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' Abstract

In this thesis I focus on individuals’ agentic attempts to shape their
future through proactive behaviour, Anticipdting and envisioning a possible
future is a crucial part of the sequence of interrelated acts and phases that
constitutes proactive behaviour.

Idraw on self-concept theory to investigate the role of visions of the
self in the future in the motivation of proactive behaviour. Building on research
on future selves (also termed “possible selves”) I develop the concept of the

“Future Work Self (FWS)"”, an imagined, hoped for, future identity that
captures an individual's hopes and aspirations in relation to their work. I
argue that FWS play an important role in the creation of discrepancies that
underlie proactive behaviour, and facilitate the setting and pursuit of proactive
goals.

I take two different approaches to exploring the link between FWS and
proactive behaviour in samples of postgraduate research students. I focus on
students’ self-ratings of their proactive behaviours in a cross-sectional and a
longitudinal study, and I content-analyse the goals students were currently
pursuing in order to bring about their FWS,

The findings of this thesis provide initial support for the usefulness of
the concept of the FWS in the motivation of proactive behaviour. In particular,
the clarity of the FWS evolved as a significant predictor of proactive
behaviours and goals. This emphasises the importance of processes of
anticipation and mental simulation in the proactive behaviour process, and has
practical implications for those aiming to enhance individuals’ proactive
attempts to shape their environment, and their future, .

This thesis integrates the concepts of identity and self-concept into the
literature on proactive behaviour and suggests directions for future research

on individuals’ future-oriented identity work.
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The future is not a result of choices among
alternative paths offered by the present, but a place
that is created — created first in the mind and will,
created next in activity. The future is not some place
we are going to, but one we are creating. The paths
are not to be found, but made, and the activity of
making tﬁem changes both the maker and the
destination.

John Homer Schaar
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Overview of the Thesis

In Chapter 1, I first provide a definition of proactive behaviour in
organizations and a broad overview over the array of proactive behaviours
studied in the literature, and their most prominent antecedents and
consequences. I then discuss the usefulness of traditional motivation theories
for our understanding of the regulation of proactive behaviour. I review process
models of proactive behaviour in the literature and explore the role of goals in
existing theories of proactivity. Finally I introduce a recent model of the setting
and pursﬁit of proactive goals as an overarching framework of the motivation
of proactive behaviour.

In Chapter 2 I focus on the under-investigated role of the anticipation
phase in the proactive behaviour process and set out to answer the question
how proactive goals are generated and pursued. I introduce the self-concept, in
particular the concept of the future self, as a motivator of proactive behaviour, I
review the literature on future selves or possible selves before developing the
more specific concept of the future work self, and exploring its role in the
setting and pursuit of proactive goals. The resulting model of future work
selves and proactive goals forms the basis of the empirical part of this thesis.

In Chapter 3, I describe the methodological approach to the assessment
of future selves adapted in this thesis. I define the context of the empirical
research undertaken and describe the chosen sample. I then discuss the
advantages .and disadvantages of the chosen data collection technique, and
describe the cross-sectional and longitudinal samples the empirical part of this
thesis is based on.

In Chapter 4, I focus on thé relationship between personal future work
selves (FWS) and proactive career management. I explore the relationship
between personal FWS and (self-rated) proactive career behaviour and
feedback seeking behaviours, and contrast personal FWS with a more present-
oriented career identity and a more general orientation towards the future.

Chapter 5 describes the development of coding instructions that allow
for the reliable rating of personal FWS narratives through two independent

raters. In this chapter, I explore whether the self-rated characteristics of the
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FWS are reflected in the characteristics of the FWS narratives and whether
FWS narratives make a unique contribution to our understanding of the
motivation of proactive behaviour, focusing on both self-rated proactive
behaviours and on proactive goals.

In Chapter 6, I broaden the theoretical framework of the previous
chapters by focusing on three different proactive behaviours that form part of
person-environment (P-E) proactivity, and address the relationship of self-rated
characteristics of personal FWS and characteristics of FWS narratives with the
three P-E fit proactive behaviours in a twb-wave longitudinal study.

The focus of Chapter 7 is twofold. It focuses on avoidance in FWS
narratives, the extent to which FWS contain feared rather than hoped for
elements, and explores the effect of avoidance in FWS narratives on proactive
goals. In addition, it explores the relationship between individuals’ affect and
three different characteristics of FWS: their accessibility in the memory, the
uncertainty of the narrative, and avoidance in the FWS narrative.

In Chapter 8 I integrate the findings of this thesis and draw a general
conclusion on the contribution of the concept of future selves for our
understanding of proactive behaviour. I outline the theoretical and practical

implications of this work, before discussing its limitations and laying out

directions for future work.

16



1 Chapter 1 - Proactive behaviour in

organizations

1.1 Introduction

In recent decades, the field of Organizational Behaviour has seen an
increase in active conceptualisations of individuals’ behaviour that more
strongly account for the role of human agency. Proactivity is an overarching
term for “self-generated activities” (Bandura, 1989, p. 1175) in organizations
and in individuals’ careers. As Bandura put it, such self-generated activities
“function as important proximal determinants of motivation and action. [...]
Because judgments and actions are partly self-determined, people can effect
change in themselves and their situations through their own efforts.” (1989, p.
1175).

Proactive behaviours can range from seeking critical feedback on one’s
performance to suggesting an improvement in work procedures to the top
management team of one’s organization, and can effect change in the self, the
job, or the organization as I will discuss below.

