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This article outlines the details of an empirical study into the perceptions of small and medium-sized enterprise
(SME) directors regarding the concepts of communication and commitment to leadership style and the
interpretation of these concepts by way of depth interviews. The commitment by SME directors is represented by
the themes of emotional commitment, visibility, financial bond, and personality traits. The communication by SME
directors is represented by the themes of empathy, type of information, reaction and personality of the
communication. The concept of leadership in the SME sector is typically closely associated to the charismatic
leadership and the theory of the inclusive leadership (IL) style. The IL is a representation and use of all of the
represented leadership styles depends on a situation. This study can be described as an exploratory study, consisting
of qualitative in-depth interviews that were conducted with 19 directors of SMEs in the Netherlands and a

qualitative matrix method was utilised.
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Introduction in Behavioral Aspects of the Leader

Leaders in the SME sector are creators of social and economic values of their companies and the
environment they are operating in. Their goals and ambitions can lead the companies to high performance and a
resilient and sustainable enterprise. The expectations about the not optimal or very good performance of the
company can be explained by the behaviour of SME directors and the “businessperson characteristics” of SME
director. The performance determinants are the results and the efficiency and effectiveness of the company
activities. The company activities (to communicate, to control, to identify the risks, to take/get
responsibility—internal control) are determined and organized by the director/leader of the company. If the
company activities are not very well organised, it leads to poor performance. For this reason it is very important
first to understand the concept of the leader (“businessperson characteristics™) before to explain the behaviour

and the performance of the companies.
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The supportive behavior of the leader influence the problem-solving capacity of employees, especially
creative performance and originality (Carmelin, 2013). Coulson-Thomas introduces ‘“new leadership”
concept for multiple benefits and more affordable route to the high performance, because “traditional
leadership is not working” (Coulson-Thomas, 2013). Entrepreneurial leadership style is very effective for
increasing financial performance in SME sector (Sam, 2012). The creative performance, as one of the
important path to organizational performance, is influenced by authentic leadership (Rego, Sousa, Marques,
& Pina e Cunha, 2014). Another study provides a model explaining the process through which
transformational leadership influences creative behavior and organizational citizenship behaviors (Tse &
Chiu, 2014).

The study of this paper regarding the concept “businessperson characteristics” tested the interpretation
of the selected concepts in a conceptual model for leaders within the SME sector. This study provides more
knowledge and insights to the clarity regarding the interpretation of the concepts of “businessperson
characteristics”, namely, commitment and leadership. By way of this study, the results regarding the method
behind the interpretation of “businessperson characteristics”, show the SME directors characteristics. On the
basis of a qualitative analysis, a review was conducted of the input concepts that was considered to be the
most desirable and was therefore utilised by the SME directors. The answers have been subdivided into
themes for each concept (communication, leadership, and commitment) and the distribution pattern has been
incorporated in different Tables (see Tables 4, 6, 7, and 10). The main question posed in my study is as
follows:

e How does the concept “businessperson characteristics” in interaction with the process of behaviour (attitude,
beliefs, etc.) and internal control system of the company influence the performance determinants of the company?

The research subject of this paper is understanding and recognizing of the determinants of the concept
“businessperson characteristics” in SME sector, by way of discussing of three concepts: commitment,
communication, and leadership. Hereafter is the next step—instrument developing for the different leader
determinants based on original/first data from the author’s survey questionnaire. The main question posed only
in this paper is:

e In which manner is the concept “businessperson characteristics” interpreted and utilised by the
businessperson/director in SME?

The research purpose of this paper helps in understanding of the nature of the leader/entrepreneur in SME
sector and family business. This study provides knowledge of and insight into the manner in which the concept
of “businessperson characteristics” is interpreted within the SME sector by the directors themselves and
determines the new elements to the scarce literature available regarding the subject of the SME director in the
Netherlands.

