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Summary

This report mainly discusses quantitative analysis research methods, and discusses the application of quantitative analysis in the report using parametric and non-parametric statistics, and finally gives evaluations and suggestions.
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1.0 Introduction

Generally, quantitative research is defined as the systematic investigation of targets by collecting quantifiable data and performing statistics, mathematics or computer technology. Quantitative research uses systematic sampling to collect information from target groups and issue survey actions. The results of the survey can be described in the form of numbers, which can predict the future of a survey object and make corresponding changes. (Goertzen, 2017, Chan, 2003.)

Quantitative research emphasizes objective measurement, public opinion surveys, questionnaire surveys, and computer technology to process and analyze pre-existing statistical data. Quantitative research focuses on collecting numerical data and generalizing it to different populations or explaining specific phenomena. (Goertzen, 2017, Chan, 2003. Bhandari, 2020.)

Quantitative research templates are objective, detailed, and in many cases even investigative. The results obtained by this research method are logical, statistical, and unbiased. Data collection is conducted using structured methods and on a larger sample that represents the entire statistical data. (Goertzen, 2017, Chan, 2003. Bhandari, 2020.)

In this article, the researcher chooses two articles as the research objects of quantitative analysis. The researcher selected the article from the Journal of Small Business Management, and the subject of the article was mainly related to the development and management of small and medium-sized enterprises. The first article mainly introduces the relevant content of the sustainable development management tools of small and medium-sized enterprises. The second article analyzes the impact of organizational commitment, organizational climate and organizational orientation on employees based on the background of Mexican small and medium-sized enterprises and employees. These two articles are a good demonstration of the application of quantitative research in journal articles, and show the importance of quantitative research from different angles.

[bookmark: _GoBack]This report will first introduce the main content of the two articles, and then analyze and critically discuss the articles. At the end of the article, the researcher will summarize, evaluate and give some suggestions on the article.
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[bookmark: _Toc22511]2.0 Rationale for Choice of Articles
Researcher selected two articles related to quantitative analysis. They are Johnson and Schaltegger (2016)'s Two Decades of Sustainability Management Tools for SMEs: How Far Have We Come? and Clercq and Rius (2007) Organizational Commitment in Mexican Small and Medium-Sized Firms: The Role of Work Status, Organizational Climate, and Entrepreneurial Orientation. The themes of the two articles are discussed around the development, innovation and future planning of small and medium enterprises.

The reason why the researcher chose these two articles is that they both illustrate the importance of the management and development of enterprises, especially small and medium-sized enterprises. These two articles are related to the organizational crisis and crisis management theories studied by the researcher, and can help researcher understand useful information such as organizational management, organizational development, and organizational resource allocation.

The researcher believes that it is necessary to give a brief introduction to the two articles in this section, and then the researcher will briefly summarize the content of the two articles.
[bookmark: _Toc15469]2.1 Two Decades of Sustainability Management Tools for SMEs: How Far Have We Come?
In this article, authors emphasize the importance of sustainable development management in SMEs. Authors believe that although many scholars have discussed different management methods and potential challenges, there is still a lack of research and review of sustainable development management tools for SMEs. Therefore, the center of this article is based on a systematic review of academic literature, discussing the importance of implementing sustainability management tools for SMEs, and discussing the main implementation obstacles and promotion standards. In addition, the impact on future research, SME management and public policy is also mapped. (Johnson and schaltegger, 2016)

This article has four core parts in total: First, authors confirm the number of sustainable development tools for SMEs through quantitative and qualitative research. These include: auditing, corporate social responsibility management, environmental management, policy, life cycle and network, etc. Secondly, the authors mention the reasons why SMEs implement sustainable development management, which includes several aspects. The first is the decision-making aspect: sustainable development management helps small and medium-sized enterprises have legal rules and regulations, and evaluates the content of decision-making. Secondly, the sustainable development management of small and medium-sized enterprises can help enterprises reduce the complexity of the company and help managers measure the environment and internal performance. Finally, the sustainable development of SMEs can help companies manage stakeholder relationships, especially the relationship between development agencies and local administrative bodies. (Johnson and schaltegger, 2016)

Secondly, authors mention the obstacles to the sustainable development management of SMEs. Authors classify these obstacles into two categories, namely internal obstacles and external obstacles. The internal shortcomings of SMEs include lack of awareness of sustainability issues, lack of perceivable benefits, lack of knowledge and expertise, and lack of human and financial resources. The second category involves external deficiencies, including insufficient external drivers and incentives, the inapplicability of formal management tools in the informal SME structure, and the complexity of international standards and tools designed for local-focused SMEs. (Johnson and schaltegger, 2016)

In the third part, authors describe the standards that promote the implementation of sustainable development management tools for SMEs. Authors mentioned that the implementation of sustainable development management tools for SMEs should be: the simplicity of management tools/user convenience, the practicality/cost-effectiveness of management tools, the adaptability/flexibility of management tools, the company’s customized management tools to local Focus on management tools and group and network management-oriented tools. In this section, authors mentioned that the current information is mainly focused on the development and adjustment of existing sustainable development management tools. In terms of further implementation or improvement of management tools, or whether it is necessary to develop new management tools, authors mentioned the need for further observation. (Johnson and schaltegger, 2016)