Scholars in the field of proactivity abandon more traditional
conceptualisations of work behaviour and performance that “assume that
employees (ought to)! follow instructions, task descriptions, and orders”
(Frese, 2008, p. 67) and adapt a more agentic view of human behaviour (Grant ‘
& Ashford, 2008). |

In this thesis I contribute to the literature on proactive behaviour in two
ways. I focus on the under-investigated the role of anticipation and mental
simulation in the setting and pursuit of proactive goals, and I introduce the self-

concept, in particular the concept of the future self, as a motivator of proactive

behaviour,

! Parentheses added
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1.2 Proactive behaviour in organizations - A review of
-the literature

1.2.1 Defining features of proactive behaviour

When individuals engage in proactive behaviour, they take self-directed
action to anticipate or initiate change in themselves, the work system or work
roles (Grant & Ashford, 2008). Crant (2000) defines proactive behaviour as
“taking initiative in improving current circumstances or creating new ones”. It . -
involves “challenging the status quo rather than passively adapting to present
conditions” (p. 436). Proactivity is an active berformance concept (Frese &
Fay, 2001) that considers employees as agents who pursue self-set goals
(Roberson, 1990),

Research on proactivity has mainly emerged phenomenon-driven
(Grant & Ashford, 2008) and un-integrated (Crant, 2000). However, more
recently researchers have aimed to integrate streams of research on different
proactive behaviours (Parker, Bindl, & Strauss, forthcoming), and there is an
emerging consensus regarding the defining elements of proactive action at
work (Grant & Ashford, 2008; Parker & Collins, 2009),

Proactive behaviour is anticipatory. It is directed towards the future
(e.g., Ashford & Cummings, 1983; Crant, 2000; Frese & Fay, 2001; Grant &
Ashford, 2008). Proactive behaviour recjuires the active anticipation of
challenges rather than the passive adaptation to demands once they have
occurred. Proactive employees “direct their actions toward future impact”
(Grant & Ashford, 2008, p. 18) and often also consider the potential long term
impact of their behaviour.

Proactive behaviour is self-starting; that is, actions are initiated by the
individual (Crant, 2000; Frese, 2005; Frese & Fay, 2001; Frese, Fay, Hilburger,
Leng, & Tag, 1997; Grant & Ashford, 2008; M. A. Griffin, Neal, & Parker,
2007). Proactive goals cannot be assigned; they are always self-set (Frese &
Fay, 2001). Even when employees are encouraged to “be proactive” the path
they choose cannot be specified (Frese & Fay, 2001; Frese, 2005). The self-
started quality of proactive behaviour implies that individﬁals need to generate

goals to behave proactively themselves.
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Proactive behaviour involves change to improve the self or the situation
(Crant, 2000; Parker et al., 2006; Grant & Ashford, 2008). Through proactive
behaviours individuals intend to make a difference by changing the status quo,

rather than by adapting to change that has already occurred or was initiated by
someone else (Crant, 2000; Grant, 2008).

1.2.2 Targets of proactive behaviour

Since research on proactive behaviours has mainly emerged
phenomenon-driven (Grant & Ashford, 2008), there is conceptual overlap
between different types of proactive behaviour. For example, Choi (2007)
identifies conceptual overlap in the concepts of personal initiative (Frese &
Fay, 2001), task revision (Staw & Boettger, 1990), voice (Van Dyne & LePine,
1998), innovative behaviour (Scott & Bruce, 1994), and taking charge.
Throughout this thesis I focus on a number of different proactive behaviours,
and I distinguish between proactive behaviours targeting the environment, and
proactive behaviours targeting one’s role or one’s self.

Below, I provide an overview over the numerous types of proactive
behaviour studied in the literature. The tables below make no claim to be
exhaustive, but are intended to demonstrate the broad array of different
behaviours that have been labelled as proactive behaviours in the literature or .

can be classified as proactive following the definition described above.

1.2.2.1 Proactive behaviour targeting the environment

Proactive behaviour can be targeted at either the self or the environment
(Belschak & Den Hartog, 2008; Belschak & Den Hartog, in press; Grant &
Ashford, 2008; Parker & Collins, 2009). The majority of proactive behaviours
in the literature centre around behaviours impacting one’s role or task (Ashford
& Black, 1996; Hacker, 1998, 2003; Morrison, 2006; Nicholson, 1984; Parker,
Wall, & Jackson, 1997; Rank, Carsten, Unger, & Spector, 2007; Staw &
Boettger, 1990; Wrzesniewski & Dutton, 2001), or one’s immediate work
environment, the team or the organization (Ashford, Rothbard, Piderit, &
Dutton, 1998; Axtell, Holman, Unsworth, Wall, & Waterson, 2000; Axtell,
Holman, & Wall, 2006; Dutton & Ashford, 1993; Dutton, Ashford, Lawrence,
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& Miner-Rubino, 2002; Dutton, Ashford, O'Neill, Hayes, & Wierba, 1997,
Dutton, Ashford, O'Neill, & Lawrence, 2001; Frese & Fay, 2001; M; A. Griffin
et al., 2007; Howell & Boies, 2004; Howell & Higgins, 1990a, 1990b; Howell
& Shea, 2001; LePine & Van Dyne, 1998, 2001; Morrison & Phelps, 1999;
Parker & Collins, 2009; Parker, Williams, & Turner, 2006; Scott & Bruce,
1994; Van Dyne & LePine, 1998; Welbourne, Johnson, & Erez, 1998).

Crant’s definition of proactive behaviour as “taking initiative in
improving current circumstances or creating new ones” and “challenging the
status quo rather than passively adapting to present conditions” (2000, p. 436)
mainly focuses on proactive behaviour targeting one’s environment, and
Bateman & Crant (1993) define proactive personality® as the dispositional
tendency to initiate change in one's environment. In their historic review of the
emergence of proactivity research Grant and Ashford (2008) identify social
. processes, work structures, and development and change processes as areas in
which proactive behaviour has been studied. In all of these areas, researchers
have focused on “the creative ways in which employees deliberately plan and
act to influence, change, and alter their environments” (Grant & Ashford, 2008,
p. 6).

Proactive behaviours targeting the environment play an important role
in the innovation process and contribute to organizational effectiveness (Crant,
2000; Rank, Pace, & Frese, 2004). Individual innovation (Axtell et al., 2000;
Axtell et al., 2006; Scott & Bruce, 1994; Welbourne et al., 1998) and
championing of ideas (Ginsberg & Abrahamso'n, 1991; Howell & Boies, 2004,
Howell & Higgins, 1990a, 1990b; Howell & Shea, 2001) both refer to the
generation and implementation of ideas for improvement in organizations.
Similarly, individual, team member and organization member proactivity or
proactive work role behaviour refers to initiating change, introducing new
methods and making suggestions to improve performance on the individual,
team or organizational level (M. A. Griffin et al., 2007). Other proactive

behaviours refer more specifically to the generation and expression of ideas for

~ ? Proactive personality will be discussed further as an antecedent of proactive
behaviour below. '

20



innovation and their implementation respectively (Mumford & Gustafson,
1988).

