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Structured Abstract:

Purpose - The purpose of this paper is to examine how age and job identification affect entrepreneurial intention.
Design/methodology/approach - The researchers draw on a representative sample of the Austrian adult workforce and apply binary
logistic regression on entrepreneurial intention.

Findings - The findings reveal that as employees age they are less inclined to act entrepreneurially, and that their entrepreneurial
intention is lower the more they identify with their job. Whereas gender, education, and previous entrepreneurial experience matter,
leadership and having entrepreneurial parents seem to have no impact on the entrepreneurial intention of employees.

Research implications — Implications relate to a contingency perspective on entrepreneurial intention where the impact of age is
exacerbated by stronger identification with the job.

Practical implications — Practical implications include the need to account for different motivational backgrounds
when addressing entrepreneurial employees of different ages. Societal implications include the need to adopt an
age perspective to foster entrepreneurial intentions within established organizations.

Originality/value - While the study corroborates and extends findings from entrepreneurial intention research, it
contributes new empirical insights to the age and job-dependent contingency perspective on entrepreneurial
intention.
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1. Introduction

The increasing number of people working who are aged over 50 has led to a surge in interest
from both the scientific community and policy makers in the subject of work in the later
periods of life (Duval, 2003). Entrepreneurship among the older population is one facet of this
topic, and in recent years the number of research projects dealing with the antecedents and
consequences of what is termed grey entrepreneurship has grown (Hatak et al. 2013;
Kautonen and Kraus, 2010). Grey entrepreneurship concerns those who act entrepreneurially
at the age of 50 or over (Curran and Blackburn, 2001; Singh and DeNoble, 2003; Weber and

Schaper, 2004; Werner, 2009).

A key finding of previous research on grey entrepreneurship is that the older workforce is
less inclined to act entrepreneurially (Blanchflower et al., 2001; Curran and Blackburn, 2001;
van Praag and van Ophem, 1995). While this result seems well-founded, grey
entrepreneurship research has often overlooked important aspects. For example, research to
date has not sufficiently taken account of the job-related context in which employees aged
over 50 are embedded. In this regard, Ng and Feldman (2010a, p. 678) point out that “how

age relates to job attitudes is far less understood.”

This paper therefore analyzes age and job identification as antecedents to entrepreneurial
intention on the basis of a large-scale sample of employees in Austria based on binary logistic
regression analysis. Based on Ajzen’s (2011) definition of intention as “a person’s readiness
to perform a given behaviour”, entrepreneurial intention refers to the intensity with which a
person is likely to pursue new opportunities (Hisrich, 1990). It ranges from the non-existent
via the latent (Blanchflower et al., 2001) to the nascent (Davidsson and Honig, 2003) and

young business ownership (Reynolds et al., 2005).

The main contribution of this study is its analysis of the combined impact of age and job

identification on the degree of entrepreneurial intention. The study meets the demand for a



sophisticated analysis of the entrepreneurial intention of the older population. Proponents of
multilevel entrepreneurship research (Davidsson and Wiklund, 2001) stress that to understand
entrepreneurial intentions, researchers must account for both individual and organizational
factors. This study addresses the multilevel perspective by jointly analyzing the impact of age
and job identification on entrepreneurial intentions. A more valid understanding of grey
entrepreneurial intention would enable researchers, managers, and policy makers to
concentrate their efforts more efficiently on specific target groups, and to determine which
antecedents of grey entrepreneurship they should be focusing on, and the types of economic

and social results that should be targeted.

This paper is structured as follows: In the first section, hypotheses regarding the effect of
age and job identification on the entrepreneurial intention in the context of grey
entrepreneurship are formulated based on current research. Subsequently, the sample, the
operationalization, and the methods are introduced. Next, the results of the econometric
analysis are presented. Finally, we discuss the results and their implications for both research

and practice.

2. Theoretical background and hypotheses

Companies aiming to increase competitiveness often aim to become more entrepreneurial by
embracing risk-taking, innovativeness, and proactivity (Miller, 1983). With evidence
supporting the positive performance effects of such an entrepreneurial orientation (Harms and
Ehrmann, 2003; Rauch et al., 2009), companies are realizing that employees who act in risk-
oriented, innovative and proactive ways (Monsen, 2005) and exhibit a readiness to pursue
opportunities (Fayolle and Linan, 2014) are a key resource that can deliver competitive
advantage. The employees that intend to be, or have been, active in “the development of new

business activities for their employer” (Martiarena, 2013, p. 31) are called intrapreneurs, and



they help their employers to compete in and create new markets (Antoncic and Hisrich, 2001;

Vesper, 1984).