At the end, authors discussed and prospected this article. authors believe that over time, the scope of continuous development of management tools for small and medium enterprises has become larger and more diverse. Not only that, the current vulnerabilities and problems existing in the enterprise can be solved through manageable solutions. Most of the management tools implemented by enterprises are also rationally supported by experience. Authors believe that although the current sustainable development management tools for small and medium-sized enterprises have been extensively developed, the excessive or blind use of management tools by business managers can also lead to negative effects. authors believe that the managers of small and medium-sized enterprises need to optimize the management tools that are most suitable for the development of the enterprise while considering the enterprise's own situation. (Johnson and schaltegger, 2016)
[bookmark: _Toc25294]2.2 Organizational Commitment in Mexican Small and Medium-Sized Firms: The Role of Work Status, Organizational Climate, and Entrepreneurial Orientation
The authors made several hypotheses in order to demonstrate their views to promote their quantitative research activities. First, the authors try to solve this gap by studying how the organizational commitment and efforts of small and medium-sized companies rely on the following factors: the individual's job status in the company, their perception of the organizational climate, and the company's entrepreneurial direction. Therefore, they assume that holding a higher position in the company will positively affect the individual’s attitude towards the employer and the positive impact of their actual behavior in the organization. That is: the status of individuals in the company is positively related to their organizational commitment. The level of an individual’s position in the company is positively correlated with their efforts. (Clercq and Rius, 2007)

The second hypothesis given by the authors is: assuming that the tenure of individuals in the company will affect their attitudes relative to their organization, as well as their actual behavior in the organization. That is: the tenure of individuals in the company is positively related to their organizational commitments. Individuals’ tenure in the company is positively correlated with their efforts. (Clercq and Rius, 2007)

The authors believe that the perceived safety of the heart will contribute to one's commitment and effort. Through research, the authors found that the personal loyalty of Mexican SME employees to their organization is positively affected by their overall perception of supervisor support and overall satisfaction with work goals. Their perception of psychological safety may be an important driving factor for their attitudes and behaviors. That is, the individual's perception of psychological safety is positively related to their organizational commitment. Individuals’ perception of psychological safety is positively correlated with their efforts. (Clercq and Rius, 2007)

Next, the authors assume that there is a positive relationship between the perception of meaning and the individual's efforts with respect to his organization. That is: the individual's perception of psychological meaning is positively correlated with their firm commitment to themselves. Individuals’ perception of psychological meaning is positively related to their efforts to the company. (Clercq and Rius, 2007)

Next, the authors assume that the company’s entrepreneurial orientation is positively correlated with the individual’s organizational commitment. The company's entrepreneurial direction is positively related to individual efforts. And personal organizational commitments are positively related to their efforts, and personal organizational commitments mediate the relationship between position, tenure, psychological safety, psychological meaning, entrepreneurial orientation and effort. (Clercq and Rius, 2007)

After the statistics of quantitative analysis actions, the authors believe that the personal work status, their perception of the organizational atmosphere, and the company's entrepreneurial orientation are positively related to the individual's commitment and effort. The level of company commitment is positively correlated with personal effort. (Clercq and Rius, 2007)
[bookmark: _Toc18252]3.0 Discussion of Methodology and Research Design
In this part, the researcher will discuss and evaluate the research methods of the two articles. First, the researcher will analyze the parametric and non-parametric properties of the two articles, and introduce and analyze the parametric and non-parametric properties. Second, the researcher will combine the research methods of the two articles, analyze the authors' research and analysis of the central argument of the article, and give a critical discussion.
[bookmark: _Toc22885]3.1 Parametric and non-parametric statistic
In parametric statistics, information about the overall distribution is known and based on a fixed set of parameters. Parametric statistics assume data that has been extracted from a specific distribution and used for parametric testing. (Chan, 2003. Dutta, 2014. Sheskin, 2003.)

Parametric hypothesis statistics indicate that the sample data follows a probability distribution based on a set of parametric. The most common assumption is that the data are normally distributed. Most common statistical methods are parameterized. Although parametric statistics are considered more powerful than non-parametric statistics, they are not always suitable for analyzing the significance of differences. The reason is that the assumptions they are based on are not always met.(Chan, 2003. Dutta, 2014. Sheskin, 2003.)

For parametric statistics, information about the overall distribution of data is known and based on a fixed set of parameters. Parametric statistics assume data that has been extracted from a specific distribution and used for parameter testing. Parametric statistics assume that the sample data is based on the probability distribution of a set of parameters. The most common one is to assume that the data is normally distributed. Nowadays, most common statistical methods are parametric statistic. (Chan, 2003. Dutta, 2014. Sheskin, 2003.)

But it is worth noting that although parametric statistics are considered to be widely used and more powerful than non-parametric statistics, it cannot always be applied to analyze the significance of differences. The reason is that the assumptions they are based on are not always met.(Chan, 2003. Dutta, 2014. Sheskin, 2003.)