Voice refers to speaking up in a constructive manner and to making
innovative suggestions for change (LePiné & Van Dyne, 1998, 2001; Van
Dyne & LePine, 1998). Individuals taking charge engage in voluntary
behaviour aimed at change and improvement of procedures in the workﬁlace
(Morrison & Phelps, 1999). Proactive idea implementation can involve the
self-implementation of ideas (Frese, Teng, & Wijnen, 1999), but also refers to
attémpts to improving the workplace by voicing one’s idea to others (Parker et
al., 2006). Proactive problem prevention, employees’ behaviours that aim to
prevent the reoccurrence of a problem, e.g. by addressing its root cause, can
also involve voicing one’s concern about work procedures or self-
implementing changes (Parker et al., 2006).

On a more strategic level (c.f. Parker & Collins, 2009), employees
engage in issue selling to raise the management’s awareness of issues, trends or
events they see as relevant for organizational performance (Ashford et al.,
1998; Dutton & Ashford, 1993; Dutton et al., 2002; Dutton et al., 1997; Dutton
et al., 2001). They scan their environments and seek information from diverse
sources to generate innovative ideas (strategic scanning (Hambrick, 1982,
Howell & Shea, 2001; Parker & Collins, 2009)).

Proactive behaviours initiating change in the environment can target
different foci such as the team or the organization (Belschak & Den Hartog,
2008; M. A. Griffin et al., 2007; K. Strauss, Griffin, & Rafferty, 2009). They
can affect individuals’ immediate work environment or be more external in
focus (Parker & Collins, 2009).

These behaviours are generally expected to benefit the organization, but
they do not necessarily have to be motivated by pro-organizational motives.
They can be pro;self focused or more pro-socially focused (Belschak & Den
Hartog, 2008). For example, an employee making the organization’s top
management team aware of a new technology that could improve the
organization’s performance aims to initiate change in the organization, but may
do so for self-focused reasons, e.g. because she hopes to advance her career.

Other proactive behaviours initiating change in one’s organization such as
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environmental championing (Andersson & Bateman, 2000) or whistle-blowing

(Near & Miceli, 1985, 1995, 1996) aim to initiate change not to necessarily to

benefit oneself or the organization, but the environment or the general public.

Table 1.1.
Proactive behaviours mainly targeting the organization and exemplary publications
Voice LePine & Van Dyne, 2001
LePine & Van Dyne, 1998
Van Dyne & LePine, 1998
Taking charge Morrison & Phelps, 1999

Individual innovation

Axtell, Holman, Unsworth, Wall, & Waterson, 2000
Axtell, Holman, & Wall, 2006

Scott & Bruce, 1994

Welbourne, Johnson, & Erez, 1998

Championing of ideas

Howell & Boies, 2004

Howell & Higgins, 1990a, 1990b
Howell & Shea, 2001

Change-oriented citizenship behaviours

Bettencourt, 2004
Choi, 2007

Issue selling

Ashford, Rothbard, Piderit, & Dutton, 1998

Dutton & Ashford, 1993

Dutton, Ashford, Lawrence, & Miner-Rubino, 2002
Dutton, Ashford, O'Neill, Hayes, & Wierba, 1997
Dutton, Ashford, O'Neill, & Lawrence, 2001

Idea implementation

Frese & Fay, 2001
Parker, Williams, & Turner, 2006

Problem prevention

Frese & Fay, 2001
Parker et al,, 2006

Strategic scanning

Hambrick, 1982
Howell & Shea, 2001
Parker & Collins, 2009

Environmental championing

Andersson & Bateman, 2000

Whistle-blowing

Near & Miceli, 1985, 1995, 1996

Individual, team member, organization
member proactivity

Griffin, Neal, & Parker, 2007
Strauss, Griffin, & Rafferty, 2009

1.2.2.2 Proactive behaviour targeting the role or the self

The proactive behaviours described above aim to impact the internal

organization environment or more strategically the organization’s fit with the
external environment (Parker & Collins, 2009). Proactive behaviours can also
be aimed at improving individuals’ fit with their environment (Parker &

Collins, 2009). Following Edwards (1996), Parker and Collins further

distinguish between behaviours that increase an individual's fit with the -
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environment (demand-abilities fit), and behaviours that bring about a more
suitable environment for an individual’s values (supplies-values fit).

Proactive behaviours during organizational entry aim to achieve a fit
between oneself and the environment. Behavioural (Saks & Ashforth, 1996)
and cognitive (Ashford & Black, 1996) self-management duﬁng organizational
entry aim to initiate change in the self. Information seeking and feedback -
seeking facilitate sense-making during organizational entry (Ashford & Black,
1996; V. D. Miller & Jablin, 1991; Morrison, 1993a, 1993b) and provide
information used to shape and adapt one’s behaviour. ‘

Individuals aim to adapt to future environments by building resources
to be able to respond to future stressors (proactive coping, Aspinwall & Taylor,
1997), or by proactively searching a (new) job (Kanfer, Wanberg, &
Kantrowitz, 2001; Kinicki & Latack, 1990; Latack, 1986; Latack & Dozier,
1986; Saks & Ashforth, 1999).

Feedback seeking can be aimed at initiating change in the self when
individuals’ engage in feedback seeking because they see it as instrumental to
improving their performance (Ashford, 1986; Ashford, Blatt, & VandeWalle,
2003; Ashford & Cummings, 1983; Ashford & Tsui, 1991). Proactive career
behaviours (Claes & Ruiz-Quintanilla, 1998; Seibert, Kraimer, & Crant, 2001,
Tharenou & Terry, 1998) such as proactive skill development and career self-
management (Z. King, 2004; Kossek, Roberts, Fisher, & DeMarr, 1998) are
also aimed at achieving a better fit between the self and the environment.

Individuals also change their jobs to better fit their abilities and values.
They change (Wrzesniewski & Dutton, 2001) and expand their roles
(Nicholson, 1984; Parker et al., 1997), and negotiate changes in their role
(Ashford & Black, 1996). Employeeé are not only concerned with completing
assigned tasks, but revise (Staw & Boettger, 1990) and redefine (Hacker, 1998,
2003) them. Proqctive career behaviours (Cla.es & Ruiz-Quintanilla, 1998;
Seibert et al., 2001) can not only be aimed at initiating change in oneself, but

also at finding or generating an environment more suitable for one’s abilities or
values.
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Table 1.2.

