies are often promoted as a desirable standard for firms and as there seems to be 

reasons to expect employees experience different attitudes in such firms than in 

traditional firms, it is valuable also to understand outcomes of EO also in this regard. 

According to the researcher, the most promising potential mediators of this 

relationship may deal with the nature of the job and the work being more interesting as 

well as potentially less negative emotions experienced on areas of job stress, role 
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ambiguity and psychological contract violation. However, none of these mediators were 

directly measured in this study, which also brings about limitations to making more 

certain conclusions on this matter. 

Innovative and proactive pursuits do also entail some firm related risks, potentially 

resulting into failing projects and even firm bankruptcies, which may also lead into 

certain negative outcomes for the employees, such as grief (Shepherd, Covin & Kuratko, 

2009). A point is raised by Rauch et al. (2009) in that most EO studies apply only on 

surviving firms and do not examine survivor bias. In such a scenario, entrepreneurial 

firms which have failed, are being excluded from the sample. This would result into a 

misrepresentation of the population in the sample, as it would not have a fully realistic 

representation of firms with all potential outcomes. Survivor bias was also not explicitly 

examined in this study. However, the healthcare organisations in this study are 

understood to have faced relatively little threat about bankruptcy as most of them were 

public organisations and backed up by public resources. The sample in the study would 

have however included organisations in which project failures have occurred as a part 

of their entrepreneurial pursuits. Therefore, as bankruptcies should have posed no or 

very little occurrence in Finnish healthcare organisations in general, the sample is 

thought to not have significantly affected by survivor bias.  

 

All in all, the evidence supports the idea that employees in more entrepreneurial firms 

do express better job attitudes than in less entrepreneurial firms. Therefore, it seems 

that EO is not only good for the firm, but also for the employees. This conclusion is in 

line with previous studies on the subject, which have found employees in 

entrepreneurial firms to express better job satisfaction, affective work commitment, 

less negative experiences due to psychological contract violation (Giannikis & 

Nikandrou, 2013), less role ambiguity and less intention to quit (Monsen & Boss, 

2009). EO has also been seen to potentially contribute into a “sense of empowerment” 

among the employees (De Clercq & Rius, 2007). It remains difficult to say which EO 

dimension may have the strongest impact on job attitudes, as the methods were 

perceived to have limitations and biases could have influenced the results to a certain 

degree. 

The results of this study have probably been influenced by cultural and socio-

economical factors related to Finland. Based on the findings of Benz and Frey (2008), it 

was expected that the employees, in a country which is part of the developed countries 
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and where people are found to have a relatively strong financial well-being, would put 

high amount of importance on the work being interesting and to the opportunities to 

influence their work. This may have been one of the underlying reasons which affected 

the positive relationship of EO and job attitudes. In a similar manner, it may be one 

reasons why the results would perhaps not be identical among different countries and 

cultures. Along the same lines, Hytti et al. (2013) concluded in their study that in the 

context of Nordic welfare state professionals are found to appreciate work which has 

“entrepreneurial characteristics”, such as autonomy, task significance and task 

variety. Moreover, an employee who feels that his autonomy is being limited as well as 

feeling monitored and controlled, may end up feeling lower job satisfaction (Hytti et al., 

2013).  

Thus, the evidence indicates that firms could promote entrepreneurial strategies also 

from the employee’s perspective. This is also taken into account in some Finnish 

healthcare organizations. For example, HUS, in their group strategy (2011), describes 

internal entrepreneurship as a model that is seen to improve the employees job 

commitment and work motivation. Moreover, it is supposed to provide the employees 

with opportunities towards proactive working. In such conditions “change” should 

appear as an opportunity for the employees (HUS, 2011:23).  

6.5. Managerial implications 

While cost cutting and downsizing has been much used during the previous years to 

improve companies’ profitability and performance, it can only get you so far. The 

companies will also need to be able to innovate and to create new in order to increase 

their sales and to reach into new markets. To assist in this purpose, many companies 

have been committing to being more entrepreneurial (Shepherd et al., 2009). In this 

regard, firm Entrepreneurial Orientation (EO) has been found to be of a positive 

influence for company’s performance (Rauch et al., 2009). However, EO’s non-

financial outcomes have been considered to a lesser degree. As entrepreneurship is also 

associated with some potential challenges, such as failure (Shepherd, Covin & Kuratko, 

2009), ambiguity and stress (Schindehutte, Morris, & Allen, 2006), it is valuable to 

consider whether corporate entrepreneurship comes with a cost, by having undesired 

consequences in regard of employee’s work experiences and their job attitudes.  

However, the results indicate that employees have more to win than to lose in this 

regard. In this thesis, as well as in the few similar studies conducted before (Monsen & 
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Boss, 2009; Giannikis & Nikandrou, 2013), EO was found to have an overall positive 

relationship with employee job attitudes. That is encouraging piece of information for 

strategy designers and managers who seek to incorporate entrepreneurship into the 

organization’s strategy. EO appears not only to improve the firm performance, but also 

positively influence the work environment and to make the firm to a more favorable 

workplace. It seems that employees in entrepreneurial firms experience the work to be 

more interesting, engaging and meaningful, as well as end up having more personal 

attachment to the firm. The employees also seem to perceive entrepreneurial firms 

being successful, making them more preferable places to have a working relationship 

with. Moreover, entrepreneurial HRM practices are also seen to be preferable to the 

employees as their work related expectations are more likely to be fulfilled (Giannikis 

and Nikandrou, 2013). 

Some have seen role ambiguity as the most relevant aspect of role stress within the 

context of strategic entrepreneurship (Monsen and Boss, 2009). However, effective 

entrepreneurial leadership is understood to be a successful remedy in reducing 

ambiguity, in as much that entrepreneurial organizations appear to leave the employees 

ultimately feeling less ambiguity (Monsen and Boss, 2009). This adds value to the 

proposed positive outcomes of corporate entrepreneurship, but also poses a demand 

for having skillful leadership practices. It is important for the managers and strategy 

makers to be aware how entrepreneurial strategies affect the employees, so that they 

can effectively take it into account in leadership practices (Monsen and Boss, 2009).  