In chapters “Literature About the Leadership”, “The Definition of Commitment”, “The Definition of
Communication”, “The Definition of Leadership” of this article, the first aspects relate to the definition of the
concepts of leadership, commitment, and communication are discussed. Subsequently, in chapter
“Methodology”, the results of exploratory studies relating to the interpretation of each concept have been
presented in a matrix analysis. The results of the exploratory research and the results of the study have been
incorporated in Tables 4, 6, 7, and 10 and additional explanations have been included. Chapter “Conclusions”

completes this article with the final conclusions and further discussion.
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Literature About the Leadership

The entreprencur/leader of the company is “the economic operator, that as a leader, the company makes
decisions about an uncertain future and has responsibility for its survival”, the person with risk behavior and
which has the following characteristics: assessing the uncertainties, taking initiative, the continuation of its
reassessment of the performance of others (van der Valk, 1950). The business culture in SME sector in the
Netherlands (enterprises with 10 to 250 employees) is the family culture: 47% of the cases (Koning, 2013).
Ouchi (1979) talks about the clan mechanisms—flexible, intern oriented, informal culture with behaviour of
collaboration, or with other words—family culture. The leaders of the companies can influence and optimise
the organisational culture (Haneberg, 2009). Another study illustrates that “human resource management
practices is an important ancestor of organisational culture... which has in turn a positive link to
organisational performance” (Al-bahussin & El-garaihy, 2013). The leadership fosters employee
commitment and brand supporting behaviors of employee in a company (Wallage, De Chernatony, & Buil,
2013a).

The leader of the company is in state of being bound to the company—financially, emotionally, by
family obligations, or with other words—it is going about the involvement/commitment of the leader. The
job involvement is positively related to job performance and “this implies that creating sufficient interest in
the job objectively involves an individual to his/her responsibilities and this reflects on augmented
performance levels” (Soumendu, 2011). Affective commitment and normative commitment were strong
predictors of organisational citizenship behaviours in Turkish SME’s (Uganok & Karabati, 2013).
The leader of the company is connected to the company by way of an engagement by contract
involving obligations and by way of feeling of other needs, who leads, takes the decisions,
communicates and informs about. The use of communication and change management leads to sustainable
performance and “it mentions that employees at high performance companies looked for leader’s
characteristics” and also notes the role of communication for leaders to create clarity, deliver confidence, and
build community (Wallage et al., 2013b). The leader is the one who leads and directs, the one who has the
authority, the one whose qualities, roles, and leadership style, together with initiative and responsibility,
leads the organisation in a particular direction by way of his/her leadership. Directive leadership enhanced
proactive behaviors for work units that were highly satisfied with their leaders, whereas empowering
leadership had stronger effects on both core task proficiency and proactive behaviors for work units (Martin,
Liao, & Campbell, 2013).

The quality of the leader and the results of their behaviors can be interpreted by way of understanding of
three concepts: commitment, communication, and leadership. It can be stated that the need for empirical testing
of complete profile (businessperson characteristics) of the leader in SME and influence on behavior and
performance is significantly noticed. Also, it motivates this research to develop and identify the clear
dimension and future measurement of behavior determinants in SME sector. First the study explained the three
definitions of commitment, communication, and leadership (Missioura, 2013a). Then, the study showed the
choice of the directors in SME sector (19 depth interviews) for “businessperson characteristics” concepts and
discuss the original results of the presented data by used concepts (commitment/involvement, communication,
and leadership) deficit implies that decision makers systematically overestimate their capacity to reach stated

goals.
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The Definition of Commitment

There are a variety of meanings about the commitment. Commitment or involvement is linked to
togetherness and connectedness through an emotional bond or obligations. Commitment in organizations is
going about the feeling of the responsibility, engagement or positive orientation of the person to the
organization/target/work etc.. The commitment of the leader to the company is going through an emotional
bond or obligations. Etzioni (1964) spoke about “...the typical orientation of the group of participants one
observes has tot be established. How alienated or committed are they?”. Allen and Meyer (1991) introduced a
three-component conceptualization of organizational commitment: a desire (affective commitment), a need
(continuance commitment), and an obligation (normative commitment).