Proactive behaviours mainly targeting the self or the role and exemplary publications

Feedback monitoring

Ashford, 1986

Ashford, Blatt, & VandeWalle, 2003
Ashford & Cummings, 1983, 1985
Ashford & Tsui, 1991

Feedback seeking, information seeking

Ashford, 1986

Ashford et al., 2003

Ashford & Cummings, 1983, 1985
Ashford & Tsui, 1991

Ashford & Black, 1996

Miller & Jablin, 1991

Morrison, 1993a, 1993b

Indirect inquiry

Miller & Jablin, 1991

Proactive career behaviours
Networking
Consultation
Skill-development

Planning

Claes & Ruiz-Quintanilla, 1998
Penley & Gould, 1981

Bachman, O'Maley, & Johnston, 1978
Penley & Gould, 1981

Bachman et al., 1978

Career initiative

Seibert, Kraimer, & Crant, 2001
Tharenou & Terry, 1998

Career self-management

Kossek, Roberts, Fisher, & DeMarr, 1998
King, 2004

Proactive job search

Fineman, 1983

Kanfer, Wanberg, & Kantrowitz, 2001
Kinicki & Latack, 1990

Latack, 1986

Latack & Dozier, 1986

" Saks & Ashforth, 1999

Role making

Graen, 1976

Relationship building

Ashford & Black, 1996
Morrison, 2002

Behavioural self-management

Saks & Ashforth, 1996

Positive framing cognitive self-management

Ashford & Black, 1996

Job crafting

Wrzesniewski & Dutton, 2001

Expanding roles

Nicholson, 1984
Parker, Wall, & Jackson, 1997

Job change negotiation

Ashford & Black, 1996

Task revision

Staw & Boettger, 1990

Task redefinition

Hacker, 1998, 2003
Hackman, 1976

Pro-social rule breaking

Morrison, 2006

Proactive service performance

Rank, Carsten, Unger, & Spector, 2007
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, 1.2;3 Proactive behaviour and current work motivation
theories

As mentioned above, research on proactivity has emerged
phenomenon-driven (Grant & Ashford, 2008), and there is little literature
explicitly linking various antecedents of proactivity to motivation theory (see
e.g., Parker et al., 2006, for an exemption).

Current work motivation theories treat individuals in organizations
primarily as selecting between different available options; as making a
conscious decision on how much effort to invest in a (given) task. Expectancy
theory (Vroom, 1964) suggests that “a process akin to rational gambling
determines choices among courses of action” (Steel & Kénig, 2006, p. 893).
Individuals choose among options by “employing the evaluative criteria of
desirability and feasibility” (Gollwitzer, 1996, p. 289). Equity theory (Adams,
1965) and social exchange theory (P. M. Blau, 1964; Homans, 1958)* focus on
the effort employees expend in response to their perceptions of the fairness of‘
outcomes and treatment from the management and organization. Goal setting
theory prescribes the type of goals to be set to maximize employees’ effort
(Locke & Latham, 1990, 2002). The relatively recent temporal motivation
theory which integrates expectancy theory, hyperbolic discounting (Ainslie,
1992; Ainslie & Haslam, 1992), cumulative prospect theory (Tversky &
Kahneman, 1992), and need theory (Murray, 1938) explains individuals’
choices among available options as a function of expectancy and value,
weakened by delay, with differences for rewards or losses (Steel & Konig,
2006). ' |

Work motivation theories stress the importance of clear and specific
goals and of reward-expectancies for individual motivation and emphasize
observable, measurable and relatively discrete behaviours (Shamir, 1991).
They may however be less useful in situations where goals are not clear,
rewards are not readily available, and rewards-performance relationships are

weak (Shamir, 1991). Cognitive work motivation theories such as goal setting

3 Not all behaviour based on social exchange is the result of conscious decisions. As Emerson (1976) put it,

“rationality in the sense of action based upon prior calculation of expected returns forms one part of a larger subject
matter of social exchange” (p.341).
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theory and temporal motivation theory make an invaluable contribution to our
understanding of employees’ effort in achieving clearly defined performance
goals. However, work motivation theories traditionally “conceptualized
employees as relatively passive, reactive respondents to organizational
contexts” (Grant & Ashford, 2008, p. 8). Particularly in “weak” situations
(Mischel, 1973) where goals are not clearly specified, the means for achieving
them are not established, and external rewards are not clearly linked to
performance, work behaviour can be viewed as self-ekpressive, self-
maintaining, and self-guided (Shamif, 1991). Compared to the great deal of
research investigating how individuals pursue set goals, much less research has
investigated the goals that individuals pursue more generally (Csikszentmihalyi
& Nakamura, 1999; Oettingen, Pak, & Schnetter, 2001) (see Bateman, O'Neill,
& Kenworthy-U'Ren, 2002; Roberson, 1989; 1990, for exemptions).

Drawing on self-concept- and identity theory, in this thesis I will
propose the value of the concept of future selves for our understanding of the
setting and pursuit of proactive goals.

Below, I first review process models of proactive behaviour in the
literature and explore the role of goals in existing theories on proactivity. I then
introduce a recent model of the setting and pursuit of proactive goals (Parker et
al., forthcoming) as an overarching framework the motivation of proa_ctive
behaviour. Based on this broad framework I then narrow the focus of this thesis

and elaborate how future selves function as a “reason to” behave proactively.

1.2.4 Process models of proactive behaviour

While the majority of the literature on proactivity focuses on explaining
variance in the occurrence of proactive behaviour, there is limited research
adapting a process viewv and discuss different phases of the *proactive behavior
pfocess” (Grant & Ashford, 2008, p. 16).

v Frese & Fay (2001) dréw on action theory (Hacker, 1998) and describe
a sequential model of personal initiative, a type of proactive behaviour (Parker
et al., 2006). In an action sequence, individuals first develop goals, then colleét

information and make prognoses about the future; they develop plans and
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execute them before they finally monitor the execution of their plan and gather
feedback on whether their actions have been successful or need to be adjusted.

