

Entrepreneurship can be understood as a process through which individuals or people perceive opportunities, take calculated risks, and create value from innovation along with strategic management (Barringer & Ireland, 2018). An entrepreneur is different from an intrapreneur. An intrapreneur is someone who leads innovation for an established organization but does not initiate a new venture (Hisrich et al., 2008). While traditional businesspersons are the types that support a firm rather than being innovative and creating waves in their industries through creativity and new ideas, entrepreneurs are dynamic in nature (Rae, 2008). In the hospitality industry entrepreneurship plays an important role in transforming customer experiences through innovative business models. Companies like Airbnb and boutique hotels demonstrate risk-taking, flexibility, and a high need for achievement, driving transformation in the sector.
This essay explores entrepreneurial attributes like risks, need for achievement, locus of control, and independence, in light of various theories and model, analyzing real-life examples of renowned hospitality entrepreneurs to evaluate their effectiveness. Through this approach, the essay aims to illustrate how those entrepreneurial traits and motivations work in practice to disrupt, innovate, and thrive in the highly competitive hospitality sector (Timmons & Spinelli, 2008).
Risk-taking has been considered one of the salient characteristics of entrepreneurship. As mentioned in Frank Knight's 1921 Risk, Uncertainty, and Profit theory, "the distinguishing mark of the entrepreneur is essentially their attitude toward uncertainty." Entrepreneurs' different courses of actions may be taken where the results are uncertain, and they must be willing to take calculated risks in order to seize new opportunities. In the context of the hospitality industry, Brian Chesky, the co-founder of Airbnb, would be one of the best examples according to Knight's theory. Chesky suggested a business model wherein homeowners could rent out their property to guests arriving in town, an idea that was supposed to disrupt the hotel industry. The idea initially underwent a lot of skepticism and regulatory hurdles, but Chesky took up the risk knowing that peer-to-peer accommodation would pay off (Barringer & Ireland, 2018). The well-calculated risk paid off fully when the company grew into one of the major global players in the hospitality industry. This theory is exhibited in Chesky's story, whereby uncertainty was embraced as an opportunity rather than a deterrent.
Apart from Knight's theory, another phase of entrepreneurial risk-taking is evident in the character of Richard Branson of Virgin Group and Virgin Hotels. Typically, Branson ventures into the most competitive industries that are hardly warranted to succeed, such as airlines and hospitality. His risk-taking propensity is also in close relation to the Prospect Theory, which analyzes how entrepreneurs make decisions based on perceived gains and losses (Kahneman & Tversky, 1979). Branson's approach herein proves that entrepreneurs often weigh up potential losses against prospective gains as they go about making bold decisions. In this essay, Branson's decision to enter the saturated Virgin Hotels market can be viewed in the context of redefining the notion of a luxury hotel by means of offering customer-oriented amenities. This aligns with the entrepreneurial ability to navigate uncertainty while leveraging risk to gain a competitive advantage (Timmons & Spinelli, 2008).
Top of Form
Bottom of Form
Over-optimism can also be linked with risk-taking, as Cooper, Dunkelberg, and Woo (1986) have elaborated. It reflects an entrepreneur's tendency to underestimate risk and overestimate the likelihood of success. A notable example is Ellis Short, founder of KSL Capital Partners, who invested in underperforming hospitality assets. Short’s willingness to accept distressed hotels and resorts and turn them into successful ventures illustrates his over-optimistic view of the outcome. However, while over-optimism sometimes leads to failure, it also motivates entrepreneurs to pursue opportunities that others might avoid due to business risks, thereby producing high rewards when successful. Short's belief in his ability to turn around the fortunes of these assets exemplifies how over-optimism can be a double-edged sword in entrepreneurial decision-making (Cooper, Dunkelberg, & Woo, 1986). Business Link (2023) observes that a shared trait among successful entrepreneurs is an unshakable optimism in the face of apparent risks, which often leads them to take chances others might avoid.