The fact that entrepreneurship entails some business risks, such as ineffective or 

duplicate working efforts following autonomy (Dess & Lumpkin, 2005), or failing 

initiatives as a result of risk-taking, even more emphasis needs to be given for the need 

of skillful management. For example, it has been suggested that entrepreneurial firms 

should aim to have an appropriate balance between patience and tolerance for 

autonomous groups and their pursuits, some of which fail and need to be eliminated in 

their right time (Dess & Lumpkin, 2005). Moreover, individual level risk-taking can be 

transformed into firm-level risk-taking, which can also help to reduce with fears 

(Monsen & Boss, 2009).  

Moreover, autonomy can lead into insecurity or “fear of unknown”, as an employee may 

not be confident in completing a specific task skilfully by relying in his own experience 

and judgement (Skår, 2009). In nursing context, such a challenge can be described as 

follows: 
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“A challenge to develop the nursing profession further is not only connected to gaining authority 
of positions, but also to the fact that individual nurses, in spite of some years of work experience, 
could choose to avoid situations of especially importance for holistic patient care because they do 
not dare to grasp the situations. Thus, an important part of workplace training should be to focus 
on the individual nurses’ experiences in such situations.” (Skår, 2009:2232) 

Also with this challenge, workplace training as a part of effective entrepreneurial 

leadership can be in a key role to reduce insecurity. Although leadership has an 

important role in helping employees to cope in such situations, attention should also be 

given to recruiting the right types of individuals into some entrepreneurial jobs in the 

first place. Some individuals are more tolerant to ambiguity to start with. It has been 

suggested that individuals who are high in core-self evaluations can be particularly 

valuable for organisations with low hierarchy and higher flexibility (Judge & 

Kammeyer-Mueller, 2011). Individuals with high confidence in their abilities appear to 

have superior skills to deal with organisational change as well as do better with 

boundaryless careers (Judge & Kammeyer-Mueller, 2011).  Consequently, 

entrepreneurial firms may also find individuals with high core-self evaluations to be 

especially suitable.  

6.6. Limitations of the method and recommendations for further research 

This study has also various limitations. First, the studied industry, healthcare, which 

can and many times is also managed with entrepreneurial strategies, is perhaps 

somewhat different than many other industries, especially as most of the Finnish 

healthcare organisations employing nurses are public. When viewed from firm 

performance perspective, EO may also be more relevant in high-tech industries 

compared to other industries, as EO-performance correlation is seen to be significantly 

higher for high-tech firms than for other types of firms (Rauch et al. 2009). Therefore, 

it would be interesting to examine whether similar results can be found within other 

industries outside of healthcare. In addition, there may also be a difference in the types 

of individuals seeking employment within various industries. It may be that employees 

with preferences towards “safer” jobs, e.g. of those with less amount of ambiguity and 

risks, have a relatively higher tendency to seek employment on healthcare industry. On 

the contrary, more “adventurous or entrepreneurial individuals” could perhaps be 

found to seek employment on high-tech firms. As different types of individuals have 

also differences to the degree that they tolerate certain challenges that characterizes 

entrepreneurial environments (Judge & Kammeyer-Mueller, 2011), it should be 

expected that there are valuable insights to be learned from studying other industries as 

well. 
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EO dimensions: When it comes to the three EO dimensions included in the study, I find 

all of the three being potentially relevant dimensions in this type of a study. However, 

the two other EO dimensions, risk-taking and competitive aggressiveness, I find 

potentially relevant as well, especially if the study was dealing with high-tech firms. 

Risk-taking, which I reasoned to be less relevant within Finnish healthcare sector, is in 

general an important EO dimension within various industries (Rauch et al., 2009). 

Firms engagement in risky initiatives may potentially also have outcomes on employee 

level, such as stress or fear of failure (Shepherd et al., 2009). But on the positive side, 

risk-taking is associated with higher firm performance, and perhaps, it may assist in 

transferring individual level risk-taking towards firm-level risk-taking, which could 

have positive effects on managing employee’s feelings with fears and uncertainty 

(Monsen & Boss, 2009). Competitive aggressiveness may potentially also influence 

employee’s perceptions of the firm. These types of firms may be found to put high 

amounts of resources to marketing, product/service quality and manufacturing 

(Lumpkin & Dess, 1996), and thus provide the employee with a feeling that the firm is 

full of vitally and performing well, ultimately improving his attachment towards the 

firm. Consequently, I would find it reasonable to study all of the five EO dimensions in 

this type of a study. 

Method biases: Examination of method biases indicated that the data seem to have 

been affected by biases to some degree. However, it was difficult to reach reliable 

conclusions on the type and strength of these biases. Common latent factor technique 

was used in a pursuit to control for the biases, but this technique was believed to be 

insufficient on its own. The fact that CLF has been claimed to control for something 

that does not exist (Spector, 2006) and that “jobs that are good are often good in 

several ways” (Hackman & Oldham, 1976:273), reinforced the idea that the impact of 

CLF needed to be interpreted with care. Consequently, it would be valuable to pay 

attention to ex ante approaches in controlling for method biases. In practice, I would 

find it advisable to collect the data on the dependent and independent variables from 

two different sources. More specifically, EO could be assessed by surveying the 

leadership of the firm and job attitudes by surveying the employees. 

Unit of analysis: In this study, an organizations tendency towards entrepreneurship 

was assessed by examining the employee’s perceptions on the matter. An organization 

could however, be entrepreneurial even if a specific individual does not perceive it to be 

so. It has also been noted that employees report firm’s EO to be lower than what 
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managers report (Monsen & Boss, 2009). Perhaps an employee who himself is “little 

entrepreneurial”, has low interest in the subjects of autonomy, innovativeness and 

proactiveness, and would report these traits to be rather low in the firm. In reality 

however, it is possible that the management may actually be positive towards 

entrepreneurship. In contrast, some employees could also believe that their firm is 

entrepreneurial, but in practice, the management may still be too “focused in the past” 

and fail to understand the value of proceeding with risky ideas (Steve Blank, 2014). 

Hence, it is essential to be aware that measuring an individual’s perception’s of firm EO 

may not give a true picture of the situation. All things considered, it may be that firm’s 

entrepreneurial tendencies are more accurately measured by assessing the leaders. 

When it comes to employee job attitudes, they are being naturally studied by surveying 

the employee’s attitudes. An additional way to improve reliability in this context would 

be to survey a few leaders in the same firm in order to calculate an average score for the 

EO dimensions.  