Non-parametric statistics refers to methods that do not assume that the data comes from a prescribed model determined by a few parameters. The sample data of non-parametric statistics does not have to follow a normal distribution. The sample data is not based on numbers but on other criteria, such as ranking or commonality. (Chan, 2003. Dutta, 2014. Sheskin, 2003.)

Non-parametric statistics include non-parametric descriptive statistics, statistical models, reasoning and statistical testing. The model structure of this statistical model is not formulated a priori, but determined based on data. It should be noted that non-parametric does not mean that these models have no parameters at all, but the number and nature of parameters are flexible and not fixed in advance. The histogram is an example of non-parametric estimation of the probability distribution. (Chan, 2003. Dutta, 2014. Sheskin, 2003.)

The figure below shows the difference between parametric and non-parametric statistics.

	Parametric
	Non-parametric

	Statistics are known
	No statistics information is available

	Assumptions about statistical quantities
	No assumptions about statistical quantities

	Distribution-based sample data
	Arbitrary sample data

	Suitable for continuous variables
	Suitable for continuous and discrete variables


Chart 1: Differences Between Parametric and Non-Parametric Statistics. (Chan, 2003. Dutta, 2014. Sheskin, 2003.)

[bookmark: _Toc20751]3.2 Critical Discussion to Articles
[bookmark: _Toc23071]3.2.1 Two Decades of Sustainability Management Tools for SMEs: How Far Have We Come?
In this article, the authors use quantitative research to collect the required literature and finally provided 112 publications. In the research method stage, the authors raised the research question, namely: Are sustainability management tools, including corporate social responsibility tools and environmental management tools, designed for and suitable for SMEs? (Johnson and schaltegger, 2016)

After confirming the research themes, the authors confirm the four themes and began to conduct quantitative research actions on the research themes, namely:

What specific sustainability management tools have been proposed and observed in SMEs? (Johnson and schaltegger, 2016)

Should SMEs implement sustainable management tools? (Johnson and schaltegger, 2016)

What are the main reasons why SMEs have not implemented sustainable management tools? (Johnson and schaltegger, 2016)

The literature emphasizes which sustainable management tools must meet key criteria to improve the applicability of SMEs? (Johnson and schaltegger, 2016)

The authors conduct a quantitative research check on the paper according to the research questions and themes put forward in order to get the research results. The authors conduct quantifiable statistical data for each article, including the year of publication, the type of publication, the type of journal, the research method used, the geographic location of the survey and case study analysis, and the industry and department of the sample. Not only that, the authors made a special analysis of each paper in the above survey categories, including: the proposed sustainable development management tools, the reasons for the implementation of sustainable development management tools for small and medium-sized enterprises, and the implementation of sustainable development management tools for small and medium-sized enterprises. Barriers and promotion standards for SMEs to implement management tools. (Johnson and schaltegger, 2016)

The researcher believe that the quantitative analysis of this article can be defined as non-parametric statistics. First of all, the authors did not fix the statistics at the beginning, but the final statistics after a large number of screenings. Secondly, the authors did not make any assumptions about quantitative research in this quantification, but only proposed research centers and research questions to pave the way for follow-up quantitative actions. Obviously, the purpose of the authors' quantitative research is to collect literature related to the sustainable development of small and medium-sized enterprises and the sustainable development management tools of small and medium-sized enterprises as the theoretical support of the article for discussion. In the article, the authors summarized and classified the documents after collecting 112 documents, including small and medium-sized enterprises, sustainable development management, general management, technical management, etc., so as to make it more convenient for the authors to discuss the research topics.

researcher believe that the academic support of this article is undoubtedly very successful. The quantitative analysis and statistics performed by the authors help them obtain a lot of information and development about SMEs and sustainable development management tools of SMEs, which helped the authors to comment and analyze the management tools of enterprises and development after the statistics. This article describes in detail the process, current situation, obstacles and future trends of sustainable development management for small and medium-sized enterprises from the perspective of literature review and macro analysis, and describes the importance, applicability and future possibilities of sustainable development management tools. It is undeniable that quantitative research and analysis have played an important role in this.
[bookmark: _Toc16627]3.2.2 Organizational Commitment in Mexican Small and Medium-Sized Firms: The Role of Work Status, Organizational Climate, and Entrepreneurial Orientation
Different from the previous article, the authors use obvious parameter statistical methods in this article to help demonstrate his point of view. The authors believe that employees will serve the company based on their current working conditions in the company, the company's organizational climate, and the company's corporate orientation. In order to demonstrate this point of view, the authors conduct statistics on 863 Mexican small and medium-sized companies to verify this hypothesis. (Clercq and Rius, 2007)

In addition, in the above, the researcher mentioned that the authors made several thesis hypotheses in the article to help the quantitative analysis research be carried out effectively. After statistics on these data, the authors combined several previous assumptions and came to the following conclusion: People with higher positions and longer tenure are more likely to be very attached to their own organization. Individuals’ perception of the organizational climate is positively correlated with the support of the relationship between their organizational commitments. The authors also argue that the research results emphasize the importance of organizational commitment in SMEs, because individuals with higher emotional commitment are found to put more energy in the workplace. (Clercq and Rius, 2007)