A fourth perspective on risk-taking comes from Hofstede's (1998) theory of Uncertainty Avoidance. Nobu Hospitality, co-founded by Nobu Matsuhisa, exemplifies a culture of uncertainty avoidance, where entrepreneurs take risks and innovate, while those in high uncertainty-avoidance cultures prefer stability and clear rules. Matsuhisa's background in traditional Japanese cuisine highlights this cultural difference. Matsuhisa left a promising career in conventional restaurants to create his own brand, incorporating Japanese and Peruvian influences—an unconventional move at the time. His entrepreneurial journey reflects an openness to uncertainty and innovation, which may be less common in high uncertainty-avoidance cultures (Hofstede, 1998; Small Business, 2023)
Top of Form
Bottom of Form
Another entrepreneurial trait important is the need for achievement, advocated well in the Theory of Needs by David McClelland (1961). McClelland believed that achieving individuals reached satisfying but attainable goals continually, striving to do a little better the next time. In the hospitality industry, Isadore Sharp, founder of Four Seasons Hotels and Resorts, personifies this quality. Sharp's vision for the Four Seasons hotel chain was not only to build a hotel chain but more about setting a benchmark for luxury hotels, where every customer would receive the finest service and pay great attention to detail. (BBC News, 2016).  His motivation can be compared to McClelland's theory, where Sharp would set higher standards every time for his company, hence introducing Four Seasons as one of the most well-known and respected brands worldwide today (Rae, 2008). According to Startups.co.uk (2023), a person like Sharp, who is an achiever, would push boundaries in their respective fields for continuous improvement and innovation.
The need for achievement can also be related to the concept of Achievement Orientation—one of the core traits of entrepreneurship. Conrad Hilton, founder of Hilton Hotels, embodied the core trait of Achievement Orientation, a key entrepreneurship trait. His relentless expansion and focus on providing exceptional guest experiences exemplified McClelland's theory that entrepreneurs driven by a high need for achievement are driven to succeed beyond material wealth or potential rewards. (McClelland, 1961). Achievement orientation also helps explain Hilton’s expansion efforts, as he consistently did better than his previous accomplishments by building hotels in the world's key cities (Timmons & Spinelli, 2008).
Another important entrepreneurial trait is the locus of control, explained by Julian Rotter (1966). An internal locus of control is characterized by the perception of individuals that results come from within the person, rather than from external forces such as luck or fate. Indeed, a strong internal locus of control signifies greater responsibility and sticking with one's venture when confronted by adversity. One example is Ellis Short, founder of KSL Capital Partners: his successes with the turnarounds of distressed hospitality assets have their roots in his belief that the decisions and actions he took, and not the state of the external market, would make the difference in terms of his investments. Short's story coincides with Rotter's theory since his persistence and assuredness about his control in generating desired outcomes were helpful for him to realize success even in turbulent market conditions (Bridge et al., 2003).
The locus of control is also well linked to the concept of self-efficacy, which Chen et al. (1998) explained as an individual's belief in their level of performance and goal attainment. Self-efficacy becomes a critical component of entrepreneurship since individuals with high levels of self-efficacy will both attempt more challenging ventures and persist through difficulties. Self-efficacy was important for Anita Roddick, founder of The Body Shop and eco-friendly hospitality ventures. Roddick believed in her ability to bring change through ethical and sustainable business practices, and the confidence in her capabilities allowed her to expand her ventures across different industries. The success of Roddick's entrepreneurial ventures in many sectors points toward the concept of self-efficacy regarding the fulfillment of complex challenges toward success (Chen et al., 1998).
Another important distinctive feature of entrepreneurial behavior is autonomy, which was researched by Sexton and Bowman (1985). Entrepreneurs often desire to be masters of their own fate, make decisions and act independently constraining from corporate rules and structures.
A very good example of an autonomy-driven entrepreneur is Nobu Matsuhisa. His quest for innovative autonomy ultimately led him to think outside the box and leave traditional restaurants to seek his fortune by creating his own brand. Confronted with the inflexibility of traditional Japanese cuisine, Matsuhisa blended Peruvian ingredients with Japanese techniques to break through and offered something new. (Brasa Peruvian Kitchen, 2022; RosyCheeked, 2023). Sexton and Bowman's theory suggests that entrepreneurs seek autonomy as a key motivating factor in highly competitive industries, leading to their career success. (Sexton & Bowman, 1985).