Etzioni (1964) introduced the commitment as a relationship of the participants to the place in their
organisations. Etzioni (1964) spoke about “...the typical orientation of the group of participants one observes
has tot be established. How alienated or committed are they?”. Etzioni (1993) introduced the commitment as a
determinant to govern individual choices through the infusion of normative influence. There are two parts in
the definition of commitment: normative commitments and affective involvements. It is going by loading of
personal priorities and intrusion on the linear sequencing of personal decision making (Etzioni, 1993). The
commitment is going about the “affective attachment to the goals and values, and to the organization for its
own sake, apart from its purely instrumental worth” (Buchanan, 1974). Organizational commitment is defined
as the desire to remain a member of an organization, to exert high levels of effort for the organization, and to
accept the organization’s beliefs (Hoell, 2004). Wiener (1982) spoke about “the totality of internalized
normative pressures to act in a way which meets organizational goals and interests”, by the way of
believing—it is right/moral thing to do. The commitment of employee considers it morally right to stay in the
company, regardless of how much status enhancement or satisfaction the firm gives to him over the years
(March & Mannari, 1977).

Allen and Meyer (1991) introduced a three-component conceptualization of organizational commitment: a
desire (affective commitment), a need (continuance commitment), and an obligation (normative commitment).
With regard to commitment in its various forms, the three recent aspects of commitment are selected:

e an obligation (Etzioni, 1964, 1993; Allen & Meijer, 1991, 1996);
e a feeling (emotional/affective aspect) (Buchanan, 1974; Allen & Meijer, 1991, 1996; Etzioni, 1993);
e a profitability (needs/costs) (Allen & Meijer, 1991, 1996; Kibeom, Allen, & Meijer, 2001).

Attitudinal commitment focuses on the process by which people come to think about their relationship with the
organization. (...) Behavioral commitment relates to the process by which individuals become locked into a certain
organization and how they deal with this problem. (Mowday, Porter, & Steers, 1982, p. 26)

Leadership commitment influences the employee health and work ability and contributes to quality
management in the companies (Lagrosen, Béckstrom, & Wiklund, 2012). The lack of commitment may lead to
failure in an organization and has an impact on employees and external environment of organizations operating

in.
The Definition of Communication

Communication is the negotiation, opportunity for exchanging of ideas, intellectual ability for consultation,

spiritual talent to verbal or nonverbal communicate to provide specific information to another person or group.
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Garcia (2012) defined the communication as “an act of the will directed toward a living entity that reacts”. “If
you want to know why so many organizations sink into chaos, look no further than their leaders’ mouth”.
(Hamm, 2006). The leaders present grand, (...) notions of where they think the company is going, (...) assume
everyone shares their definitions of “vision”, “accountability”, and “results”, even it is not the case and leader
misalignment with the sloppy behaviour of employers can cost a company dearly. That is the reason why
effective communication is the leader’s most critical and essential job tool of leadership (Hamm, 2006).

Transparent communication helps the leaders increase self-awareness and responsibility in themes of
honesty/integrity, life balance, and relationships (Remund, 2011). Maximal goal communication is more
effective and persuasive when leaders show the enthusiasm and openness (Venus, Stam, & Van Knippenberg,
2013). Precise and transparent communication of the leaders, the clear reports to other managers, who
communicates also with equal precision to their employees, aligns the organization’s commitment and energy
with a well-understood vision of the firm’s real goals and opportunities (Hamm, 2006). There is relationship
among communication and enthusiasts in organizations in four factors, namely, the rhetoric courage, extreme
form of motivation and commitment. Communication is one of the most important competencies of the
leadership skills (Sinar, 2013). Communication is also related to the personality trait such as extrovert or
introvert person that express the person’s degree of willingness to communicate (Caligiuri & Tarique, 2009).
Goldberg (1992) emphasized a positive and negative poll of extraversion as follow in Table 1.

Table 1

Goldberg Scale of Extraversion

Negative scale Positive scale
Introverted Extraverted
Unenergetic Energetic
Silent Talkative
Unenthusiastic Enthusiastic
Timid Bold
Inactive Active
Inhibited Spontaneous
Unassertive Assertive
Unadventurous Adventurous
Unsociable Sociable

Notes. See also for personality traits and extraversion. Source: Felf & Schyns (2006) and Moss Simon & Ngu (2006).