The quantitative analysis of this article is mainly based on investigating detailed actual conditions and conducting a large number of data investigations to obtain real data feedback. A large amount of real feedback can help authors obtain the most direct and real-time answers to demonstrate their hypotheses and opinions, and combine the theoretical support to analyze the resulting combination and complete the theoretical argument.
[bookmark: _Toc20446]4.0 Conclusion and recommendations
In the article Two Decades of Sustainability Management Tools for SMEs: How Far Have We Come?, the researcher mentioned that the authors collect a large amount of literature through quantitative research and analysis to analyze the status quo of small and medium-sized enterprises and sustainable development management tools. Difficulties and future trends. The advantage of this is that the authors can use the theoretical support and existential analysis in the literature review as support to explain his point of view and get his own argument. However, due to the lack of micro analysis, that is, the lack of analysis of the latest reality. The researcher believes that in order to make the central argument of the article: the applicability of sustainable development management tools to small and medium-sized enterprises and future development trends more in line with the real situation, the authors can increase the questionnaire survey of current small and medium-sized enterprise managers. The reason for this is to allow the authors to understand the latest status of SMEs and corporate sustainable management tools: What are the obstacles and difficulties in the current development of SMEs? What is the current status of enterprise sustainable management tools? What are the assessments and attitudes of managers on the management tools of corporate sustainable development? and many more.

researcher believe that this article has achieved very good results in theoretical analysis and literature review. However, because the thesis of the article is closely linked to the actual development of the enterprise, in addition to theoretical support, the article also needs to conduct a more comprehensive research and analysis in conjunction with the actual situation, so that the analysis and evaluation of the article is more feasible and real-time.

researcher believe that Organizational Commitment in Mexican Small and Medium-Sized Firms: The Role of Work Status, Organizational Climate, and Entrepreneurial Orientation is a more detailed and comprehensive article. In this article, the authors analyze the most timely employee attitude survey and SME analysis through a large number of data surveys. The advantage of this is that the authors' arguments and themes can be close to the status quo and get the most realistic results, thereby making the analysis and discussion more effective. Not only that, the authors also combine the literature review, and obtained a more comprehensive result by combining existing arguments related to the company's employees with quantitative data. In summary, the researcher believe that this article is a relatively comprehensive and complete quantitative research report, which combines the real-time and comprehensiveness of the data, and also has academic support, so that it has more powerful discussion and analysis.
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Table 1
Search String Combinations for the Literature Search

Search String

Constant Terms in
Every Search String

“Sustainability management” AND “small and medium-sized enterprise
(SME)” AND. . .

“Sustainability management” AND “small business” AND. . .

“Sustainability management” AND “family business” AND. ..

“Corporate social responsibility” AND “small and medium-sized enterprise
(SME)” AND. . .

“Corporate social responsibility” AND “small business” AND. . .

“Corporate social responsibility” AND “family business” AND. ..

“Corporate citizenship” AND “small and medium-sized enterprise (SME)”
AND. ..

“Corporate citizenship” AND “small business” AND. . .

“Corporate citizenship” AND “family business” AND. ..

“Business ethics” AND “small and medium-sized enterprise (SME)”
AND. ..

“Business ethics” AND “small business” AND. . .

“Business ethics” AND “family business” AND. . .

“Environmental management” AND “small and medium-sized enterprise

o SLOOL
OR

“instrument” OR

“concept” OR
“system”

(SME)” AND. . .

“Environmental management” AND “small business” AND. . .
“Environmental management” AND “family business” AND. . .
“Social management” AND “small and medium-sized enterprise (SME)”

AND. ..

“Social management” AND “small business” AND. . .
“Social management” AND “family business” AND. . .

SME, small and medium-sized enterprise.

Thereafter, these papers were examined
methodically to derive the findings. All articles
and papers included in the review were ana-
lyzed on two levels. First, a basic meta-analysis
was conducted, indicating quantifiable statis-
tics of each paper, including the publication
year, publication type, journal type, research
method applied, geographical location of the
conducted survey/case study analysis (if any),
and industry/sector of sample (if any). Second,
a thematic analysis was carried out for every
paper within the framework of the four areas
of investigation, including: (1) the tools pro-
posed for implementation; (2) the reasons for
implementation in SMEs; (3) the barriers for
implementation in SMEs; and (4) the facilitat-
ing criteria of tools for implementation in
SMEs. The next two sections will highlight the
main quantitative findings, as well as present

JOHNSON AND SCHALTEGGER

the results on the four thematic areas of
investigation.

Initial Quantitative Findings

The initial quantitative findings provide an
overview of the quantifiable statistics on the
112 publications reviewed, including the pub-
lication year, publication journal, research
methods applied, and the geographical focus of
SME research. For starters, the analysis of year
published reveals a growing trend in publica-
tions over the past two decades (Figure 1).

Table 4 provides an overview of the aca-
demic journals that published on sustainability
management tools for SMEs.

