
VU Research Portal

Topondernemers en top-CEO’s in Nederland

van Zanten, R.A.

2019

document version
Publisher's PDF, also known as Version of record

Link to publication in VU Research Portal

citation for published version (APA)
van Zanten, R. A. (2019). Topondernemers en top-CEO’s in Nederland: Een exploratief en toetsend onderzoek
naar verschillen in persoonlijkheidskenmerken, leiderschapsstijlen, strategische oriëntaties, systeeminvloeden
en performance. [, Vrije Universiteit Amsterdam].

General rights
Copyright and moral rights for the publications made accessible in the public portal are retained by the authors and/or other copyright owners
and it is a condition of accessing publications that users recognise and abide by the legal requirements associated with these rights.

            • Users may download and print one copy of any publication from the public portal for the purpose of private study or research.
            • You may not further distribute the material or use it for any profit-making activity or commercial gain
            • You may freely distribute the URL identifying the publication in the public portal ?

Take down policy
If you believe that this document breaches copyright please contact us providing details, and we will remove access to the work immediately
and investigate your claim.

E-mail address:
vuresearchportal.ub@vu.nl

Download date: 24. May. 2023

https://research.vu.nl/en/publications/7558b016-47ff-471c-a5c2-1b36123e0bff


185

Sum
m

ary

Summary

This dissertation study concerns integrative leadership. It investigates whether top busi
ness entrepreneurs differ from Chief Executive Officers (CEOs) of large organizations 
in The Netherlands, specifically on personality traits, leadership styles, strategic focus, 
system constraints and performance. The study consists of an explorative part, with 
semi structured interviews, and an explicit hypothesestesting part (De Groot, 1961). 
In addition, this study tries to determine the key factors of successful leadership and to 
distinguish characteristics in successful leadership profiles.

A considerable amount of research exists on differences between managers and entre
preneurs (e.g. Vecchio, 2003; Zhao et al., 2010). However, most of this research is 
aimed at starting entrepreneurs and managers working in medium and mediumsized 
enterprises (e.g. Yukl, 2010). The present research is unique in nature, as top entre
preneurs and top CEOs are studied – the CEOs managing organizations with an annual 
turnover of at least EUR 50 million, and the entrepreneurs, as business owners, man
aging organizations with an annual turnover of at least EUR 20 million. Due to a lack 
of time, among other reasons, these top entrepreneurs and top CEOs are usually not 
very eager to take part in scientific research. Not surprisingly, prior research aimed at 
studying differences between entrepreneurs and CEOs, had very low response rates. 
The present study, on the other hand, has a very high response rate, with ultimately 86 
respondents taking part in the research. This remarkable willingness to be a subject in 
scientific research might be explained by the fact that the author of this dissertation 
study is a top entrepreneur himself – a fact which is being critically and methodologi
cally reflected on as well. In addition, in the explorative part of the study, 19 CEOs and 
top business entrepreneurs have been interviewed individually, as an inspiration for 
further scientific research. The hypothesestesting part of the study has been carried out 
mainly on the basis of valid and reliable questionnaires, using ttests to examine the 
differences between the 
CEOs and entrepreneurs. 

Five main factors emerged from the literature (e.g. Walter & Heinrichs, 2015), as well 
as from the explorative interviews, as relevant to study empirically the differences 
between topentrepreneurs and topCEOs:
1. Personality traits (Need for achievement, Locus of control, Selfefficacy, Power 

motivation, and Need for influence);
2. Leadership styles (Transformational and Transactional);
3. Strategic focus (Market orientation, Learning orientation, Technology orientation, 

Entrepreneurial orientation and Time management);
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4. System constrains (Influences of stakeholders in the environment);
5. Performance.

Remarkably, top CEOs and top entrepreneurs did not differ significantly on the per
sonality traits. This is at odds with other studies (e.g. Vecchio, 2003; Yukl, 2010; 
Hakala, 2015). However, these studies did not include top level entrepreneurs and top 
CEOs. A possible explanation for the lack of differences, it is suggested, could be that 
the differences in personality traits between entrepreneur and CEOs diminish as one 
gets closer to the top.
 CEOs, contrary to the prediction, did score higher on transformational leadership 
than entrepreneurs. Examining the strategic focus, CEOs did also score significantly 
higher on learning orientation than top entrepreneurs. On average, entrepreneurs 
scored a little higher on entrepreneurial orientation and technical orientation. An 
explanation for these small, nonsignificant differences might be that, at this top level, 
a onedimensional comparison between entrepreneurs and CEOs is too simplistic. This 
also becomes more evident when one adopts a more integrated approach.