There is interlink between personality traits and communication because the personal dimension as
extraversion and conscientiousness determine the communicative behaviour of the leaders (Bakker-Pieper &
Vries, 2013). Communication is one of the most important competencies of the leadership skills and it gives

different opportunities to achieve their own and company goals.

The Definition of the Leadership

The leader is the one who leads and directs, the one who has the authority, whose qualities, roles, and
leadership style, together with initiative and responsibility, leads the organisation in a particular direction.

Leadership refers to the personality of the leader, the characteristics and the qualities held by the individuals to
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influence others and to make every effort to contribute to achieving the objectives for the success of the department or
organisation where they work. (Van Muijen, 2003)

“Leadership with significant ownership in a company/leadership by management with significant
ownership interest or rights” is one of the characteristics of an enterprise (COSO, 2006).

In relevant literature, there are two main schools of thought that can be distinguished with regard to
leadership:

e The charismatic/value-based theory is developed by Conger (1989) that is based on the perception of the
behaviour of the leader by his/her followers, with divisions in transformational, transactional and laissez-faire
leadership (Weber, 1947; Conger, 1989; Conger & Kanungo, 1987, 1988, 1992 1994; Conger, Kanungo, &
Menon, 2000; Conger, Kanungo, Menon, & Mathur, 2009).

e The full range theory utlines three types of leadership, varying from passive to active leadership styles, with
divisions in charismatic, transactional, autocratic, and laissez-faire leadership (Burns, 1978; House, 1977,
Cardona, 2000; Ehrhart & Klein, 2001).

The concept of leadership style is a complex concept and the stated definitions of leadership style include
multiple aspects and dimensions (completed study/publication about the leadership—inclusive leadership (IL)
in the small to medium sized enterprise sector) (Missioura, 2013a). From the author earlier study (Missioura,
2013a) it showed uses of leadership styles in the practise of SME directors: “IL in the SME sector is situational
leadership that is dependent upon the context and the needs of the followers in accordance with the context and
results, for the highest levels of efficacy and efficiency” and the effective leadership is not a representation of a
particular one type of leadership (hierarchical, delegation, participative, closed), but uses of all of the
represented leadership styles depend on situation.

The choice of 19 SME directors, by way of building of the conceptual model in the author previous study
differs from the choice of professionals (scientists) (Missioura, 2013b), and is more close and important for the
practice of SME companies in the Netherlands. For this reason the author choose to explain the results of three
concepts (leadership, communcation, and commitment/involvement) as the base for behaviour of the leader of
company.

In the next chapter the methodology and results of all concepts have been separately presented.

Methodology

The conceptual model was established on the basis of the COSO framework and the Theory of Reasoned
Action (TRA) model developed by Fishbein & Aijzen (1975) and it illustrates the structure and level of detail
of the internal control measures selected by the chief executive officer (CEO) or the chief financial officer
(CFO). The analysis of the results of the interviews, together with the theoretical framework of the Fishbein &
Aijzen (1975) model and components of the COSO Internal Control-Integrated Framework (ICIF, 1992) led to
the drafting of the questions for the survey research for this component.

The conceptual model consists of four components, as follows:

e Basic/Input concepts (characteristics of the enterprise/businessperson);

e Psychological/Mental (Fishbein & Aijzen, TRA model concepts);

e Behaviour/Business activities (investment behaviour and COSO 1992 components);
e Yields/Revenues (efficiency/effectiveness and satisfaction).

The complete conceptual model has been visually incorporated in Figure 1.
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Input concepts | Psychological/mental | | Behaviour/activities | ‘
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Behaviour/ Satisfaction
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Figure 1. The complete conceptual model.

The research method included conducting in-depth interviews with 19 SME directors, whereby they were
asked to provide additional details and interpretation regarding the concepts from the conceptual model, to
select the most important concepts from the conceptual model and to indicate the causal relationships between
the concepts by drawing directional arrows (Missioura, 2013b).