Finding and supporting those employees who have strong entrepreneurial intentions,
broadly defined as those who are ready to pursue new opportunities (Thompson, 2009), is
therefore vital for any organization. First, these people can use their ambition and energy to
develop new businesses for the parent company. Second, they could be looking to pursue
independent entrepreneurship opportunities (Douglas and Fitzsimmons, 2013) and may leave
the company, which would lead to a loss of vital human capital. Facing such high-impact
outcomes associated with entrepreneurial employees, it is in the interest of companies that
need to adapt to dynamic environments to be informed about the entrepreneurial intentions of

their workforce (Krueger and Brazeal, 1994).

As the number of employees over the age of 50 is increasing (Duval, 2003), and older
employees tend to be less entrepreneurial (Blanchflower et al., 2001), companies may need to
develop an age-contingent perspective on finding and managing entrepreneurial employees. A
key contingency factor may be job identification, that is known to decrease turnover
intentions and may be detrimental to entrepreneurial intentions as well. Consequently, the
econometric model in this study investigates not only how age, but also how job
identification, and a combination of these factors influences the entrepreneurial intention of
employees. In so doing, we address the issue of the job-related context in which the

employees are embedded, as called for by Kuratko et al. (2005).

Age. Although older people are more capable of exhibiting behaviors that deviate from the
customary way of doing business as they have greater means and opportunity for doing so
(Curran and Blackburn, 2001; Weber and Schaper, 2004), they are much less likely as
younger people to take steps toward acting entrepreneurially (Hart et al., 2004) or to actually

establish a company (Kautonen, 2008). Lévesque and Minniti (2006) explain the age-related



effect on entrepreneurial intention as a result of the opportunity costs of time. They argue that
older people are less willing to invest time in activities that have a long and uncertain payback
period (Fung et al., 2001), such as starting a venture or developing new business activities for
their employer. It can thus be assumed that age has a negative relation with entrepreneurial

intention.
H1: Age has a negative relation with entrepreneurial intention.

Job identification. According to Krueger and Brazeal (1994, p. 92), “entrepreneurial
activity does not occur in a vacuum. Instead, it is deeply embedded in a cultural and social
context.” While previous economic models of entrepreneurial decision making were based on
expected utility from prospective income streams, Eisenhauer (1995) explicitly included the
expected utility that is derived from the working conditions of the current job and from the
desire to act entrepreneurially (Lee et al., 2011). For example, it has been shown that
employees who are satisfied with their current job are less likely to consider entrepreneurship

as an alternative (Brockhaus, 1980; Cromie and Hayes, 1991; Henley, 2007).

Taking the utility derived from working conditions into account, the analysis of
employees’ entrepreneurial intention should consider the job-related context in which
employees are embedded. A key factor is job identification, that is the extent to which
individuals perceive themselves to be part of the job they undertake (Luhtanen and Crocker,
1992; Sargent, 2003). Employees tend to positively interpret job-related conditions if they
strongly identify with their job (Chen et al., 2013). Such identification is based on the
satisfaction that is derived from the job (Baum and Youngblood, 1975), the importance that is
attributed to the job (Luhtanen and Crocker, 1992), and the length of employment in an
organization (Ng and Feldman, 2010a; Schneider et al., 1995). Job identification also involves
the psychological attachment the employee feels to the job. Taking a closer look at the

psychological component of job identification, social identity theorists (Ashforth and Mael,



1989; Kramer 1991; Tajfel and Turner, 1985) have argued that self-definition on the basis of
job or profession “helps the individual maintain a consistent sense of self, distinct from
others, while enhancing self-esteem” (Dukerich et al., 2002, p. 509). Consequently,
employees with stronger job identification should be more likely to tie their future to the
organization in which their job is embedded. This lowers turnover intention in general (Mael
and Ashforth, 1995; van Dick, Christ et al., 2004; van Dick, Wagner et al., 2004) and

entrepreneurial intention in particular. Therefore, we hypothesize:
H2:  Job identification has a negative relation to entrepreneurial intention.