Surprisingly, a vast majority of identified
publications (79 studies) can be found in
sustainability management and ethics journals,
whereas the topic is less discussed in both
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Table 2
Inclusion and Exclusion Criteria for Literature Search

Criteria

Reason for Inclusion/Exclusion

Inclusion criteria
Published articles/papers from 1991 to 2011

Articles/papers in the English language

Articles/papers address environmental
and/or CSR issues

Articles/papers study management tools

Articles/papers focus on SMEs

Scholarly published articles/papers

Exclusion criteria
Articles/papers do not address any of the
four thematic areas, including application
of tools, reasons for application, barriers
to application, and tool criteria for SMEs
Conference papers, working papers,
technical reports, and practical handbooks

The scholarly works regarding SMEs and
CSR/environmental management, starting
with Thompson and Smith’s (1991) article

Most academic business journals are published
in English.

To ensure the term “sustainability” was
applied to ecological and social issues
versus only on economic or family-related
issues

To ensure the focus was on management tools
dealing with sustainability management

To narrow the investigation on sustainability
management tools proposed and designed
for SMEs

To provide more rigorous arguments and to
critically assess the applicability of tools in
SMEs

The purpose of this is to review the literature
on applicability of tools in SMEs and
reference has to be made to at least one of
the four thematic areas of investigation

To ensure quality and consistency in the
comparative analysis, all articles/papers
should be peer reviewed

CSR, corporate social responsibility; SME, small and medium-sized enterprise.

general management journals (15 studies) and
SME journals (7 studies). This raises the ques-
tion: Are sustainability and ethics researchers
more concerned than small business and
general management researchers on the subject
of sustainability management tools in SMEs?
Although this inquiry was not covered in the
areas of investigation for this literature review,
it is worth considering that future research
could benefit from stronger collaboration
between small business and sustainability
researchers in this field.

Furthermore, the strong emphasis on aca-
demic literature in sustainability management
and ethics journals suggests a more theoretical
or conceptual focus of research on
sustainability management tools for SMEs as
opposed to a quantitative research approach.

486

However, an initial analysis of the research
methods applied in the reviewed studies only
partially confirms the expected strong theoreti-
cal perspective.

The spectrum of research methods applied
on this subject area ranges from conceptual or
theoretical studies to empirical studies (quanti-
tative and qualitative methods). When sorting
the studies according to the research methods
applied, a distribution can be observed of 35
publications purely conceptual or theoretical in
kind, and 77 being empirically supported (34
quantitative and 43 qualitative). Therefore, a
good distribution of research methods can be
found. The next three sections present the
results of the four thematic areas of investiga-
tion, starting with the tools designed and pro-
posed for SME implementation.

JOURNAL OF SMALL BUSINESS MANAGEMENT
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Table 3

Search Results, Fully Reviewed

Papers, and Included Papers*

Search strings Search Hits Preliminary Included
from Journal Set of Papers Papers
Databases  for Full Review

“Sustainability management” AND “small and 40 15 8
medium-sized enterprise (SME)” AND T/1/C/S

“Sustainability management” AND “small 66 10 4
business” AND T/1/C/S

“Sustainability management” AND “family 8 2 2
business” AND T/1/C/S

“Corporate social responsibility” AND “small and 307 35 27
medium-sized enterprise (SME)” AND T/1/C/S

“Corporate social responsibility” AND “small 798 25 10
business” AND T/1/C/S

“Corporate social responsibility” AND “family 155 7 1
business” AND T/1/C/S

“Corporate citizenship” AND “small and 86 2 1
medium-sized enterprise (SME)” AND T/1/C/S

“Corporate citizenship” AND “small business” 323 4 1
AND T/1/C/S

“Corporate citizenship” AND “family business” 59 4 0
AND T/1/C/S

“Business ethics” AND “small and medium-sized 267 11 2
enterprise (SME)” AND T/1/C/S

“Business ethics” AND “small business” AND 1,044 15 1
T/1/C/$

“Business ethics” AND “family business” AND 296 5 0
T/1/C/S

“Environmental management” AND “small and 723 45 35
medium-sized enterprise (SME)” AND T/I/C/S

“Environmental management” AND “small 1,374 25 15
business” AND T/1/C/S

“Environmental management” AND “family 164 5 0
business” AND T/1/C/S

“Social management” AND “small and 30 5 1
medium-sized enterprise (SME)” AND. . .

“Social management” AND “small business” AND 104 i 1
T/1/C/$

“Social management” AND “family business” 47 0 0
AND T/1/C/S

Totals 5,891 216 112

“T/1/C/S stands for “tool OR Instrument OR Concept OR System,” which was included in each

search string.

Overview of Tools and Reasons
Jfor SME Implementation

The thematic analysis covers four areas of
investigation, including: (1) the tools proposed
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for implementation; (2) the reasons for imple-
mentation of tools in SMEs; (3) the barriers for
SME implementation; and (4) the facilitating
criteria for SME implementation. This section
discusses the first two areas of investigation
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Figure 1
Number of Publications by Year
(1991-2011)

successively. Quite a few publications propose
effective tools and give reasons why they
should be implemented in SMEs. Even though
Hillary (2004) provides a good categorization
of benefits for implementation of an EMS, no
overarching framework of reasons for imple-
mentation has prevailed in the reviewed litera-
ture. Therefore, this section summarizes the
most frequently cited reasons. After the over-
view of the proposed tools and the main
reasons for implementation are presented, this
paper critically questions the widespread appli-
cability of tools in SMEs.