The expansion of McDonald's, which became an international giant in the fast-food world, symbolises Ray Kroc's desire for autonomy in his entrepreneurial journey. Taking the company under his control and standardising everything to align uniformly amongst all the franchises is a show of independence and firm control over the growth of the brand. (Factual America, 2023). His entrepreneurial journey serves as proof that autonomy motivates entrepreneurs to take bold steps for long-term success (Burns, 2022; Entrepreneurs Can, 2024).
Risk-taking, need for achievement, locus of control, and self-efficacy are some of the characteristics of entrepreneurship, and understanding entrepreneurial behaviour will not be possible without them. The comparison and contrast through various theories have therefore been insightful in this respect. For example, though both Knight's (1921) Risk Propensity Theory and Kahneman and Tversky's (1979) Prospect Theory attribute importance to risk-taking, each approaches the issue in an entirely different way. Knight focuses on the problem of risk and learning how to cope with it, while Kahneman and Tversky emphasise the degree to which people think about potential gains they might realise versus losses. For example, Brian Chesky, of Airbnb, is an adventurer because he leverages his business to take up the uncertain event, whereas Richard Branson, of Virgin Hotels, is more of a Prospect Theory in that he weighs the risk against the reward (Barringer & Ireland, 2018).
McClelland's Need for Achievement Theory and Achievement Orientation also explain goal-oriented behaviour. The classical example of McClelland's quest for excellence is from Isadore Sharp of Four Seasons, whereas Conrad Hilton of Hilton Hotels represent more of a general urge to expand, and this same characteristic can look like two different things when broken down into individual goals and motivations (Rae, 2008).
From a comparison of Rotter's Locus of Control Theory in 1966 and Chen et al.'s Self-Efficacy Theory in 1998, it is apparent that both theories point respectively towards the idea that an entrepreneur believes that they are in control of the outcome. Ellis Short, KSL Capital Partners, demonstrates a strong internal locus of control, whereas Anita Roddick, founder of The Body Shop, demonstrates high self-efficacy in seeking ethical business practices (Bridge et al., 2003). 
Another positive aspect is to consider the views of Timmons and Spinelli (2008) and Meredith et al. (1991). The two authors describe independence and control as characteristics of an entrepreneur. Of importance, Timmons and Spinelli (2008) argue that entrepreneurs should have independence in decision-making, which mirrors Rotter's internal locus of control—where an entrepreneur believes his or her actions have direct implications for outcomes. According to Meredith et al. (1991), successful entrepreneurs seem to be adaptable and resilient, closely associated with self-efficacy, as provided by Chen et al. (1998), where self-confidence in the ability to complete tasks is crucial. Although both Timmons and Spinelli (2008) and Meredith et al. (1991) conclude that autonomy and control are vital, Meredith et al. (1991) would also stress coping with failure and struggle, completing the model of self-efficacy for persistence and control of task accomplishment. 
Finally, yet importantly, nature vs. nurture, an old debate emphasises understanding these traits. For example, one gets the impression that Branson was born this way, whereas Chesky learned his way, so seems to be a combination of both nature and nurture. Similarly, maybe Sharp in himself has an inborn desire for achievement, but Hilton showed it over the years (Timmons & Spinelli, 2008). These traits are interconnected and further shaped by inherent and external factors, thereby depicting a complex interplay between nature and nurture in entrepreneurial success. (Lacy, 2013). 
The concludes that entrepreneurship in hospitality is the combination of inborn traits and acquired motivations. Risk taking, which is an integral component of this process, which entrepreneurs such as Brian Chesky and Richard Branson treat in quite contradictory ways, as theories such as Knight's (1921) Risk Propensity and Kahneman and Tversky's (1979) Prospect Theory dictate what Cooper et al., 1986. McClelland's (1961) Need for Achievement and Timmons and Spinelli's (2008) Achievement Orientation explains that people have various motives to get into entrepreneurial activity, as indicated by Isadore Sharp and Conrad Hilton. For instance, while Rotter's Locus of Control (1966) and Chen et al's Self-Efficacy (1998) emphasise control and self-belief respectively, there are differences in scale evident from the diverse experiences of Ellis Short and Anita Roddick. Neither theory describes the entrepreneurial process in its entirety. The characteristics or traits develop and interact with each other and are dependent on the individual's personal disposition and forces around them. Entrepreneurial success stems from risk, resilience and learning adaptability (Timmons & Spinelli, 2008; Meredith et al., 1991).
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