Questions used in the survey: The survey questions may be limited as to how what 

degree they truly manage to represent the nature of EO dimensions. Perhaps they 

manage to capture information about the constructs only partly. However, a studious 

effort was made in selecting the most appropriate questions to represent each 

construct. By assessing the face validity of the constructs, autonomy was understood to 

have a fairly appropriate set of questions. Job attitudes was also believed to have a 

proper set of items, although ideally job satisfaction and affective commitment would 

have been measured under two separate constructs. When it comes to innovativeness, 

the questions were also seen to be satisfactory, although it would be ideal to have a 

question asking about how prevalent and dramatic changes have been in the 

development.  The weakest of the constructs was believed to be proactiveness which 

had only two survey items. These two items probably also managed to capture only 

partly the embodiment of proactiveness. In a better scenario, there would be a few 

more questions, which would help to capture information on how the organization aims 

to deal with competition and to how much emphasis they put on being a leader on the 

market rather than being a follower.  

There exist previously developed well established scales, which I believe to be suitable 

for this type of a study. For measuring EO, Miller/Covin and Slevin scale (1989), is 

perhaps the most commonly used, while the scale together with its variants is seen to 

have been continuously used to bring forth new theoretically interesting findings 
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(Covin & Wales, 2011). While this scale does not include questions for autonomy, there 

are later developments made to complement the scale with autonomy items (e.g. 

Lumpkin et al., 2009). When it comes to employee job attitudes, there are also various 

strong and appropriate scales that could be used, such as Myer and Allen (1990) 

measuring affective commitment and Thompson and Phua (2012) to measure job 

satisfaction. The benefit for using previously tested and well established scales is that it 

could be possible to measure job satisfaction and affective organisational commitment 

individually. Moreover, an appropriate set of items is important while trying to achieve 

a good model fit (Hair et al., 2014) and decreasing the risk with common method 

variance (Chang et al., 2010). 

Mediators: Including and measuring mediators would also be useful in providing more 

detailed findings. As improved CJC’s have been found to explain higher job attitudes of 

entrepreneurs compared to other professionals (e.g. Hytti et al., 2013; Schjoedt, 2009), 

it would be interesting to measure whether corporate entrepreneurship would also lead 

to increases on CJC’s. In addition, it would be interesting to examine more fully to 

which extent job stress, role ambiguity, psychological contract violation and 

perceptions of firm performance may mediate the relationship between EO and job 

attitudes. 
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7 CONCLUSIONS 

This paper aimed to study job attitudes of employees in entrepreneurial work 

environments. Firm entrepreneurship was discussed from the perspective of 

entrepreneurial orientation, which is often discussed in the context of strategy and 

enhanced firm performance (Rauch et al., 2009). It appears that employees in firms 

which are more entrepreneurially oriented report better job attitudes. This thesis could 

not empirically confirm the underlying mechanisms for this event, but various 

literature was examined as to provide possible causes for this. First, it may be that 

entrepreneurial managers do well in helping the employees to cope with ambiguity and 

fears related to change and development activities (Monsen & Boss, 2009). Second, a 

more entrepreneurial work environment may contribute to an increased amount of 

experiences on core job characteristics (cf. Hytti et al., 2013; Schjoedt, 2009), which are 

experienced positively by the employee. This ultimately leads to the employees deriving 

more meaning and satisfaction in their work (Hackman & Oldman, 1976). Third, as 

entrepreneurial firms manifest high firm performance, the employees may feel that the 

company is full of vitality and consequently, grow a sense of pride in being part of the 

firm (Zhou et al. 2005; see also Meyer & Allen, 1991). 

Entrepreneurial orientation is a valuable strategic setting for companies, as it can help 

the firms to compete and to grow on increasingly demanding and complex business 

environment (Ribeiro-Soriano & Urbano, 2010). As the employees also seem to 

respond positively to this strategic inclination, the managers and strategy designers can 

design and execute entrepreneurial strategies with more confidence. Thus, it seems that 

entrepreneurial orientation is not only good for the firm, but also for the employees. 

Hence, there seems to be additional evidence for organizations to adopt more 

entrepreneurial strategies. This can be seen particularly relevant in Western countries, 

where individuals already enjoy a relatively good economical well-being and a higher 

amount of importance is put towards the work being interesting and also, being able to 

influence their work (Benz & Frey, 2008). 

This thesis contributes to existing literature in two ways. First, it provides an additional 

empirical analysis on the relationship of EO to job attitudes in a specific culture and 

industry (i.e. within nursing in Finland). Second, this paper provides extensive 

hypothesising on several potential suggestions on what may mediate the relationship 

between EO and employee job attitudes. 
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SVENSK SAMMANFATTNING 

Attityder till arbetet i entreprenöriella arbetsmiljöer 
 

Introduktion 

I affärsvärlden är det vanligt att företag möts av kontinuerligt press med avseende på 

att kunna tillfredsställa kundernas efterfrågan. Samtidigt är det vanligt att efterfrågan 

förändras, till exempel som en följd av nya innovationer eller trender. Företag som 

lyckas anpassa sig till förändringar på marknaden, har starkare utgångspunkter att 

förbli ekonomiskt lönsamma samt klara konkurrensen med andra företag. Detta är en 

av orsakerna till att flera företag strävar efter att hålla sin strategi i en form som främjar 

företagets konkurrensförmåga. Inom den vetenskapliga litteraturen har det hävdats att 

företag som är benägna att vara ”entreprenöriella” har några av de viktigaste 

drivkrafterna mot allmän framgång och tillväxt (Kraus, 2013). Företag som är 

entreprenöriella är aktiva i fråga om produkt eller marknad innovationer, samt är i viss 

mån villiga att delta i riskabla initiativ för att kunna komma upp med nya innovationer 

innan deras konkurrenter gör det (Miller, 1983). Entreprenöriella företag har funnits 

ha värdefull nytta med tanke på företagets prestationsnivå (Horsby et al., 2009) och 

ekonomiska resultat (Rauch et al., 2009).  