Developing goals. When individuals take on a task, they interpret and
“redefine” the assigned task (Hacker, 1998, p.51). This process of redefinition
allows employees to extend their roles and integrate extra-role goals that are
not expected, prescribed or assigned (Frese & Fay, 2001). Goals that lead to
personal initiative are more concerned with future problems and a long-term
approach to work. Personal initiative also requires employees to protect their
goals and feel responsible for their attainment (Frese & Fay, 2001).

Collecting information and making prognoses. Employees engaging
in personal initiative then actively scan and freely explore the environment.
They anticipate potential problems and opportunities before they occur and
develop knowledge on alternative routes of action. They maintain their search
of the environment even if they face complexity and experience negative
emotions.

Plan and execution. Personal initiative requires having an “active”
plan that goes beyond the obvious, normal plan of action. Employees showing
personal initiative have backup plans in case something goes wrong. They
overcome barriers and quickly return to their plans when they have been
disturbed.

Monitorihg and feedback. At the last stage of the action sequence of
personal initiative employees actively seek and generate feedback, and persist.
in seeking feedback even when faced with difficulties. They develop ways to
identify future problems and barriers.

Grant & Ashford (2008) distinguish between three phases of the
proactive behaviour process.

Anticipation. In the anticipation phase, individuals envision possible
future outcomes. They imagine possible futures and the potential costs of
pursuing these various possible futures. This imagination of future states
increases the likelihood of behaviour to promote or prevent these future states.

Planning. Employees then generate plans of how to implement their

ideas. They transform the anticipated future into an implementation guide that
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specifies how it will be promoted or achieved (Gollwitzer, 1999). This can
involve the development of alternative strategies and backup plans.

Action. Finally, individuals engage in “action directed toward future
impact” (Grant & Ashford, 2008, p. 18).

1.2.5 Setting and pursuit of proactive goals — A framework of
antecedents of proactivity

In both of the above process models of proactive behaviour,' goals play
a key role. Proactive behaviour is generally seen as intentional and goal-
directed (Frese et al., 1997, Frese, Kring, Soose, & Zempel, 1996; Grant &
Ashford, 2008); more specifically it can be considered as guided by
individuals’ self-set goals (Frese & Fay, 2001; Frese et al., 1997, Frese et al.,
1996). Research on proactive behaviour has given a prominent role to
individuals’ agency in the pursuit of self-set goals. However, the role the self
and personal goals play in proactive behaviour is not well-developed
theoretically. Crant suggested that goals might in fact mediate the relationship
between individual differences and contextual factors and proactive behaviour.
Context and personality factors might “yield particular goals that are best
achieved through the exhibition of proactive behaviour (Crant, 2000, p. 454).

In particular the literature on feedback seeking, issue selling, and taking
charge emphasizes that individuals weigh costs and benefits when making a
decision over whether or not to engage in proactive behaviour (e.g., Ashford et
al., 1998; Dutton et al., 1997; Morrison & Phelps, 1999; VandeWalle, 1997).
Most research on the antecedents of proactive behaviour has, at least implicitly,
taken an expectancy theory approach, or has drawn on social cognitive theory,
mainly focusing on the role of self-efficacy. The majority of individual -
differences and contextual factors investigated in relation to proactivity can be
seen as influencing the probability of an individual making a conscious
decision to engage in proactive behaviour.

In my conceptual work with Sharon Parker and Uta Bindl (Parker et al.,
forthcoming), we propose a model of the setting and pursuit of proactive goals
based on expectancy (“can do”) and valence (“reason to”) judgements. Below 1

discuss these “can do”- and “reason to” judgements as proximal antecedents of
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proactivity. More distal antecedents are likely to affect proactivity via these
judgements. Proactive personality, learning goal orientation, and leadership as

three examples for distal antecedents of proactivity will be discussed.

1.2.5.1 Proximal antecedents ~ “Can do”- and ‘“Reason to” judgements

So-called “can do” judgements reflect individuals’ expectancy beliefs.
Expecting future success is an important factor in individuals’ decisions to
engage in proactive behaviour, Applying Bandura’s (1977) distinction between
efficacy- and outcome expectations, I below briefly discuss self—efficacy and
control appraisals as antecedents of proactivity.

Self-efficacy. Engaging in proactive behaviour can often be risky,
involving challenging the status quo and bringing about change. It is therefore
important that individuals believe they can be successful in being proactive and A
dealing with the consequences of their proactive action. Consistent with this
premise, there is strong evidence that employees’ self-efficacy affects their
proactive behaviour (e.g., Ashford, 1986; M. A. Griffin et al., 2007; Morrison
& Phelps, 1999; Parker, 1998, 2000, Parker et al., 2006; Raghuram,
Wiesenfeld, & Garud, 2003; Renn & Fendor, 2001; Speier & Frese, 1997; K.
Strauss, Griffin, & Rafferty, 2009).

Control appraisals/outcome expectancy. While efficacy beliefs focus
on individuals’ confidence in successfully performing the behaviour in
question, control appraisals refer to individuals’ beliefs that they can exert
control over situations, and that they can have an impact on significant
outcomes. Control appraisals have been proposed as a proximal antecedent of
proactivity (Frese & Fay, 2001), and have been shown to lead to greater

proactivity® in a four-wave longitudinal study (Frese, Garst, & Fay, 2007)".

* More specifically, to greater personal initiative. Following Parker et al, (2006), I
consider personal initiative as one proactive concept; as a behavioural outcome rather than a
dispositional variable (c.f. Crant, 2000).

* In contrast, in a study by Parker et al., (2006) control appraisals were positively

associated with proactive work behaviours; they did however not contribute unique variance
over and above self-efficacy.
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As mentioned above, in pafticular research on issue selling, taking
charge, and feedback seeking has taken an expectancy-based approach where
an individual’s decision whether or not to engage in proactive behaviour
depends on their assessment of the involved costs and benefits, and the
perceived probability of success. Outcome expectancies have, for example,
been shown to influence female managers’ willingness to sell gender-equity
issues to the top management (e.g., Ashford et al., 1998; Dutton et al., 2002).