This article outlined the interpretation of the “businessperson characteristics” by SME directors and
discuss the represented input concepts from the conceptual model—"“characteristics director” (commitment,

communication, and leadership, see Figure 2).

Input concepts |

Input concepts ‘

Characteristics

director

- leadership
2a

Characteristics Characteristics
director director -
::> communication
2 2b

Characteristics
director -
involvement
2c

Figure 2. The input concepts from the conceptual model discussed in the paper.

Sample SME directors: Below, the characteristics of the directors interviewed have been incorporated into
Table 1.

Table 1
Characteristics of the Directors in the Qualitative Study

D/MS CFO CEO Total
Male 4 5 3 12
Female 2 2 2 6
Total 6 7 5 18

Table 1 explanation: In total, 18 SME directors were interviewed, of whom 12 participants were males and
six participants were females. In the group, directors/major shareholders, a total of six participants were
interviewed, i.e., four males and two females. In the group, CFO’s, a total of seven participants were
interviewed, i.e., five males and two females. In the group, CEO’s, a total of five participants were interviewed,
i.e., three males and two females.

In the next chapter the results of concept of commitment have been separately presented.



122 COMMITMENT, COMMUNICATION, AND LEADERSHIP DETERMINE THE LEADER

Commitment—Study Results

Below, the questions that were posed in the study have been incorporated into Table 2—commitment

study questions.

Table 2

Commitment Study Questions

Study question Concept Interview question
In which way is the concept of “businessperson
characteristics” interpreted and detailed by the|Concept-commitment
businessperson/director?

Which commitment/involvement elements
can you list for a director (in general)?

On the basis of the responses from the SME directors to the question posed regarding the commitment
elements that they could list and explain (general), it was possible to distinguish four separate communication
themes:

Theme 1: Emotional commitment—the state of being emotional/affective bound to the organization.

Theme 2: Visibility—presence of the director in organization in various ways: personal, internal/external
communication.

Theme 3: Financial bond/connection—financial aspects, ownership, shareholder, salary, and bonus.

Theme 4: Personality traits—combination characteristics or objective features of the person
(director/CEO/CFO), for example, age, experience, knowledge, training, health, etc..

The different responses of the respondents explaining about the various aspects of commitment have been
incorporated into Table 3.

Table 3
Themes Involvement/Commitment (General)
Subjective elements of the commitment  |Objective elements of the commitment
Emotional commitment Visibility Financial bond Personality traits
e my involvement is extremely/very
large e regular presence e shares e Knowledge (market,
e the company like e not only contract| e salary industry, customers,
e own family feeling director e bonus e experience
e feeling at the company have e communicate with| e variable financial| e age
e are afflicted people: how it is going? bonus e health
e feel and see if its place e director on the paper e rate of return/ profit e talent/business skills
e own enthusiasm e to be as an exam-ple for| e payment e spiritual maturity
e proud, to feel/to be the people in the organization |terms/conditions
e responsibility feeling

Based on Table 3, it is apparent that the first group “emotional commitment” relates to a subjective
element and the three other groups, “visibility”, “financial bond”, and “personality traits” relate to an objective
elements of the commitment. The subjective elements of the commitment are feelings and perceptions of the
person for the company. For example, to be proud of the company, product, services, tasks, and responsibility:

e “When people asking me: what are you doing? And I have a good story about the business, my own
commitment and our quality, skills, input in our business, it is going to be better together with the company”;

e “Passion for the company, just to be proud for the product, services, to be concerned with your own people,
sociable and friendly for the company”;

e “A director who convinces and works with the heart and drive for the company, who knows what is
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important we are doing”;

e “If you are going to change our mission and vision I’'m just going to lose my involvement”.

Table 4
Involving Elements of SME Director

Subjective elements of the commitment |Objective elements of the commitment

Emotional commitment Visibility |Financial bond Personality traits

HH-HH-HH- - PEreRTeeRen - B -
HHHHHHHHHHHHHHE T HHHHHHHHHHH T HHHH - HEHE T

Notes. HH: the number of answers occurring five times; I: the number of answers occurring one time.