 

Problemområde, syfte och forskningsfrågor 

Trots att entreprenöriella företag har visat sig avnjuta bättre finansiell utveckling 

(Rauch et al., 2009), kan det förväntas att ett entreprenöriellt agerande också har andra 

samtidiga influenser inom ett företag (Hughes och Morgan, 2007). Entreprenörskap 

omfattar avvikelser från tidigare rutiner, affärsmodeller samt arbetsmiljöer (Kuratko et 

al., 2014) och arbetet i en entreprenöriell omgivning har associerats med högre 

arbetsintensifiering (Godard, 2001) och jobbstress (Monsen och Boss, 2009; Ramsey et 

al., 2000), vilket leder logiskt till en förmodan att entreprenöriella strategier kan föra 

med sig utmaningar till de anställda samt påverka deras attityder till arbetet (Giannikis 

och Nikandrou, 2013). I motsats till detta har entreprenöriellt arbete också hanterats i 

en positiv bemärkelse. De anställda i de entreprenöriella organisationerna har uttryckt 

positiva känslor till exempel på grund av att de får delta mera i beslutsfattande 

(Giannikis och Nikandrou, 2013), uppleva mera variation och meningsfullhet i arbetet 

(Hytti et al., 2013) samt få positivt stöd från transformativt ledarskap (Monsen och 

Boss, 2009). På grund av att arbetet i en entreprenöriell arbetsmiljö har tolkats på två 

motsatta sätt, i en negativ och i en positiv bemärkelse, tycker jag att det är intressant att 
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undersöka mera noggrant hur entreprenöriella strategier faktiskt påverkar 

arbetstagarens arbetsrelaterade attityder. Detta förhållande har i viss mån forskats 

tidigare (t.ex. Monsen och Boss, 2009; Giannikis och Nikandrou, 2013), men ämnet har 

ännu studerats relativt litet.  

 

Syftet med denna studie är alltså att undersöka hur en entreprenöriell arbetsmiljö 

påverkar arbetstagarens inställningar till arbetet. Attityder behandlas ur två 

emotionella perspektiv, dvs. arbetstillfredsställelse och känslomässigt organisatoriskt 

engagemang. I den empiriska delen slås dessa två dimensioner ihop under ett 

gemensamt begrepp, vilket kallas attityder till arbetet. Därmed kan två 

forskningsfrågor presenteras: 

1. Hur påverkar den entreprenöriella arbetsmiljön arbetstagarens 

arbetstillfredsställelse? 

2. Hur påverkar den entreprenöriella arbetsmiljön arbetstagarens känslomässiga 

organisatoriska engagemang? 

 

Studiens styrkor och avgränsningar 

I denna studie är stickprovet mycket stort (n = 3456) och det omfattar personer i olika 

slags organisationer och från olika delar av Finland. Stickprovets storlek möjliggör 

djupgående och mångsidiga statistiska test och kan hjälpa till att nå statistiskt 

signifikanta resultat. Dock har denna studie också sina begränsningar. Stickprovet 

omfattas enbart av personer som arbetar inom den finska hälsovårdsbranschen, vilket 

är på många sätt relevant med tanke på entreprenöriell strategisk orientering, men 

samtidigt skiljer branschen sig från andra branscher på flera sätt, såsom finansiering 

och organisatoriska strukturer (McCleary, Rivers och Schneller, 2006). Dessutom är en 

stor del av de inkluderade finska hälsovårdsorganisationerna offentligt ägda, vilket kan 

påverka hurdana värden och ambitioner de har. Därför måste dessa resultat också 

tolkas med försiktighet.  

 

Teoretisk referensram 

Entreprenörskap inom etablerade företag 

Ett av de starkaste etablerade begreppen som används för att redogöra för och mäta 

företagets entreprenöriella verksamhet är så kallad entreprenöriell orientering 

(förkortas som EO; Wales, Monsen och McKelvie, 2011). Begreppet EO omfattar 

företagets tendens till aktivitet inom fem dimensioner: innovativitet, proaktivitet, 

risktagande, autonomi samt konkurrensbetonad aggressivitet. Innovativitet förklarar 
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företagets benägenhet till experimenterande, nya idéer och kreativa processer, vilka är 

ett sätt att utveckla nya produkter, tjänster samt teknologiska processer (Lumpkin och 

Dess, 1996). När det kommer till proaktiva företag, kännetecknas de av strävan att 

upptäcka möjligheter på marknaden, samt av ett framåtriktat perspektiv i syfte att 

kunna lansera nya produkter eller tjänster före konkurrenterna (Rauch et al., 2009). 

Företag som karakteriseras av autonomi, ger möjlighet till arbetstagarna att vara 

självstyrande, fatta egna beslut och arbeta med sina egna idéer vilka uppfattas som 

något slags affärsmöjligheter (Lumpkin och Dess, 1996). De två andra EO-

dimensionerna, dvs. risktagande och konkurrensbetonad aggressivitet, ingick inte i 

denna studie för enkelhetens skull, samt på grund av deras tänkbart mindre betydelse 

för organisationer inom hälsovård.  

 

De olika EO-dimensionerna har visat sig ha en stark korrelation med varandra (Rauch 

et al., 2009). Dessutom kan de på flera sätt medverka med varandra, t.ex. autonomi 

kan leda till att de anställda kommer med innovativa eller proaktiva initiativ. Dock 

finns det också vissa orsaker till varför de kan variera individuellt. Det kan påstås att 

alla innovativa företag inte är speciellt risktagande. Ett företag kan också proaktivt 

expandera på marknaden utan av vara speciellt innovativt, t.ex. genom ett företagsköp 

(Lumpkin och Dess, 1996). Av dessa anledningar bestämdes det också att hantera EO 

som ett flerdimensionellt begrepp och de tre dimensionerna diskuterades var för sig. 

 

Entreprenörskap har också beskrivits som relevant inom hälsovårdsbranschen, bland 

annat av orsaken att branschen karakteriseras av flera entreprenöriella drivkrafter 

(eng. drivers of entrepreneurship), såsom snabb tillväxt av ny kunskap, förändringar i 

kundernas uppfattningar, förändringar inom industrin och marknadsstruktur, 

processförbättring samt det oväntade (Moore och Coddington, 1999; McCleary, Rivers 

och Schneller, 2006). Dessutom har betydelsen av autonomin också fått 

uppmärksamhet i sjuksköterskornas arbete (Skår, 2009).   

 

Arbetstillfredsställelse 

Arbetstillfredsställelse är bland de mest undersökta variablerna inom organisatorisk 

psykologi (Visser och Coetzee, 2005). En allmänt använd definition av begreppet är att 

den är ett ”njutbart eller ett positivt känslotillstånd som en följd av utvärderingen eller 

bedömningen av sitt jobb eller sina jobberfarenheter” (Locke 1976:1304, egen 

översättning). Flera studier har också diskuterat orsakerna till arbetstillfredsställelsen, 

vilka kan vara inflytande som kommer från personlighet, kultur eller arbetssituation 
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(Saari och Judge, 2004). Områden som har den största påverkan på 

arbetstillfredsställelsen har ansetts vara själva arbetet och arbetsmiljön (Judge och 

Church, 2000 citerad i Saari och Judge, 2004). Detta indikerar också att det borde vara 

bland de största prioriteterna för ledarna som önskar att göra arbetet tillfredställande 

för de anställda att göra arbetet utmanande och intressant (Saari och Judge, 2004).     