“Can do” judgements are proximal antecedents of proactivity that are
likely to mediate the effect of more distal individual- and situational factors
(Frese & Fay, 2001; Parker et al., forthcoming). For example, a strong sense of
efficacy and control appraisal may mediate the relationship between
educational background and proactive job search (see Kanfer et al., 2001, for a
meta-analysis). Role-breadth self-efficacy has been shown to mediate the
relationship between proactive personality and proactive work behaviour
(Parker et al., 2006). Regarding situational variables, Parker and colleagues
(2006) found the relationship between job autonomy and proactive work
behaviour to be mediated‘by role-breadth self-efficacy. In a study investigating
the influence of different levels of leadership on proactive behaviour we found
that transformational leadership on the team level indirectly enhances
employees’ proactivity by enhancing their role-breadth self-efficacy (K.
Strauss, Griffin, & Rafferty, 2009). This is consistent with Eden’s (1992)
finding that employees’ increased confidence in their own ability to perform
mediates the effects of leaders’ expressions of high expectations on their
followers’ performance.

In summary, “Can do” judgements are important proximal antecedents
of proactivity, and are likely to mediate the influence of both individual and
situational distal antecedents on individuals’ decision on whether to engage in
proactive behaviour.

“Reason to” judgements reflect that individuals do not only have to feel
capable of successfully pursuing a proactive goal, but also need to have a
compelling reason for setting it. As argued above, proactive behaviour
frequently occurs in “weak” situations (Mischel, 1973), in which goals are not

clearly specified, their attainment is not clearly linked to rewards, and the
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means for achieving them are uncertain or not established. Because proactive
goals are self-set and not assigned, the question of ‘why’ may be of particular
importance; and the question how these goals are generated becomes a key
interest. |

Based on conceptual work with Parker and Bindl (Parker et al.,
forthcoming), I below draw on Eccles’ at al. (Eccles et al., 1983; Eccles, Adler,
& Meece, 1984) expectancy-value model, which proposes the importance of
“subjective task value”. Subjective task value contains four elements:
interest/enjoyment, utility, relative cost, and attainment value. Below I apply
this model, with some adaptation, to identify individuals’ ‘reasons to’ set and
pursue proactive goals, and draw on self-determination theory (Deci & Ryan,
1985, 2000; Ryan & Deci, 2000) to explore the broad spectrum of different
types of self-regulation that may underlie the generation of proactive goals
(Parker et al., forthcoming). Self-generated goals vary in the degree to which
they are autonomous and self-integrated. Below I map autonomous and
controlled motivation (Deci & Ryan, 1985; Ryan & Deci, 2000) onto task
values (Eccles et al., 1983; Eccles et al., 1984) to explore a range of reasons to
enjgage in proactive behaviour.

Interest/enjoyment (intrinsic value). Individuals are more likely to be
proactive if they find the tasks involved enjoyable or intrinsically motivating.
Intrinsically motivated behaviors are engaged in “out of interest without the
necessity of separable consequences”, and “require satisfaction of the needs for
autonomy and competence” to be maintained (Deci & Ryan, 2000, p. 233). As
argued above, proactive behaviour is more likely to occur in ambiguous
situations (Grant & Ashford, 2008; M. A. Griffin et al., 2007), where
individuals’ behaviour is less determined by clear performance-reward .
contingencies. These situations offer an opportunity for self-determination and
intrinsic motivation. Self-determination theory (Deci & Ryan, 1985, 2000;
Ryan & Deci, 2000) draws on the idea that humans are motivated to maintain
an optimum level of stimulation (Hebb, 1955) and haQe basic needs for self-
determination (deCharms, 1968), competence (White, 1955), and relatedness
(Baurﬁeister & Leary, 1995). Challenging activities are intrinsically motivating

because they fulfill individuals’ need for competence. Actively taking charge
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of a situation, and being proactive, mighi be a way of increasing challenge and
fulfilling one’s basic needs for competence and self-determination. The basic
need of experiencing competence and autonomy may thus serve as a reason to
generate proactive goals. In addition to this ultimate goal of self-determination,
proactive goal generation may also be motivated by the more immediate
experience of enjoyment,

In summary, if the tasks involved in the pursuit of proactive goals are
challenging and interesting, individuals are likely set proactive goals because
the tasks involved provide the immediate reward of enjoyment, and because
proactive goals award them with the opportunity for fulfilling needs for
autonomy and competence (Parker et al., forthcoming).

Individuals differ in their trait-like intrinsic—extrinsic motivational
orientation (see e.g., Amabile, Hill, Hennessy, & Tighe, 1994), in their
preference for challenging tasks and their striving for competency and mastery
(Dweck, 1986; Nicholls, 1984). The idea of individual differences in the
preference for challenging tasks and thus for proactive behaviour is consistent
with Frese & Fay’s (2001) proposition of achievement motivation as a distal
antecedent of proactivity.

Importance (attainment value). Attainment value according to Eccles et
al., (1983) refers to the personal importance of doing well on the task,
including the relevance of engaging in the task for confirming or disconfirming
salient aspects of one’s selfS,

Above, I have described how intrinsic motivation can drive the setting
of proactive goals. Self-determination theory also recognizes that individuals
can be motivated to engage in behaviours even if they are not especially
enjoyable. Specifically, Deci and Ryan (Deci & Ryan, 1985, 2000; Ryan &
Deci, 2000) propose a continuum of autonomous to controlled motivation. At
one end of this continuum is intrinsic motivation which is likely to prompt the
generation of proactive goals because the tasks involved may satisfy the basic

needs of competeﬁce and autonomy, or may be enjoyable (Parker et al.,

¢ Similarly, Hollenbeck and Brief (1987) refer to the “attractiveness of goal
attainment” (p. 215).
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. forthcoming). At the other end is external regulation, regulation that is initiated
and maintained by consequences external to the person, i.e., by specific
external contingencies. Behaviour that is externally regulated is unlikely to be
sustained once these contingencies are withdrawn. This has implications for
attempts to reward proactive behaviors. External regulation is unlikely to play a
prominent role in the motivation of proactive behavior, since the ambigious
situations it occurs in are characterised by a lack of clear behaviour-reward
contingencies (Parker et al., forthcoming). In addition, attempts to monitor and
evaluate proactive behaviour may undermine its intrinsic motivation
(Harackiewicz, Manderlink, & Sansone, 1984; Lepper & Greene, 1975).
Organizations’ attempts to increase employee proactivity, €.g., by evaluating
and rewarding employees’ suggestions, are likely to result in proactive
behaviour that is mainly motivated by external rewards and that is unlikely to
be sustained if these rewards are withdrawn.