Age and job identification. Age and job identification may have a combined impact on
entrepreneurial intention. Older employees are not only less likely to pursue new
opportunities (Hart et al., 2004), but also more likely to exhibit more favorable attitudes
toward their jobs (Hochwarter et al., 2001; Krumm et al., 2013; Ng and Feldman, 2010a),

which may result in even lower entrepreneurial intentions.

This higher level of job identification at an older age might be explained by socioemotional
selectivity theory (Carstensen, 1991) that proposes that individuals adapt to aging by trying to
maximize their social and emotional gains and minimize their social and emotional risks.
Through optimization, older individuals are more likely to work in jobs they can identify with
(Carstensen, 1992). According to socioemotional selectivity theory, older individuals are also
more likely to experience positive emotions and less likely to experience negative emotions
than younger individuals (Gross et al., 1997). In this regard, given that attitudes also have an
emotional component (Edwards, 1990), Ng and Feldman (2010a) have empirically shown that
older employees generally have more positive job attitudes, which is manifested in stronger

identification with their jobs than that of younger employees.

Socioemotional selectivity theory also proposes that younger individuals prioritize

knowledge-acquisition goals, whereas older individuals emphasize emotion-regulation goals



(Carstensen, 1992). This age-related goal shift results from the individuals’ perceptions of
how much time they have left in life. Whereas “younger individuals are more likely to
perceive that they have plenty of opportunities in the years ahead [...] older individuals are
more likely to perceive that time is running out and perceive more limitations on their future
options” (Ng and Feldman, 2010a, p. 685). As a result of this shorter time horizon, older
employees tend to view their current jobs in a more positive light (Carstensen, 1991). Hence,
they receive more immediate gratification from identifying with their current jobs (Wright
and Hamilton, 1978) than they do from engaging in the knowledge-acquisition activities
(Carstensen et al., 1999) required to pursue new opportunities. We therefore assume that the
relationship between age and entrepreneurial intention is influenced by job identification.

Figure 1 provides an overview of the hypothesized relationships.

H3: The relationship between age and entrepreneurial intention is moderated by job
identification: The stronger the job identification, the stronger the negative

relationship between age and entrepreneurial intention.

3. Method
3.1. Sample
The sample is based on a postal survey of the adult workforce (20-64 years of age) in Austria.
The initial survey instrument was tested on a small convenience sample of Austrian

participants, which prompted some amendments. Subsequently, a pilot test was conducted on

100 respondents that confirmed that the survey instrument worked as expected.

We sent out 15,000 questionnaires in Austria to respondents selected randomly in a

representative range of regions according to a strategy devised in consultation with Statistics



Austria. As we attempted to draw a representative sample in terms of gender, age (target age:
20-64 years), and geographical distribution despite the lack of a central population register,
we had to adopt a heuristic approach by using a digital phone book to identify addresses in the
selected municipalities. The survey was labeled an “opinion survey on entrepreneurship” so as
not to deter potential participants who were not acting entrepreneurially or had no desire to
start their own business. The postal survey generated a total of 1,024 responses (response rate
7%). While we were able to control regional and gender distribution, the heuristic sampling
approach did not allow us to consider age in the sampling process. Thus, the actual usable
sample amounts to 766 individuals between 20 and 64 years of age. Of these 766 individuals,
316 fit the selection criteria of this analysis, in that they are currently in dependent

employment.

To avoid nonresponse bias, we implemented several approaches proposed in the literature
such as establishment of survey importance, careful questionnaire design and length
management (Yu and Cooper, 1983). Moreover, we assessed the sample for potential
nonresponse bias by conducting archival and wave analysis (Rogelberg and Stanton, 2007).
Archival analysis targets passive nonresponse bias by comparing the characteristics of the
sample with the characteristics of the population (Rogelberg and Stanton, 2007). A
comparison of our sample with Austrian population statistics shows that the average age of
the respondents in the sample (43.3 years) is somewhat higher than the national average in the
age group 20-64 (42 years). Wave analysis aims to control for active nonresponse, that is,
nonresponse that results from the recipient’s conscious decision not to respond, by comparing
early and late responses (Rogelberg et al., 2003). We conducted a wave analysis by
comparing the means of key variables between early and late responses (the first and the last

30% to arrive); t-tests did not show significant differences.