Hackman och Oldham (1976) presenterade en modell som beskriver hur de anställda 

påverkas av sina arbetserfarenheter. Modellen presenterar fem egenskaper på arbetet, 

som påverkar hur en medarbetare upplever sitt arbete: (1) variation av färdigheter, (2) 

uppgiftens identitet, (3) uppgiftens betydelse, (4) autonomi och (5) feedback. En 

person som har erfarenheter inom dessa egenskaper upplever detta som positivt, vilket 

i sin tur leder till bättre arbetstillfredsställelse. Variationen av färdigheter handlar om 

mängden av kunskap som personer använder medan de utför sitt arbete. Uppgiftens 

identitet beskriver en situation då en individ utför en arbetsuppgift från början till slut, 

istället av att utföra bara en del av uppgiften. Uppgiftens betydelse upplevs då 

arbetsinsatsen tydligt påverkar andra inom eller utanför organisationen. Upplevelser 

inom dessa tre områden bidrar till att arbetstagaren känner arbetet som mera 

meningsfullt, och följaktligen känner mera tillfredställelse. Autonomi anses bidra till 

att personer känner mera ansvar för resultatet av sitt arbete. Slutligen påverkas också 

arbetstagaren positivt av att få feedback, det vill säga direkt och tydlig information om 

sina arbetsinsatser. 

Utöver dessa nämnda mekanismer bakom de positiva erfarenheterna angående 

arbetstillfredsställelsen, kan den också påverkas negativt till exempel av jobbstress 

(Zangaro och Soeken, 2007), rolltvetydighet (Abramis, 1994) samt uppfattningar om 

brott mot psykologiska kontrakt (Robinson och Rousseau, 1994). Psykologiska kontrakt 

handlar om löften om framtida belöningar (t.ex. lön eller befordran), vilka den 

anställda förväntar att erhålla i utbyte mot ett bidrag, såsom hårt arbete. Psykologiska 

kontrakt skrivs inte på papper, utan de karakteriseras av subjektiva tolkningar och 

trosuppfattningar (Robinson och Rousseau, 1994).   

 

Organisatoriskt engagemang 

Generellt sett beskriver organisatoriskt engagemang personens mentala tillstånd som 

(1) karakteriserar relationen med en organisation och (2) styr individens val att 

antingen avbryta eller fortsätta sitt medlemskap i organisationen (Meyer och Allen, 

1991). Organisatoriskt engagemang påverkar således individens beteende och ger en 
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känsla av ett psykologiskt band gentemot agerande (Meyer och Herscovitch, 2001). Ett 

av de mest etablerade begreppen om organisatoriskt engagemang framställdes av 

Meyer och Allen (1991), vilka beskrev engagemanget som flerdimensionellt på tre olika 

nivåer, dvs. på den känslomässiga, varaktiga och normativa dimensionen (eng. 

affective, continuance and normative commitment; Meyer och Herscovitch, 2001; 

Cohen, 2007). Dimensionen som har befunnits vara starkast påverkad av 

arbetserfarenheter är det känslomässiga engagemanget (Meyer et al., 2002). Dessutom 

är det känslomässiga engagemanget också den viktigaste att främja av de tre (Meyer 

och Herscovitch, 2001). Följaktligen fokuseras i denna avhandling också endast denna 

dimension. 

 

Det känslomässiga engagemanget har beskrivits som en emotionell tillgivenhet, 

identifikation samt deltagande i organisationen. Personer som karakteriseras av ett 

starkt känslomässigt organisatoriskt engagemang stannar i en organisation av orsaken 

att de själva vill detta (Meyer och Allen, 1991). En av de starkaste föregångarna till 

känslomässigt engagemang har ansetts vara organisatoriskt stöd (Meyer et al., 2002). 

Dessutom kan det påverkas på andra sätt, bland annat av rolltvetydighet (Meyer et al. 

2002), autonomi (DeCotiis och Summers, 1987), möjlighet till personligt uttryck, 

utmanande arbetsuppgifter (Meyer och Allen, 1988) och personens personliga 

betydelse för organisationen (Steers, 1977). Det förutsätts att en anställd som har 

positiva upplevelser i arbetet, värdesätter dessa erfarenheter och även förväntar sig att 

de kommer att fortsätta i framtiden, vilket leder till att hon eller han känner mera 

känslomässigt organisatoriskt engagemang (Giannikis och Nikandrou, 2013; Meyer och 

Allen, 1991). 

 

Hypoteserna 

Arbetet i ett entreprenöriellt sammanhang har ”karakteriserats i termer av toppar och 

dalar, eller i perioder av relativt högt tryck, stress, osäkerhet, tvetydighet samt perioder 

av relativ stabilitet och förutsägbarhet” (Schindehutte, Morris, och Allen, 2006:349, 

egen översättning). Dessutom är EO inte bara en extern signal för att ge en viss bild av 

företaget på marknaden, utan något som har ett internt inflytande, vilket påverkar 

policy och praxis inom bolaget (De Clercq och Rius, 2007). Då en arbetstagare förstås 

ha olika slags arbetsrelaterade erfarenheter i mera entreprenöriella företag än i mindre 

entreprenöriella, antas det också att arbetstagaren skiljer sig i attityd till dessa 

arbetsmiljöer. Följaktligen antas det att en skillnad finns till hur arbetstagarens 
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attityder uppträder i företag som representerar EO på olika nivåer. I följande figur 

visualiseras det på hur EO kan påverka arbetstagarens inställningar på olika sätt: 

 
EO-dimensionernas möjliga inverkan på arbetstagarens attityder till arbetet 

 
 

Teori från olika typer av litteratur kombineras för att kunna koppla ihop 

arbetserfarenheter i entreprenöriella företag med arbetstagarens attityder. Dessutom 

används empiriska observationer från olika studier som var en del av motiveringen. I 

detta sammanhang fastställdes tre hypoteser och alla tre EO-dimensioner antogs ha ett 

positivt samband med arbetstagarens attityder till arbetet. 