The major differences are revealed most notably in time management, a scale designed 
specifically for the present study, as a supplement to the strategic orientation. On aver
age, entrepreneurs dedicate more time to marketing, sales and business development, as 
well as to technology, R&D and innovation – which is in line with other studies (e.g. 
Wiklund & Shepherd, 2005; Hakala, 2015). It comes as no surprise that CEOs dedi
cate significantly more time to system boundaries that are controlling and system 
boundaries that are influencing the organizations they are managing. Most CEOs and 
entrepreneurs agree on the fact that CEOs often work in more complex environments: 
since CEOs are no business owners like entrepreneurs, they have to deal more with the 
interests of different stakeholders. Consequently, this aspect of stakeholder manage
ment becomes of increasing importance to the role of a top CEO, compared to that of 
a top entrepreneur.

With regard to the integration of the five factors, some interesting relations emerge:
• Transactional leadership and transformational leadership have a strong mutual 

correlation.
• A higher degree of transformational leadership leads to a stronger strategic focus.
• A higher score on a leadership style (transactional as well as transformational) leads 

to a higher degree of influencing system boundaries.
• Entrepreneurial orientation and technical orientation have many common aspects.
• Learning orientation has a positive connection with HRM, with development of 

knowledge and management, and with system boundaries.
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Considering the development of leadership profiles, a cluster analysis reveals a clear 
CEO profile and a clear entrepreneurial profile. A similar distinction was found when 
making a further indepth analysis of four clusters. These two profiles may, respectively, 
be characterized as:
• An innovative entrepreneurial profile, consisting of a strong entrepreneurial orien

tation and technical focus, less attention for active transactional and transforma
tional leadership, and a low influence of system boundaries.

• A governing CEO profile, consisting of a strongly developed leadership style 
(transformational as well as transactional), a high market and learning orientation, 
a strong focus on HRM, development of knowledge and management, a high 
degree of influencing, as well as a large amount of time dedicated to stakeholder 
management.

Apart from these clear profiles, two other profiles were found among CEOs as well as 
entrepreneurs. The first one is characterized by a primarily financial and internal focus: 
a financial administrator’s profile. The second profile is characterized by a relatively 
strong urge for power, a strong transformational leadership style, a strong focus on the 
internal organization and finance, an average influence of system boundaries, and a 
high performance. This profile is called an effective leader with a strong focus on results.

Finally, these four leadership profiles have been compared with the entrepreneurial 
profiles developed by Miner (1996; 1997). Correlational analysis shows that: 
• The entrepreneurial profile has strong connections to the Miner profiles of ‘expert 

idea generator’ and ‘super salesperson’, and a lower connection the ‘real manager’ 
profile. This profile represents leaders with a strong focus on product development, 
innovation and sales, and less on direction.

• The CEO or governor’s profile has strong connections to the ‘personal achiever’ 
and ‘super salesperson’ profiles. Notably, this profile scores low on the Miner’s ‘real 
manager’ profile indicating status and power. Accordingly, these aspects are not 
strongly represented in this profile.

• The financial administrator’s profile has low scores on all four Miner profiles.
• As expected, the effective leader has strong connections to all four Minerprofiles. 

To be the most effective manager, as Miner (1996) suggested earlier, one has to 
have high scores on a mix of entrepreneurial profiles.

The onedimensional approach from a single factor is too simplistic to be able to fathom 
effective leadership, as this dissertation study illustrates. As Yukl (2010) indicates, to 
study the complexity of leadership in more detail, integrated approaches are needed. 
The present study contributes to such an integrated approach, as it provides more 
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insights in the differences and similarities between top entrepreneurs and topCEOs, 
and contributes to the development of leadership profiles as well. Although differences 
in personality traits, leadership styles and strategic orientations between top entre
preneurs and top CEOs were, in this study, less than expected, new and inspiring 
starting points are being offered to adjust existing theories and to carry out confirma
tory research into this integrated approach. Whether this research is aimed at top entre
preneurs and top CEOs, or at managers and entrepreneurs at a lower hierarchical level, 
it will be especially worth the effort, as this study reveals, to consider differences in time 
management and system constraints more closely. Furthermore, to decompose effective 
leadership even more closely, it might also be interesting to study differences in person
ality traits, leadership styles, strategic focus, time management and system constraints 
between top entrepreneurs and top CEOs and aspects of the organizations they are 
managing, on the one hand, with starting entrepreneurs and managers working in 
medium and mediumsized enterprises, on the other hand, in a crosssectional design.