The distribution patterns of the participants in Table 4 (directors of SME’s/family businesses) revealed a
dominant pattern in three types of commitment elements (one subjective and two objective elements of the
commitment), i.e., emotional commitment and personality traits, and a financial bond with the company. A lower
distribution pattern was revealed in terms of the visibility in the company (objective element of the commitment).

The emotional commitment, or with other words the sense of involvement with the company:

e “I get a lot of the energy in the company, I like to work here”;
e “It is very enjoyable to speak with the customers, to ask about their needs, to help them”;
e “My contribution to our vision just goes to build together the happiness in the company”;
e “I am very involved to my company”.
Personality traits: work experience, age, health, seniority and maturity, and dominance.
Financial aspects:
e “I just get my salary and my bonus—it is another bond, a connection to the company”;
e “There is also a variable and a fixed component of the salary, plus the bonus, yes”;
e “You just get the salary and another component is dependent on the profit”.

Visibility:

e “You are doing a lot with the company, you are connected, not only financially, but also your own presence,
by yourselves in the company and (...) by external contacts, (...), with internal contacts also”;

e “Every day busy for the company, (...) from the morning 9:00 am to the evening 9:00 pm”;

e “I have 30 meetings a week, it is about two or three times in year”;

e “I know everything about a company, I ask every day people, I say—good morning and this and this and this,
(..), I am very concerned, I actually know everything, everything plays in the company”.

In the next chapter the results of concept of communication have been separately presented.

Communication—Study Results
Below, the questions that were posed in the study have been incorporated into Table 5.

Table 5
Communication Study Questions

Study question Concept Interview question

In which way is the concept of “businessperson characteristics”
interpreted and detailed by the businessperson/director?

Which communication/elements can

Concept-communication . . .
p you list for a director (in general)?

On the basis of the responses from the SME directors to the question posed regarding the types of
communication that they could list and explain (general), it was possible to distinguish four separate
communication themes:
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Theme 1: Empathy—identification with and understanding of another’s situation, feelings, and motives;

Theme 2: Type of information—a special collection of facts or data for specific target group (e.g., mail
message, speech, motivational/convincing story);

Theme 3: Reaction/response—communicative response or action to a stimulus/important event from out or
inside of the organization;

Theme 4: Personality—combination of qualities or features of the person (director/CEO/CFO), image, for
example, powerful leader, hierarchical/quirky/compassionate person.

Table 6
Communication Elements in the SME
Empathy Type of information Reaction Personality
Total |HHI A - T HH-HH 1T HH-HHHHHHHH T

Notes. HH: the number of answers occurring five times; IIII: the number of answers occurring four times; and II: the number of
answers occurring two times.

The participants listed and detailed the various communication elements (see Table 6). On the basis of the
answers from the participants, a division was made into four different communication elements. In Table 7, the
subjects/synonyms associated with these four themes have been incorporated per average of communication by
women/men. On this basis hereof, it is possible to identify the dominant distribution pattern from the aspects of

communication elements that are used in directing and communicating with the employees in the enterprise.

Table 7
Communicatiom—Woman/Man Average

Empathy Type of information Reaction Personality
Average women HHI 11 HH 11 HH-I
Average men 11 11 HH 1 HH-HHHH

Notes. 1111: the number of answers occurring five times; IIII: the number of answers occurring four times; III: the number of
answers occurring three times; and I: the number of answers occurring one time.

The distribution patterns of the participants in Table 7 (directors of SME’s/family businesses) in
communication elements revealed a dominant pattern in two main elements:
e Empathy, the listening and understanding of another person is higher represented by female respondents;

e Personality of the director in communication is more important for male respondents than female respondents.

HIGH

Ewoman

4 Hman

LOwW

Empathy _ Tvpe Reaction Personality
information i

Figure 3. Average communication elements man/woman.
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The average of the choice of the type of information is the same in both groups. The average of the
reaction to important events from outside or inside the organization is a little bit higher by women than by men
(see Figure 3).