 

Innovativitet: Man har påstått att innovativa arbetsplatser lägger en relativt stort vikt 

vid att stödja de anställda med att kunna nå sin potential samt att arbeta kreativt 

(Ireland, Kuratko och Morris, 2006).  Då arbetstagarna uppmuntras att vara kreativa 

och experimentera, är det logiskt att anta att de upplever mera variation av 

färdigheter. Dessutom kan en anställd, som uppmuntras att bidra med sina egna idéer, 

förväntas att uppleva mera uppgiftens betydelse.  Som Hackman och Oldham (1976) 

påstod, borde båda dessa händelser leda till att arbetet känns mera meningsfullt och 

mera tillfredställande.  

 

Det har också visat sig att de anställda inom innovativa företagskulturer känner mindre 

negativa känslor genom avbrytning av psykologiska kontrakt, då progressiv 

företagspolicy (t.ex. tolerans för fel, prestationsbedömningar) skyddar dem mot detta 

(Giannikis och Nikandrou, 2013). Innovativitet har också kopplats till företagets bättre 

prestationsförmåga (Rauch et al., 2009), vilket ger en möjlighet för positiva känslor då 
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de anställda kan känna att deras företag är blomstrande (Y. Wei et al., 2013) och ”full 

av livskraft” (Zhou et al., 2005). Slutligen har de anställda inom innovativa företag setts 

uppleva relativt mycket organisatoriskt stöd, som ger en känsla av att organisationen 

bryr sig om personen, vilket bidrar till känslomässigt organisatoriskt engagemang 

(Giannikis och Nikandrou, 2013). Som ett resultat av dessa förutsättningar föreslås 

följande hypotes: 

 

Hypotes 1: Arbetstagarens uppfattning om företagets tendens mot innovativitet har 

ett positivt samband med attityder till arbetet. 

 

Proaktivitet: Proaktiva företag, som är snarare ledare på marknaden än följare, kan ses 

försöka göra saker på ett nytt sätt (Lumpkin och Dess, 1996), vilket också i sig innebär 

förändringar i företagets policy, rutiner, utrusning eller vanor. Sådana förändringar 

möts inte alltid positivt, utan också ibland med motstånd, vilket kan leda till mera 

tryck, stress och osäkerhet (Jones et al, 2008). Trots detta påpekar vissa studier att 

företagets proaktivitet har en negativ korrelation med arbetstagarens rolltvetydighet 

och stress (Monsen och Boss, 2009). Detta beror möjligtvis på att förändringen också 

kan ses som ett tecken på framsteg (Jones et al., 2008) eller att effektiva 

entreprenöriell ledarskapspraxis ger nyttigt organisatoriskt stöd (Monsen och Boss, 

2009). Därutöver förväntas att proaktiva företag skapar mekanismer för utbyte av ny 

information och nya idéer inom företag (Kanter, 1983), vilka kan bidra till att de 

anställda upplever mera variation av idéer och uppgiftens betydelse.  

 

Då proaktiva företag är mera benägna att prova på nya marknadsmöjligheter med nya 

produkter antas att arbetstagarna också upplever att ledarskapet är relativt 

transformativt, av den orsaken att det är ledarna som har ansvaret för att forma och 

kommunicera den entreprenöriella strategiska visionen till de anställda (Kuratko, 

Horsnby och Bishop, 2005). Transformativt ledarskap, vilket kan bidra bland annat till 

att medarbetare blir inspirerade, har observerats vara en signifikant föregångare för det 

känslomässiga organisatoriska engagemanget (Meyer et al., 2002). Entreprenöriella 

ledare har till exempel beskrivits att inspirera andra att tänka på deras arbete på nya 

sätt (Pearce II et al., 1997), vilket också i vissa fall kan göra att arbetet känns positivt 

mera krävande (Meyer och Allen, 1988). Den andra hypotesen är således följande: 

 

Hypotes 2: Arbetstagarens uppfattning om företagets tendens mot proaktivitet har 

ett positivt samband med attityder till arbetet. 
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Autonomi 

Autonomi har utforskats från arbetstagarens perspektiv relativt mycket jämfört med de 

andra EO-dimensionerna. I Hackman och Oldham (1976), ansågs autonomi ha en 

måttligt stark korrelation på .38 med arbetstillfredsställelse, vilket sägs bero till 

exempel på att arbetstagaren känner mera ansvar för arbetets resultat (Hackman och 

Oldham, 1976). Känslan av ansvaret gäller dock också för misstag, vilket kan leda till att 

arbetstagaren känner sorg och negativa känslor (Shepherd, Covin och Kuratko, 2009). 

Effektivt entreprenöriellt ledarskap anses lindra dessa negativa risker då risktagandet 

som har tagits på individnivå kan omvandlas till en risk som betraktas att ha tagits på 

företagsnivå (Monsen och Boss, 2009). I allmänhet verkar företag som främjar 

autonomi lyckas ofta med detta, då autonomi har funnits att ha ett positivt samband 

med arbetstagarens attityder till arbete (Monsen och Boss, 2009; Zangaro och Soeken, 

2007; Meyer et al., 2002; Hytti et al., 2013). 

 

Det har konstaterats att i västvärlden, där det ekonomiska välbefinnandet är på en god 

nivå, bryr sig de anställda relativt mindre om de ekonomiska faktorerna och i stället 

sätter de värde på att kunna påverka sitt arbete samt att deras arbete är intressant 

(Benz och Frey, 2008). Autonomi medverkar till att individen känner att företaget litar 

på hans förmåga att fatta beslut (Giannikis och Nikandrou, 2013) och att det finns 

möjligheter för att uttrycka sig själv. På grund av att denna studie gjordes i Finland 

antogs att de anställda skulle sätta värde på autonomi i denna bemärkelse. Liknande 

resultat har kommit fram i tidigare finska undersökningar då det har visat sig att 

egenföretagare är mera nöjda med sitt jobb jämfört med de som är anställda (Hytti et 

al., 2013). I den nämnda studien kunde en stor del av de bättre attityderna till arbetet 

förklaras med högre autonomi (Hytti et al., 2013). Slutligen är den tredje hypotesen 

följande: 

 

Hypotes 3: Arbetstagarens uppfattning om företagets tendens mot autonomi har ett 

positivt samband med inställningar till arbetet. 