3.2. Operationalization



Entrepreneurial intention was measured on an ordinal scale with respondents indicating
whether they were not thinking about acting entrepreneurially at all, sometimes thought about
it, were seriously thinking about it, or were nascent entrepreneurs (Krueger et al., 2000; Lifian
and Chen, 2009). As this variable had a skewed distribution with only 9.6% of the
respondents indicating higher degrees of entrepreneurial intention, we dichotomized this
variable into those who had not thought about acting entrepreneurially and those who had

thought about it or had even become active entrepreneurs.

Job identification was measured as a formative construct by an unweighted average of the
three factors importance of current job, satisfaction in current job and length of dependent
employment. Operationalizations from the literature emphasize the multidimensional nature of
job identification (Luhtanen and Crocker, 1992), which is based on the satisfaction that is
derived from role performance (Baum and Youngblood, 1975). It also reflects the extent to
which employees feel their job is related to their sense of self (Sargent, 2003). In this, job
identification acts alongside job importance and length of dependent employment (Schneider
et al., 1995). The former is an important predictor of the relationship between job satisfaction
and life satisfaction (Benjamin and Barrett, 1972) while the latter is a “good indicator of
person-organization fit” (Ng and Feldman, 2010a, p. 687). We therefore argue that the items
chosen in this research are close enough conceptually to the construct’s content to warrant

their inclusion.
Age was measured in years as a metric variable with higher values indicating greater age.

As control variables, we chose gender (1 = male; 2 = female), education (ordinal scale),
professional background (1 = with leadership component; 2 = without leadership component),
previous entrepreneurial experience (1 = no; 2= yes), and entrepreneurial parents (1 = no; 2 =
yes), as they have been found to affect entrepreneurial intention. Table 1 presents the

descriptive statistics for the general sample.



3.3. Analysis

As the dependent variable is binary, we use binary logistic regression to analyze whether
entrepreneurial intention is influenced by the independent variables and the moderation. First,
we calculate a main effects model with controls only. Then, we introduce the moderation

term.

4. Results

Regarding the control variables, both models (Table 3) show a significant impact of gender
(negative), education (positive), and previous entrepreneurial experience (positive) as
suggested by literature. For professional background and entrepreneurial parents, the
coefficients are not significant in either model. These findings are stable over both models.
Overall, these results show that the inclusion of controls is warranted to obtain a well
specified model. This claim is supported by the finding that the control model alone (I; Table
3) can explain between 9.7% (Cox & Snell) and 13.2% (Nagelkerke) of variance, with 67.6%

correctly classified cases.



The results of the main model (Il; Table 3) show that age is associated with a lower
likelihood of having an entrepreneurial intention (coefficient -.054, significant on a level of
under 1%), providing support for Hypothesis 1. Job identification itself fails to register a
significant impact on entrepreneurial intention (coefficient -.300, p-value at .378). This is
contrary to what was anticipated by Hypothesis 2. The moderation effect with age, however,
indicates that a negative impact of job identification is stronger among older employees (-
.044, significant on a level of under 10%). This finding provides support for Hypothesis 3. In
sum, job identification moderates the relationship between age and entrepreneurial intention.

The model that contains the variables of interests and the interaction effect (1I; Table 3) is
capable of explaining a larger share of variance than the control model alone (I; Table 3). The
corresponding values for Cox & Snell and Nagelkerke are 18.5% and 25.2%, respectively,

and the percentage of correctly classified cases increases slightly to 70.9%.

5. Discussion

There will be more and more older employees in the workforce of Western companies as baby
boomers reach early retirement age and the populous birth cohorts of the late 1960s and early
1970s begin to mature (Krumm et al., 2013; Ng and Feldman, 2010a,b). Therefore, to
guarantee a resilient economic environment, policy makers are striving to keep individuals in
employment longer. At the same time, in order to cope with fierce competition on global
markets and the elevated pace of change, companies need employees that are ready to pursue
new opportunities within the organization. The need to meet these challenges makes it
important to consider which factors contribute to the entrepreneurial intention of the aging
workforce. By investigating the joint impact of age and job identification on entrepreneurial

intention, this research addresses a topical issue.