In between these extremes lie introjected, identified, and integrated
regulation, which are experienced as more autonomous than externally
regulated, even though they are types of extrinsic motivation. They arise
through a process of internalization, in which people take in attitudes, values,
and regulatory structures (Ryan, Connell, & Deci, 1985).

Specifically, introjected regulation occurrs when regulations are
internalized but have not been assimilated by the self. As with external
regulation, behaviour is not self-determined, but is coptingent on its
consequences. However, in the case of introjected regulation these contingent
consequences are administered by individuals themselves. Within this category
of regulation, self-motives are likely to play a key role. Self-motives are
“focused at establishing or maintaining a particular state of self-awareness,
self-representation, or self-evaluation” (Leary, 2007, p. 319). Past research on
introjected regulation has particularly focused on individuals’ attempts to
demonstrate ability or avoid failure in order to maintain a positive self-
evaluation (deCharms, 1968; Nicholls, 1984; Ryan, 1982). Self-motives have
been widely acknowledged in the feedback seeking literature (see Ashford &
Blatt, 2003, for a review; see also Anseel, Lievens, & Levy, 2007, for a

discussion of self-motives and feedback-seeking motives). Self-assessment or
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self-improvement motives can motivate individuals to gain useful information
on their performance. Alternatively, they may wish to maintain or improve the
favourability of their self-view (self-enhancement motive) and protect their ego
and self-esteem from the effects of negative feedback about their performance,
or they may wish to confirm existing self-views (self-verification).

To date, little research has investigated the role of self-motives in the
motivation of other proactive behaviours. Yet the self-enhancement motive is
likely to play a key role in self-initiated behaviours. Contingent self-worth, i.e.,
pride’, may serve as an incentive for a variety of proactive behaviours (Parker
et al., forthcoming). In addition, self-improvement motives are likely to
motivate proactive behaviours aimed at changing the self, such as proactive
skill development.

So far, I have focused on the attainment value of proactive goals and
discussed how the generation of proactive goals can be driven by controlled
motivation in which behaviour is contingent on either external or internal
contingencies. Drawing on ‘my conceptual work with Parker and Bindl, 1
explore the link between proactive behaviour and hi gher order goals or values
they are related to below, and focus on identification and integration as types of
autonomous motivation that relate to the utility of a goal.

Usefulness (utility). In Eccles et al. (1983) theory of motivation, utility
value derives from how well a task relates to current and future goals, We
(Parker et al., forthcoming) extend this component of task value to include the
extent to which proactive behaviours are related not only to current and future
goals, but also to higher order standards such as identities and values. In
contrast to the attainment value of a goal discussed above, usefulness is not
evaluated on the basis of contingencies, but is based on its relation to enduring
interests and deeper beliefs.

Values are very abstract goals which influence the development of

more specific goals (Pervin, 1983; Rokeach, 1973). They exert their

? Tracy and Robins (2004) suggest that self-enhancement processes may be driven by
the desire to promote feelings of pride and avoid feelings of shame and argue that individuals

tend to only experience pride when they become aware of having lived up to an actual or ideal

self-representation.
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motivational influence by causing the formation of more specific identities,
from which self-congruent goals are derived (Cropanzano, James, & Citera,
1993). Goals congruent with one’s values and beliefs are likely to remain
enduringly relevant (Little, 1989), are pursued with more sustained effort
(Sheldon & Elliot, 1999), and are better protected from competing desires and
temptations (Kuhl, 1986).

Two types of autonomous motivation can underlie the setting of
proactive goals that are congruent with individuals’ values and beliefs (Parker
et al., forthcoming).

Identified regulation is based on individuals’ conscious valuing of a
behavior and its intended consequences, i.e., seeing them as serving an
important purpose and being congruent with one’s personal goals and identity.
Individuals will set proactive goals as a result of the internalization of external
values and goals, not only because the achievement of these goals is
interesting. Identified motivation involves acting out of a sense of personal
conviction. Behaviour based on this type of motivation may not be enjoyable,
but it fits with individuals’ values and beliefs. Thus individuals proactively
take charge of their work environments to bring about improved procedures not
simply because this involves enjoyable, self-determined tasks, but because the
action is consistent with what they value, and relates to their self concept
(Parker et al., forthcoming). A nurse might identify a way to help speed up the
discharge of a patient, not because this is necessarily an intrinscially motivation
task, because she understands and accepts the importance of patient flow for
the effective functioning and care delivery within the hospital.

Individuals’ dispositons and motivational orientations, but also
contextual factors can determine the extent to which they to internalise external
values and adapt broader roles and identities. For example, individuals’ identity
orientations can be influenced by the organizational context (Brickson, 2000,
2007). Interpersonal cooperation and dense organizational networks can
promote employees’ identification with their role-relationships, their self-
definitibn as team member, co-worker, subordinate, etc. Organizational
characteristics like a climate for service (Albrecht & Zemke, 1985; Schneider,

1990a, 1990b; Schneider & Bowen, 1985; Schneider, Bowen, Ehrhart, &
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Holcombe, 2000) or a climate for customer orientation (Rogg, Schmidt, Shull,
& Schmitt, 2001) can also encourage employees to identify themselves in term
of their role-relationships.

Parker and Ohly (in press) suggested that the concept of flexible role
orientation (Parker et al., 1997), which individuals’ ownership and sense of
responsibility for problems and goals beyond their immediate tasks, can be
seen as indicative of the process of internalization in which individuals ‘take
on’ external values and regulatory structures. Individuals with more flexible
role orientations define their role more broadly, and thus experience a sense of
accountability for broader goals (e.g., customer satisfactionj beyond
completing their core tasks. They are more likely to engage in proactive
behaviour (Parker et al., 2006).

Similarly, concepts of felt responsibility for constructive change in the
organization (Fuller, Marler, & Hester, 2006; Morrison & Phelps, 1999) or for
the organizations’ future (K. Strauss, Griffin, & Parker, 2009) aim to account
for employees’ propensitiy to internalize values and identities that facilitate the
generation of self-generated proactive goals.