 

Val av metod och genomförandet av undersökningen 

Denna avhandling följde deduktivt resonemang genom att bygga på befintlig teori samt 

genom att ställa upp hypoteser för statistiska test. Den valda forskningsmetoden 

influerades till en viss grad av några liknande studier som har gjorts tidigare (till 
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exempel Giannikis och Nikandrou, 2013; Monsen och Boss, 2009), vilka lade en bra 

grund för ytterligare studier.  

 

Urvalspopulationen bestod av 33 932 sjuksköterskor från olika 

hälsovårdsorganisationer i Finland, vilket ger en realistisk representation av 

sjuksköterskor i Finland. Av dessa personer svarade 3456 personer på enkäten. 

Respondenterna tillhörde Finlands största arbetsförbund för sjuksköterskor, 

Sjuksköterskeförbundet, som utför en medarbetarenkät varje annat år bland alla sina 

medlemmar. Enkäten består av 63 olika påståendefrågor, vilka användes för att skapa 

ett mätinstrument för de fyra begreppen i studien. Då mätinstrumenten skapades 

anlitades både subjektivt resonemang och statistiska metoder, dvs. explorativ 

faktoranalys och konfirmatorisk faktoranalys. Slutligen fanns 14 variabler som mätte 

dessa fyra begrepp, vilka uppdelades så att proaktivitet mättes med två variabler och de 

tre andra begreppen mättes med fyra variabler. 

 

Resultat 

Under testerna blev det klart att det var bättre att fortsätta med en delad provtagning. 

Urvalspopulationen delades så att endast sjuksköterskor som arbetar på poliklinik 

ingick i den valda gruppen (n = 529). Denna grupp visade sig vara en mera homogen 

grupp jämfört med hela populationen som omfattade personer som arbetade t.ex. i 

ledande positioner. 

 

Hypoteserna analyserades med två olika statistiska metoder, dvs. Spearman’s 

korrelation och strukturell ekvationsmodellering (SEM). Den förstnämnda är enklare 

och allmänt använd, men saknar egenskaper för att evaluera styrkan av 

mätinstrumenten (Hair et al, 2014). Däremot ger SEM en möjlighet till evaluering av 

hur väl frågorna mäter det som de antas mäta, dvs. deras latenta faktorer (Hair et al, 

2014). De båda metoderna gav väsentlig information om hur EO påverkar attityder till 

arbetet. Det visade sig att alla tre EO-dimensioner hade ett positivt samband med 

attityder och detta stöddes av båda statistiska metoderna. 
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Presentation av korrelationskoefficienterna samt utvärdering av hypoteserna 

 
 

Harman en-faktoranalys testet tydde på att datainsamlingen möjligtvis hade påverkats 

av partiskheter (eng. method biases), vilka kan ha drivit upp korrelationerna till att 

vara orealistiskt stora i Spearmans test. I SEM-testet inkluderades en statistisk metod, 

gemensam faktor (förkortas GF; eng. common latent factor), vilket kan statistiskt 

hjälpa till att kontrollera dessa partiskheter. 

 
Den strukturella ekvationsmodellen 
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Den gemensamma faktormetoden har också påståtts ha sina begränsningar, då den 

också kan påverka korrelationerna på ett förfalskat sätt och statistiskt kontrollera för 

någonting som inte ens existerar (Spector, 2006). Av denna orsak konstaterades att det 

vore viktigt att ägna noggrann uppmärksamhet åt datainsamlingsfasen. Fördomar 

skulle kunna minskas till exempel genom att samla in data om de oberoende och 

beroende variablerna från två olika källor (Podsakoff, 2003). Trots dessa begränsningar 

ansågs det att hypoteserna kunde bekräftas i denna studie. 

 

Analys och diskussion 

De statistiska testerna visade resultat som var i hög grad i linje med förväntningarna.  

Resultaten indikerar att arbetstagarna upplever bättre attityder till arbetet i företag 

som är mera entreprenöriellt orienterade. De exakta bakomliggande mekanismerna till 

varför de anställda visar sig vara mera nöjda är ännu till en viss grad oförklarade. 

Teorin som lades fram då hypoteserna motiverades, gav ett antal förslag på vilka 

faktorer som kan moderera EO-dimensionernas samband till attityder till arbetet. Trots 

detta mäts inte moderatorerna direkt i denna studie och därför kunde inte deras tydliga 

inverkan bekräftas. Oavsett detta pekar denna studie på att EO inte är bra bara för 

företaget, utan också för de anställda. Detta tyder på att ledarna kan känna ytterligare 

tillförsikt då de har för avsikt att leda företag enligt entreprenöriella strategier. Det kan 

även påstås att de bättre attityderna i sådana sammanhang ger en ytterligare orsak till 

ledarna att ta en aktiv strategi gentemot entreprenörskap. 

 

Det verkar som att arbetstagarna uppskattar en möjlighet att påverka sitt arbete, kunna 

fatta egna beslut och ta initiativ, vilket kan bidra till att arbetet blir mera intressant och 

meningsfullt. Ett entreprenöriellt företag verkar främja detta. Dessutom kan 

arbetstagarna i entreprenöriella företag uppleva att deras företag tar en aktiv roll på 

marknaden, är framgångsrikt, samt är en bra arbetsgivare bland de andra företagen. 

Dock kommer entreprenörskap inte utan risker. Autonomi kan också leda till att 

arbetstagarna arbetar med ineffektiva eller dubbla insatser (Dess och Lumpkin, 2005) 

och ett progressivt förhållningssätt kan resultera i misslyckanden (Shepherd, Covin och 

Kuratko, 2009). Dessa faktorer, bland de andra, ställer krav på en skicklig och effektiv 

entreprenöriell ledarskapspraxis (Monsen och Boss, 2009).   
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APPENDIX 1 HARMAN SINGLE FACTOR TEST 

 

Total Variance Explained 

Component 

Initial Eigenvalues Extraction Sums of Squared Loadings 

Total % of Variance Cumulative % Total % of Variance Cumulative % 

1 7.043 54.180 54.180 7.043 54.180 54.180 

2 1.737 13.362 67.542    
3 .804 6.187 73.729    
4 .700 5.384 79.113    
5 .443 3.404 82.517    
6 .393 3.024 85.541    
7 .367 2.823 88.364    
8 .324 2.495 90.859    
9 .292 2.246 93.105    
10 .271 2.086 95.191    
11 .234 1.803 96.994    
12 .203 1.558 98.553    
13 .188 1.447 100.000    
Extraction Method: Principal Component Analysis. 
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APPENDIX 2 KRUSKAL-WALLIS TEST BETWEEN AGE GROUPS  