Sustainability Management Tools
Proposed for SMEs

A total of 26 sustainability management tools
could be identified in the literature with direct
reference to SMEs (Table 5). A strong emphasis
is on EMS with 47 studies. The total number of
145 references to tools is higher than the total
sum of publications reviewed, as 19 of the 112
publications made references to multiple tools.

As seen in Table5, the majority of the
reviewed studies concentrates on a single tool
(93 of 112 publications), such as an EMS (e.g.,
Ammenberg and Hjelm 2003; Burke and
Gaughran 2007; Fresner 2004; Gerrans and
Hutchinson 2000; Hillary 2004; Zorpas 2010).
As an exception, some studies cover multiple
sustainability management tools. However,
these studies only focus on a particular perspec-
tive of sustainability management, such as envi-
ronmental management (e.g., Perez-Sanchez,
Barton, and Bower 2003; Starkey 2000) or social
management (e.g., Graafland, van de Ven, and

488

Stoffele 2003; Tencati, Perrini, and Pogutz
2004). Furthermore, the geographic focus of
research is mostly centered on European SMEs
(106 of 145 tools mentioned, as seen in Table 5).

One interpretation of the findings could be
that sustainability management in SMEs appears
to occur on a more general level (adopting
systems and standards like EMS according to the
1SO 14001 standard) and less on a specific level
(applying specific instruments). However, the
broad range of tools may also reflect the hetero-
geneity of SMEs requiring different kinds of
sustainability management tools.

Reasons Provided Why Sustainability
Management Tools Should
be Implemented

Given the limited coverage of sustainability
management tools in SME journals (exceptions
are, for example, Jimsi etal. 2011), it is not
surprising that the sustainability-minded schol-
ars provide a more normative discussion why
SMEs should implement these methods. The
main reasons suggested in the literature are:

*  Managing legal compliance: Tools can help
SMEs to ensure proper legal compliance on
environmental and social concerns, lower
insurance costs through proven risk man-
agement techniques, and avoid future costs
of noncompliance (Biondi, Frey, and Iraldo
2000; Gerstenfeld and Roberts 2000; Hillary
2004; Seiffert 2008).

*  Managing stakebolder relationships: Tools
can help SMEs improve communications
with stakeholders and develop better rela-
tionships particularly with regulators and
local administrative groups (Gadenne,
Kennedy, and McKeiver 2009; Hillary 2004;
Perrini and Tencati 2006; Russo and Tencati
2009; Sweeney 2007; Tencati, Perrini, and
Pogutz 2004).

*  Reduction of complexity: Tools allow com-
panies to break down the complexities of
sustainable development on a firm level and
make it possible for them to measure their
environmental and social performance
(Burke and Gaughran 2007; Fresner and
Engelhardt 2004; Perrini and Tencati 2006;
Starkey 2000).

*  Evaluation and decision support: Tools aid
managers in their evaluation of environ-
mental and social impacts, and make appro-
priate business decisions with this obtained
information (Kuhndt 2004; Starkey 2000).
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Table 4
Journals and Other Sources on Sustainability Management Tools
for SMEs

Category Journal No. Sum

SME journals
Journal of Small Business Management 3
Journal of Small Business and Enterprise Development 1
International Small Business Journal 1

Sustainability management and ethics journals
Business Strategy and the Environment 15
Journal of Cleaner Production 14
Journal of Business Ethics 13
Corporate Social Responsibility and Environmental Management
Business Ethics: A European Review
Eco-Management and Auditing
Business and Society
Corporate Governance: An International Review
Environmental Research, Engineering and Management
Other (e.g., Journal of Environmental Management)

BN NN WO ®

-

79
General management journals

‘Management Decision

Journal of Quality Management

RED Management

TOM Magazine

Other (e.g., European Journal of International Management) 1

SRR N

15
Technology management journals

Robotics and Computer-Integrated Manufacturing 2
Bioresource Technology 1

Other publications
Book chapters in edited volumes 8
Overall total 112

SME, small and medium-sized enterprise.

*  Performance improvement: Tools can help  Operationalization of strategies: Tools

improve companies’ sustainability perfor-
mance through new environmental and
social performance indicators, enhanced
internal communication, and better overall
awareness and understanding of business
impacts on the environment and society
(Ammenberg and Hjelm 2003; Gerrans and
Hutchinson 2000; Lefebvre, Lefebvre, and
Talbot 2003; Perrini and Tencati 2006;
Zorpas 2010).

help operationalize sustainability strategies
through systematic approaches to imple-
menting environmental, social, and inte-
grated systems into an organization (Fresner
and Engelhardt 2004; Friedman and Miles
2002; Kerr 2006; Parisi and Maraghini 2010;
Seiffert 2008; Tencati, Perrini, and Pogutz
2004; Zobel 2007; Zorpas 2010).