In the next chapter the results of concept of leadership have been separately presented.

Leadership—Study Results

The research method included conducting in-depth interviews with 19 SME directors, whereby they were
asked to provide additional details regarding the concepts from the conceptual model, to select the most
important concepts from the conceptual model and to indicate the causal relationships between the concepts by
drawing directional arrows. Below, the questions that were posed in the study have been incorporated into
Table 8.

Table 8
Leadership Study Questions

Study question Concept Interview question

Which leadership styles can you list for
a director (in general)?

In which way is the concept of “businessperson characteristics”
interpreted and detailed by the businessperson/director?

Concept—Ieadership

On the basis of the responses from the SME directors to the question posed regarding the types of
leadership that they could list and explain, it was possible to distinguish four separate themes (i.e., hierarchical,
delegational, participative, and closed):

Theme 1: Hierarchical/authoritarian leadership—communicating via different layers in the
organisation—directive, imposing, domineering;

Theme 2: Delegational—allocating responsibilities;

Theme 3: Participative/polder model—open communication, leaders who motivate and
communicate—direct, flat leadership;

Theme 4: Closed—non-communicative/unclear.

The participants listed and detailed the various leadership styles. On the basis of the answers from the
participants, a division was made into four different leadership styles. In Table 9, the subjects/synonyms
associated with these four themes have been incorporated per leadership style. On this basis hereof, it is
possible to identify the aspects of each leadership style that are used in directing and communicating with the
employees in the enterprise.

Table 9
Leadership Style Subjects
Hierarchical Delegational Participative Closed
e authoritarian leader e Consultative
e bureaucratic e delegational e Horizontal  style  of]
. s . e Unclear
e vertical style of| e allocates responsibilities|leadership .
. e Undermines people
leadership to the people e Serve N
. . . T e Non-communicative
e imposing, formal e throws people into the| e Participative .
e .. o All-knowing
e dictating deep e Inspiring .
- o . . e Silent
e controlling e invisible management e Coaching, high degree of]
. e Closed
e demanding e check and release freedom
e insisting e People-orientated

Based on Table 9, it is apparent that the first two groups of subjects (hierarchical and delegational) relate



126 COMMITMENT, COMMUNICATION, AND LEADERSHIP DETERMINE THE LEADER

to a style of leadership whereby distance is created between the leader and others.
The other two groups (participative and closed) appear to lean more towards communicating with the
person who is also a part of the organisation. For example,
Look, I so often see people in business who very quickly make it easy for themselves. They sit very comfortably in a

chair, hand out particular responsibilities and run many companies. Then this is the workplace and ultimately, the
management teams are located on the other side of the city. (source: depth interview with SME director)

In relation to the question regarding the types of leadership styles, the participants made a clear distinction
between either hierarchical/aloof, or delegational’/human. Subsequently, the subjects were also listed regarding
the manner of communication of a leader and if this was open communication, or if there was minimal
communication in the company. The participants also considered it important to be able to combine leadership
styles, regardless of their own leadership styles, depending upon the situation.

Table 10
Businessperson Leadership Style Subjects
o . . . Communicative/participative/polder L Combin§d
Authoritarian/hierarchical | Delegational S Non-communicative/unclear|leadership
communication
1 2 4 styles
3 5
Total |HHIHHH 1T HH-ITT HHHHH T II I

Notes. HHHH: the number of answers occurring 10 times; HH: the number of answers occurring five times; IIII: the number of
answers occurring four times; III: the number of answers occurring three times; II: the number of answers occurring two times;
and I: the number of answers occurring one time.

The distribution patterns of the participants (directors of SME’s/family businesses) revealed a dominant
pattern in two types of leadership style, i.e., authoritarian and communicative, a flat, accessible manner of
leadership. The distribution pattern was very weak in relation to non-communicative/aloof and unclear types of
leadership and these were uncommon and not typical amongst the total population of directors in the SME
sector. From the quotes above, it would appear that the interpretation of ideal leadership depends on the
situational and contextual aspects and on the basis thereof, the leader must select a

passive/directive/participative style of leadership in order to achieve the best result for the organisation.