Finally, integrated regulation is experienced as even more autonomous
than the types of self-regulation described above. While behaviours based on
identified rhotivation are regulated by (formally external) values that are
internalized, integregrated regulation is based on “personally endorsed values,
goals, and needs that are already part of the self” (Deci & Ryan, 2002, p. 18).

Proactive goals are not only linked to current identities, but can also be
motivated by future-oriented identities. In this thesis I identify the concept of
the ‘future work self’, an imagined, hoped for, future identity that captures an
individual’s hopes and aspirations in relation to their work as an identity that
drives the setting and pursuit of proactive goals as I will elaborate below.

Costs. Eccles and colléagues (1983) have argued that the negative
aspects of engaging in the task, such as fear of éither failure or success, the
amount of effort needed, and the opportunities lost by focusing on this action
rather than another all need to be taken into account. As mentioned above, in
particular the literature on feedback seeking, issue selling, and taking charge

emphasizes that individuals weigh costs and benefits when making a decision
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over whether or not to engage in proactive behaviour (e.g., Ashford et al.,
1998; Dutton et al., 1997; Morrison & Phelps, 1999; VandeWalle, 1997).
Similarly, Aspinwall (2005; Aspinwall & Taylor, 1997) suggested that
individuals will not engage in proactive coping if they perceive the involved
effort as too costly in terms of time, money, energy, or other resources relative
to the gain they may provide. Research has identified contextual and
dispositional variables that will influence individuals’ perceptions of the
potential costs involved in proactivity. For example, employees are more likely -
to engage in issue selling when they perceive the context as favourable
(Ashford et al., 1998; Dutton et al., 2002). A lack of management support
(Morrison & Phelps, 1999) and psychological safety (Edmondson, 2003) can
render the costs involved in proactive behaviour too high and cause employees
to refrain from making suggestions and speaking up.

A further aspect of the potential costs of proactive goals is their
emphasis on future impact which makes them susceptible to temporal
discounting (Ainslie, 1992; Ainslic & Haslam, 1992; Loewenstein & Prelec,
1992). The effects of a goal’s valence are weakened by the delay of its
attainment (Steel & Konig, 2006). Individuals constantly undervalue the future
in favour of the present (Akerlof, 1991). When they choose from a variety of
possible attractive and achievable goals, they undervalue future events. .
Individuals’ future orientation, their dispoSitiona] tendency to value the future -
over more immediate outcomes (Strathman, Gleicher, Boninger, & Edwards,
1994) can influence their judgment on the cost of proactive goals and has been
linked to higher proactive behaviour (Parker & Collins, 2009; K. Strauss,
Griffin, & Parker, under review), and is a further example of an individual
difference that influences “reason to” judgements affecting the setting and
pursuit of proactive goals.

Similar to judgements of expectancy, “reason to” judgements are likely
to mediate the influence of individual differences and situational variables on
the setting and pursuit of proactive goals (Parker et al., forthcoming).

Drawing on Parker, Bindl and Strauss’ (forthcoming) expectancy-
valence based model of the motivation of proactive behaviour I have argued

that trait-like differences in intrinsic motivation and the need for competency
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and autonomy can influence the task value of proactive goals. I have proposed
that external regulation may undermine feelings of self-determination and
autonomy that motivate proactive behaviour which has implications for
organizations’ attempts to increase and reward proactivity. The attainment
value of proactive goals may also depend on self-administered contingencies.
Anticipated feelings of pride and shame and motives of self-enhancement can
motivate the generation of proactive goals.

I have also briefly described the link between proactive behaviour and
the internalization of external values and goals, and outlined some examples
for dispositional and contextual factors that can determine the extent to which
individuals internalize external values and adapt broader roles and identities.
Drawing on models of goal hierarchies (e.g., Cropanzano et al., 1993), I have
proposed that higher order standards and values can be translated into proactive
goals, and that future-oriented identites can encourage the generation of
proactive goals which is the main focus of this thesis. Finally, I have focused
on the potential costs involved in proactivity, and have outlined an example of
an individual difference that influences the degree to which the long-term goals
involved in proactivity are valued over more short-term outcomes.

A summary of the basic assumptions of the model is shown in Figure 1,
“Can do” judgments have been a prominent focus in the literature, and there is
substantive empirical support for the role of efficacy beliefs in the motivation -
of proactive behaviour. “Reason to” judgments have received less attention. In
my research, I focus on “reason to” judgements, in particular on the usefulness
or utility of proactive goals. I explore how their relation to future-oriented
identities, so called future selves, drives the setting and pursuit of proactive
goals. Before focusing more narrowly on this “reason to” behave proactively
which is the main focus of this thesis, I first elaborate on the mechanisms that
underlie the motivation of proactive behaviour in more detail. Below, I focus
on examples of distal antecedents of proactivity which are likely to exert their

influence via “can do”- and “reason to” judgements,
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Individual differences, e.g.: “Can do” judgements
- proactive personality : (Expectancy)
- goal orientation

- educational background

- Self-efficacy

Sy
L . - - Control appraisals/Outcome ~
- identity orientation expectancies Setting and

pursuit of

proactive

*Reason to" judgements goals
Situational variables, e.g.: (Valence) -
- favourable en\;‘lronment LY - Interest/enjoyment (intrinsic value)
- leadership - Importance (attainment value)
- autonomy/job control - Usefulness (utility)
l - Costs

Figure 1. Expectancy-valence based model after Parker et al. (forthcoming)

1.2.5.2 Distal antecedents — Proactive personality, learning goal orientation

and leadership as examples

As argued above, individual and situational distal antecedents may
influence the setting and pursuit of proactive goals by influencing expectancy-
and valence judgements. This view is consistent with Frese and Fay’s (2001)
distinction between distal antecedents such as personality variables,
knowledge, skills, and abilities, and environmental support; and proximal
antecedents which centre around concepts of control and mastery. The model
reviewed above however includes valence judgements as proximal antecedents.

Below, I focus on three exemplary antecedents that have been found
related to a number of proactive behaviours and briefly discuss how their
inﬂuenée on proactive behaviour may be mediated by “can do” and *reason to”
judgements,'

Proactive personality. One of the most prominent individual predictors
investigated in the literature is proactive personality, the general dispositional
tendency to initiate change in one’s environment (Bateman & Crant, 1993).
Ba