Organizational learning and innovative-
ness: Sustainability management tools, such
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Table 5

Overview of Sustainability Management Tools Proposed for SMEs"

Proposed Sustainability

Number of

Geographical Focus

Management Tools Studies
Europe AU & NZ Asia NSAM Africa
1. Audit (environmental, social, or 6 5 — 1 — —
sustainable)
2. “Balance” 1 1 = = — —
3. Benchmarking (environmental, 3 2 | — — —
social, or sustainable)
4. “Better Business Plan” 1 1 — — — —
5. CSR Management 20 18 o~ o 2 —
6. Dialogue (also Stakeholder 4 5 1| — — —
Dialogue)
7. Eco-Efficiency Analysis 2 1 — — 1 —
8. “Eco-Mapping” 2 2 — — — —
9. “Efficient Entrepreneur Calendar” 1 — — — a1 —
10. Education (environmental, social 2 1 — 1 — —
or sustainability)
11. Environmental Cost Accounting 3 3 = = — —
12. Environmental Management 47 29 7 6 3 1
System (e.g., ISO 14001)
13. “EPM-KOMPAS” 1 1 — — — —
14. Indicator (environmental, social, 2 2 — — — —
or sustainability)
15. Life Cycle Assessment 3 1 1 1 — —
16. Networking (environmental, 6 4 2 — — —
social, or sustainability)
17. Policy (environmental, social, or 2 2 — — — —
sustainability)
18. Public-Private Partnership ") ") s s — ==
(e.g., EcoProfit)
19. Quality Management System 11 7 2 1 1 —
(e.g., EFQM)
20. Social Management System 7 6 — 1 — —
(e.g., SA 8000)
21. Supply Chain Management 3 2 = 1 — —
(green or sustainability)
22. “Sustainability Assessment for 1 | 1 | — — — —
Enterprises”
23. Sustainability Balanced Scorecard 1 — 1 — —
24. “Sustainability Evaluation and 1 1 — — — —
Reporting System”
25. Sustainability Reporting 6 4 — — 2 —
26. “VerdEE” 1 1 — — — —
Overall total 145 106 13 13 11 1

“Tools in quotation marks (e.g., “Balance”) refer to direct names of SME-specific tools. AU & NZ,
Australia and New Zealand; NSAM, North and South America; SME, small and medium-sized
enterprise.
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as an environmental policy, can aid compa-
nies in organizational learning and foster
innovation for sustainable products and ser-
vices (Dibrell, Craig, and Hansen 2011;
Hansen, Sextl, and Reichwald 2010).

Further reasons explaining the implementa-
tion of tools are related to external support
programs. Numerous studies have observed
that SMEs are responding well to external
incentives, such as public support programs
and demands by larger customers along the
supply chain, for environmental protection and
waste elimination, health and safety standards,
and so on (Fresner and Engelhardt 2004; Halila
2007; Johannson 1997; Kerr 2006; Lee 2009;
Moore and Manring 2009; Morsing and Perrini
2009). Since the beginning of the new millen-
nium, many large focal corporations have man-
dated that their SME suppliers must adopt an
EMS or to conduct social audits as a precondi-
tion to doing business (Fresner and Engelhardt
2004).

Furthermore, small business networks are
opening their agendas to sustainability issues,
which allow their SME members to share
knowledge and resources that otherwise might
not have been directly available to them
(Ammenberg and Hjelm 2003; Collins etal.
2007; Halila 2007; Jimsi etal. 2011; Jenkins
2006; Lawrence etal. 2006). More formally,
strategic alliances may allow members to imple-
ment and maintain sustainability manage-
ment tools, such as a cooperative business
approach to implementing an EMS (Seiffert
2008) and a community-based approach to CSR
(Niehm, Swinney, and Miller 2008).

Applicability of the Proposed Tools
Various sustainability management tools
have been observed in the literature to be
applied by SMEs and/or have the potential to
be applied by SMEs. Eight tools were found to
be specifically designed for SME application
(left-hand column in Table 6): Balance (Bull
2007); Better Business Plan (Friedman and
Miles 2002); Efficient Entrepreneur Calendar
(Cote, Booth, and Louis 2006); Eco-Mapping
(Koroljova and Voronova 2007); EPM-KOMPAS
(Giinter and Kaulich 2005); Sustainability
Assessment for Enterprises (SAFE; Kinderyte
2008), Sustainability Evaluation and Reporting
System (SERS; Perrini and Tencati 2006), and
VerdEE (Masoni et al. 2004). Most publications,
however, propose generally developed tools
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with regard to SMEs (right-hand column of
Table 6). Most of this research investigates the
applicability of generally developed tools in
small companies. For example, an EMS accord-
ing to the ISO 14001 standard has received a
decent amount of attention in the literature,
which is due to the fact that ISO 14001 was
supposedly created also with small businesses
in mind (Hillary 2004; Zorpas 2010).