Based on a representative sample of Austrian employees, we find that older employees
have a lower intention to act entrepreneurially, and that this intention is lower when there is a
higher degree of job identification. These key results highlight the impact of age on the
entrepreneurial potential of older employees and seem to limit the potential of
intrapreneurship in an aging workforce as a strategy to strengthen companies’ innovativeness
and their competitiveness. The findings also reinforce the validity of socioemotional

selectivity theory in combination with economic theories of job selection.

For employers, entrepreneurial intention among the workforce is a double-edged sword.
On the one hand, employees with a strong entrepreneurial intention may leave the company
and pursue entrepreneurial opportunities independently (Hongli and Qi, 2011). This may lead
to a drain of expertise and may deprive the employer of the benefit of economic returns of
innovative product-market combinations. On the other hand, if tied to the company,
employees that exhibit behaviors deviating from the customary way of doing business
(Antoncic and Hisrich, 2003; Krueger and Brazeal, 1994) may act as change agents who
enhance the dynamic capabilities of established organizations (Gordon et al., 2007). Thus, for
management wishing to strengthen entrepreneurial orientation, a key task is to identify these
entrepreneurial employees and to tap their entrepreneurial potential. To be able to fulfil this
task, management would need to develop human resource management initiatives that satisfy
the entrepreneurial employees’ desire for new challenges, and also address the older non-
entrepreneurially oriented employees’ desire for emotion-regulation goals. Our findings

inform the design of such initiatives.

We advance previous research on the crossroads of organizational embeddedness — which
we frame as job identification — and entrepreneurial intention (Hongli and Qi, 2011; Ng and
Feldman, 2010b) by adopting an age-specific perspective that is based on socioemotional

selectivity theory. Hongli and Qi (2011) argue that embeddedness fosters entrepreneurial self-



efficacy and hence entrepreneurial intention. In line with socioemotional selectivity theory
(Carstensen, 1991), we find, to the contrary, that embeddedness strengthens the negative
impact of age on employees’ entrepreneurial intention. There seems to be a trade-off between
employees’ job identification, which ties them to their current employer, and their
entrepreneurial intention, which is the prerequisite for intrapreneurship to evolve in a
company.

We recommend employers striving to foster intrapreneurship in their companies to
combine the benefits brought by older employees, such as “personal maturity, significant
professional experience” (Gordon et al., 2007, p. 8), with the entrepreneurial drive of younger
employees. In age-diverse teams in corporate entrepreneurship projects, various forms of
motivation could be addressed. Younger employees can address their knowledge-acquisition
goals and take the opportunity to benefit from entrepreneurial options that are risky but
potentially profitable in the long term. At the same time, older employees can address their
emotion-regulation goals by identifying with their current job, thus experiencing a sense of

belonging in the social environment (Carstensen et al., 1999).

Existing empirical evidence on the performance impact of mixed-age teams, however, adds
a new facet to this debate. While a meta-analysis by Horwitz and Horwitz (2007) suggests
that there are no significant relationships between bio-demographic diversity and team
performance, the study finds that task-related diversity has a positive relationship with the
latter. Providing mixed-age teams represent different task backgrounds, positive effects can be
expected. This is in line with the suggestions of the promoter model of innovation
management, where (often more senior) power promoters and process promoters help to bring

about successful innovation (Hauschildt and Kirchmann, 2001).

Implications for research are suggested in that the relationships between age and other

factors that affect the entrepreneurial intention of employees ought to be scrutinized. For



gender, education, and entrepreneurial experience, we have found significant direct
relationships with entrepreneurial intention that may also serve as moderators of the
relationship between age and entrepreneurial intention. Closer scrutiny of these minor results

might provide interesting insights.

First, while the barriers facing women choosing to embark on entrepreneurship are being
eroded (Loutfi, 2001), women still tend to be confronted with gender-specific legal,
institutional and social obstacles that inhibit entrepreneurial action (Acs et al., 2011;
Blanchflower et al., 2001; Duxbury and Higgins, 2001) and tend to be socialized toward less
entrepreneurial roles (Moore and Butter, 1997; Scherer et al., 1991). Those aged over 50 may
be particularly subject to more traditional gender models, so the impact of gender on

entrepreneurial intention may persist in the older population.

Second, with regard to education, a meta-analysis suggests that postgraduate training has a
positive effect on the development of an entrepreneurial mindset (van der Sluijs et al., 2008).
In this regard, economic theories on career choice (Douglas and Shepherd, 2002) argue that
younger people stand a better chance of reaping long-term profits from entrepreneurship.