Test conducted with the outpatient nurse sample 

Age N	(total	529) AUTO INNO PRO ATTITUDE
25	or	less 12 314.63 259.75 279.50 243.38
26-35 86 278.23 277.64 256.05 266.58
36-45 164 245.16 252.88 258.66 248.25
46-55 210 268.21 269.85 271.86 274.88
56-64 56 280.62 262.63 265.05 279.49
65	or	more 1 235.50 345.00 455.50 250.50

Chi-Square 5.393 2.136 2.762 3.621
df 5 5 5 5
Asymp.	Sig. .370 .830 .737 .605
Notes:	Significance	level	p	≤	.05.	Differences	between	age	roups	are	not	statistically	significant

Mean	Rank
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APPENDIX 3 WILCOXON RANK-SUM TEST BETWEEN MEN AND 
WOMEN 

 

In the whole sample (n = 3232) 

  
N Mean SD SE 95% CI Sig. 

        
Autonomy Female 3127 6.55 2.33 .042 6.47 to 6.63 .234 

Male 105 6.77 2.36 .230 6.31 to 7.23 
        

Innovativeness Female 3127 6.81 1.87 .034 6.75 to 6.88 .791 
Male 105 6.75 1.96 .192 6.37 to 7.13 

        
Proactiveness Female 3127 8.78 1.43 .026 8.73 to 8.83 .053 

Male 105 8.43 1.78 .174 8.08 to 8.77 
        

Job Attitudes Female 3127 7.43 1.74 .031 7.37 to 7.49 .712 
Male 105 7.27 2.04 .199 6.87 to 7.66 

        Notes: The significance level is .05 
      

In the outpatient clinic nurses sample only (n = 529) 

Variable	 Gender	
N	(total	
529)	

Mean	
Rank	

Sum	of	
Ranks	

Mann-Whitney	
U	

Wilcoxon	
W	 Z	 Sig.	

AUTO	 Female	 510	 264.20	 134741.50	 4436.500	 134741.500	 -.625	 .532	
Male	 19	 286.50	 5443.50	

INNO	 Female	 510	 264.61	 134953.50	 4648.500	 134953.500	 -.301	 .764	
Male	 19	 275.34	 5231.50	

PRO	 Female	 510	 266.76	 136047.50	 3947.500	 4137.500	 -
1.397	 .162	

Male	 19	 217.76	 4137.50	

ATTITUDE	
Female	 510	 264.77	 135031.50	

4726.500	 135031.500	 -.181	 .856	
Male	 19	 271.24	 5153.50	

Notes:	Significance	level	p	≤	.05.	Differences	between	the	genders	are	not	statistically	significant	
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APPENDIX 4 TEST FOR NORMALITY WITH OUTPATIENT NURSE 
SAMPLE 

 

        
Shapiro-Wilk	

	
Gender	 Type	 Statistic	 S.E.	

	

z-
value	

	

p-value	

	         

IN
N
O
	 Female	 Skewness	 -0,762	 0,108	

	
-7,06	

	 .000	
Kurtosis	 0,206	 0,216	

	
0,95	

	
Male	 Skewness	 -0,313	 0,524	

	
-0,60	

	 .716	
Kurtosis	 -0,675	 1,014	

	
-0,67	

	

 

        

PR
O
	 Female	 Skewness	 -2,568	 0,108	

	
-23,78	

	 .000	
Kurtosis	 8,7	 0,216	

	
40,28	

	
Male	 Skewness	 -1,215	 0,524	

	
-2,32	

	 .012	
Kurtosis	 0,817	 1,014	

	
0,81	

	

 

        

AU
TO

	 Female	 Skewness	 -0,509	 0,108	
	

-4,71	
	 .000	

Kurtosis	 -0,826	 0,216	
	

-3,82	
	

Male	 Skewness	 -0,559	 0,524	
	

-1,07	
	 .241	

Kurtosis	 -0,592	 1,014	
	

-0,58	
	

 

        

AT
TI
TU

DE
	

Female	 Skewness	 -1,092	 0,108	
	

-10,11	
	 .000	

Kurtosis	 1,13	 0,216	
	

5,23	
	

Male	 Skewness	 -0,75	 0,524	
	

-1,43	
	 .070	

Kurtosis	 -0,347	 1,014	
	

-0,34	
	         Notes:	Test	performed	with	outpatient	nurse	sample	(N	=	Female	510	and	Male	19)	

z-values	between	-1.96	and	1.96	signify	normal	distribution	
p-values	above	.05	signify	normal	distribution	
Values	indicating	non-normal	distribution	are	bolded	
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APPENDIX 5 MISSING VALUE ANALYSIS 

 
N	 Missing	

Question	
(total	
3456)	 Count	 Percent	

A1.	Employees	are	encouraged	to	participate	in	decision-making	 3433	 23	 .7	
A2.	Employees	and	the	manager	have	open	and	confidential	relationships	 3425	 31	 .9	
A3.	Manager	endorses	renewal	of	working	methods	 3422	 34	 1.0	
A4.	Work	related	decision-making	authority	is	shared	 3423	 33	 1.0	
I1.	We	use	current	literature	and	databases	to	develop	the	work	 3427	 29	 .8	
I2.	We	use	and	advance	tacit	knowledge	 3428	 28	 .8	
I3.	While	developing	the	work,	we	listen	also	the	new	employees	for	their	questions	
and	observations	 3419	 37	 1.1	
I4.	Our	work	is	characterized	by	continuous	innovativeness	and	development	 3431	 25	 .7	
JA1.	We	experience	engagement	in	the	work	(drive,	dedication	and	immersion	in	the	
work)	 3433	 23	 .7	
JA2.	Our	work	is	meaningful	and	enjoyable	despite	of	us	experiencing	occasional	
stress	and	tiredness	 3439	 17	 .5	
JA3.	We	feel	a	sense	of	pride	over	our	work	place	 3440	 16	 .5	
JA4.	We	feel	that	our	work	is	being	respected	 3434	 22	 .6	
P1.	The	aim	of	our	activity	is	a	good	treatment	of	the	patient	 3427	 29	 .8	
P2.	We	each	have	a	responsibility	to	maintain	and	develop	professional	skills	and	
know-how	 3436	 20	 .6	

 

 

 

 
 

 

 
 
 

 
 
 