Conclusions

The study outlined in this article was an exploratory study regarding the interpretation of the concepts of
“businessperson characteristics” by SME directors and answers the question: In which manner is the concept,
“businessperson characteristics” (commitment/communication/leadership), interpreted and utilised by the
businessperson/director? The results of the study are mostly related to family business because the business
culture in the Netherlands in SME sector is most represented by family culture/culture of family business
(Koning, 2013; Ouchi, 1979).

The commitment/involvement by SME directors is represented by the themes of emotional commitment,
visibility, financial bond, and personality traits. The distribution patterns of the participants revealed a
dominant pattern in three types of commitment elements, i.e., emotional commitment, personality traits, and a
financial bond with the company. The commitment by SME directors in the Netherlands is represented by

themes of:
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e Affective commitment (the emotional commitment: enjoyable, happiness in the company, like to work
here);

e Continuance commitment (need as salary, bonus, profit, work experience, health, seniority and maturity,
dominance).

in a three-component conceptualization of organizational commitment (Allen & Meyer, 1991).

The communication by SME directors is represented by themes of empathy, type of information, reaction
and personality of the communication. The distribution patterns of the participants (directors of SME’s/family
businesses) in communication elements revealed a dominant pattern in two main elements: Empathy, the
listening and understanding of another person is higher represented by female respondents; personality of the
director in communication is higher represented by male respondents. In the definition of Garcia represent the
communication of female leader “an act of empathy directed to the employees” and the communication of male
leader is “the act of own charismatic personality directed toward the own employees” in expectation of
adequate response.

The leadership by SME directors is represented by themes of hierarchical, delegational, participative, and
closed leadership. The distribution patterns of the participants revealed a dominant pattern in two types of
leadership style, i.e., authoritarian and communicative, a flat, accessible manner of leadership and the theory of
the IL Style, as a representation different styles for different situations (Missioura, 2013b).

These three concepts (commitment, communication, and leadership) determine the influence on the
behaviour and activities in the practice of SME companies in the Netherlands.

The preference of the two concepts for “businessperson characteristics” by SME directors, namely,
leadership and involvement/commitment shows the differences in the practise of the companies. A possible
general conclusion is that the spheres of interest of SME directors: They are to close to the practice to be able to
be successfully applied. The purpose of this study was not to identify if this explanation is most plausible.

The next study—survey (300 participants, the subject of another paper)—should approve the results of this
explanation and discussed choice of SME directors in the Netherlands (subject of this paper) and the reliability
of conceptual model (see Figure 4).

Input concepts | Psychological/mental | | Behaviour/activities | ‘

Enterprise Beha\rlc.nral beliefs/ Efficiency
feature Attittude 9
3 en 5
1 Behaviour/ Satisfaction
Behavioral | -
O O C0S0 1992 O
~ Intention | activities ~ =
Characterlstlcs Normative beliefs/ 7/8 Effectiveness
director Subjective norm 10
2 4 en 6
Figure 4. The result conceptual model for questionnaire.
Limits of the Study

This study was undertaken among a limited group of (19) SME directors and the selection of respondents
was non-random. There is therefore some doubt concerning the representativeness of the study. Furthermore,
the sample is limited in size to be able to make (statistically-reliable) statements on the entire population. The
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study is exploratory in character. The only point of investigation was—the choice of SME directors. No attempt
was made to explain any discrepancies in priorities. There may a response bias, is the respondents probably
wanted to make a good impression, as a result of which a discrepancy could occur between the answers given
and their activities in practice or in the studies undertaken.

Suggestions for Further Study

In a further study, the possible explanations for the most notable results could be further assessed, in
addition to which it would be interesting to continue this study on a larger scale (already finished—survey), to
make it possible to be able to draw statistically-reliable conclusions and the most plausible explanation of the
interpretation of the concepts of communication, commitment, and leadership and relationship among the
concepts.
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