Thus, education may moderate the effect of age on the entrepreneurial intention of employees.

The limitations of this study can be seen particularly in the pseudo-R? of the model. While
the R for the full model is relatively high compared to the average share of explained
variance in social science studies (Cox & Snell: .185, Nagelkerke: .252), it might be rather
low for companies that want to screen the entrepreneurial intention of their employees in an
indirect way. We suggest that instead of relying on indirect indicators, companies should
address their workforce directly when they want to tap the entrepreneurial potential of their
employees. Here, more fine-grained multi-item measurement may be called for to obtain a

differentiated picture of the company’s intrapreneurs (Douglas and Fitzsimmons, 2013).



Another limitation concerns the generalizability of the empirical findings. While the
sample was composed to ensure it was representative of the Austrian population, we cannot
be sure that our findings can be generalized to other geographical contexts. Studies are
beginning to address a culture-specific perspective in entrepreneurial intention research. On
the one hand, Kautonen et al. (2013) report significant differences between the impact of
attitude on entrepreneurial intention among Finnish and Austrian subjects. On the other hand,
Moriano et al. (2012) find that the effects of attitudes, norms, and self-efficacy on

entrepreneurial intention are relatively stable across different cultures.

Our results provide a first empirically-grounded orientation. In a nutshell, our findings
suggest that older employees are less inclined to act entrepreneurially than younger colleagues
and are even less inclined to act entrepreneurially the longer they have been employed and the
more important and satisfying they perceive their current job to be. They are unlikely to be the
group acting as intrapreneurs and contributing noticeably to improving their employer’s
flexibility and innovativeness. However, in the long term, favorable firm development
requires a balance between elements of stability and change (Stevenson and Jarillo, 1990).
Thus, management needs to nurture a workforce that spans the range from young and new
employees, who induce change by questioning the status quo as they strive for more important

and satisfying jobs, and older satisfied long-term employees who provide stability.
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Job identification

Entrepreneurial
intention

Age

H1
Figure 1: Hypotheses
Variable Categories and distribution
entrepreneurial intention none (1): 63.7% little (2): 26.6%  serious (3): 7.9%  nascent (4): 1.7%
job identification Average: 2.96; StDv: .505
Age Average: 43.34, StDv: 10.97
Gender male (1): 49.0% female (2): 51.0%
Education 1-2: 15.9% 3-4:39.1% 5-6: 37.4% 7-8:9.6%
professional background leading (1): 38.2% non-leading (2): 61.8%
entrepreneurial experience no (1): 90.6% yes (2): 9.4%
entrepreneurial parents no (1): 54.3% yes (2): 47.5%

Table 1: Descriptive statistics



1 2 3 4 5 6 7
1  entrepreneurial intention
job identification - D19
3 age -.214%%* A416%**
4 gender -209°** 012 -.118%*
5  education 1976 ** -170°** .006% -.088°#
6  professional background -.066° - 0602 -072%  115°*  -.064%#
7 entrepreneurial experience 166°** -.040°% 113**  153°*  019° 103"
8  entrepreneurial parents 026° - 156™**  -094° 131°%* 069 .104°
Table 2: Measures of association; a: biserial; point biserial; b: phi-coefficient; c: rank biserial
**p<.0l;*p<.05#p<.1
I: Controls only I1: Moderation
Coeff.  Std. Error Sig. Coeff.  Std. Error Sig.
gender: male (1) / female (2) -.756 239 .002 -.961 .267 .000
education .261 074 .000 273 .084 .001
professional background: leading (1) / non- -.050 244 .837 -.165 274 .548
leading (2)
entrepreneurial experience: no (1) / yes (2) .878 .361 .015 1.431 470 .002
entrepreneurial parents: no (1) / yes (2) -.028 .240 .907 -.214 .268 424
job identification -.300 .340 .378
age -.054 .016 .001
age * job identification -.044 .024 .061

-2II: 418.15, Cox&Snell: .097,
Nagelkerke: .132; % corr. class:

67.6

-21l: 354.88, Cox&Snell: .185,

70.9

Nagelkerke: .252; % corr. class:

Table 3: Age and job identification; 316 valid cases