Although many publications provide evi-
dence that these generally developed tools
could be implemented by a larger population of
SMEs, a more thorough examination reveals
that the number of tools that have actually
been implemented by many SMEs is substan-
tially less.

The list of tools becomes rather insignificant
when considering the empirical evidence on
low implementation rates by SMEs. Graafland,
van de Ven, and Stoffele (2003) and Tencati,
Perrini, and Pogutz (2004) conducted surveys
with hundreds of SMEs in the Netherlands and
Italy, respectively. Their findings revealed that
most SME respondents in these countries did
not apply the generally developed tools, which
are typically implemented by larger enterprises.

When considering the circumstances and
conditions of implementation at the time
sustainability management tools have actually
been implemented by SMEs, the methods of
implementation reveal that the application in
most cases can be linked to publically and/or
externally funded projects. In some cases,
researchers acted as promoters, encouraging
the studied companies to implement tools. This
finding calls to question if SMEs would be
willing to apply sustainability management
tools in the absence of support programs and
other external incentives.

In brief, the existing literature dealing with
sustainability management tools for SMEs
creates mixed results. Most generally devel-
oped tools were created for large companies,
whereas it remains uncertain if they are even
applicable to SMEs (Graafland, van de Ven, and
Stoffele 2003; Jenkins 2006; Lee 2009; Perrini
and Tencati 2006; Thompson and Smith 1991).
1t has been debated which tools are most likely
to be implemented by SMEs (Fresner and
Engelhardt 2004; Tencati, Perrini, and Pogutz
2004). Some literature even argues that many
sustainability management tools are not appli-
cable to SMEs (Ammenberg and Hjelm 2003;
Graafland, van de Ven, and Stoffele 2003; Lee
2009; Moore and Spence 2006; Perrini and
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Table 6

Scope and Authors of Studies on Sustainability Management Tools

in SMEs

SME-Specific Tools

Generally Developed Sustainability Management Tools for SMEs

Balance (Bull 2007)

Better Business Plan
(Friedman and Miles
2002)

Eco-Mapping (Burke
and Gaughran 2006;
Koroljova and
Voronova 2007;
Perez-Sanchez,
Barton, and Bower
2003)

Hfficient Entrepreneur
Calendar (Cote,
Booth, and Louis
2006)

[EPM-KOMPAS (Giinter
and Kaulich 2005)

Sustainability
Assessment for
Enterprises (Kinderyte
2008)

Sustainability
Evaluation and
Reporting System
(Perrini and Tencati
2006)

VerdEE (Masoni et al.
2004)

Audit (Graafland, van de Ven, and Stoffele 2003; Miles, Munilla, and McClurg 1999;
Perez-Sanchez, Barton, and Bower 2003; Starkey 2000; Williamson and Lynch-Wood
2001)

Benchmarking (Altham 2007; Makrinou, Mandaraka, and Assimakopoulos 2008; Tencati,
Perrini, and Pogutz 2004)

CSR Management (Avram and Kithne 2008; Davies and Crane 2010; Fitzgerald et al. 2010;
Gelbmann 2010; Jenkins 2009; Klein and Vorbohle 2010; Nielsen and Thomsen 2009;
Perrini 2006; Perrini and Minoja 2008; Roberts, Lawson, and Nicholls 2006; Russo and
Tencati 2009; Ryan, O'Malley, and O’Dwyer 2010; Spence and Lozano 2000; Spence,
Schmidpeter, and Habisch 2003; Sweeney 2007; Tencati, Perrini, and Pogutz 2004;
Thompson and Smith 1991; von Weltzien Hoivik and Shankar 2011; Williamson,
Lynch-Wood, and Ramsay 2006)

Dialogue (Arnold 2010; Graafland, van de Ven, and Stoffele 2003; Hammann, Habisch,
and Pechlaner 2009; Longo, Mura, and Bonoli 2005; Seidel etal. 2008)

Eco-Efficiency Analysis (Cote, Booth, and Louis 2006; Starkey 2000)

Education (Cloquell-Ballester et al. 2008; Tseng et al. 2010)

Environmental Cost Accounting (Heupel and Wendisch 2003; Karvonen 2000; Wendisch
and Heupel 2005)

Environmental Management System (Ammenberg and Hjelm 2003; Biondi, Frey, and
Iraldo 2000; Brammer, Hoejmose, and Marchant 2012; Burke and Gaughran 2006, 2007;
Biirgi 2011; Cassells, Lewis, and Findlater 2011; Chavan 2005; Copeland and Le Clue
1999; Fresner 2004; Fresner and Engelhardt 2004; Gadenne, Kennedy, and McKeiver
2009; Gerrans and Hutchinson 2000; Gerstenfeld and Roberts 2000; Graafland, van de
Ven, and Stoffele 2003; Gunningham and Sinclair 2002; Hahn and Scheermesser 2006;
Halila 2007; Heras and Arana 2010; Hicks and Dietmar 2007; Hillary 2004; Hutchinson
and Chaston 1994; llomiki and Melanen 2001; Jenkins 2006; Jirillo, Rocchi, and
Martucci 2003; Johannson 1997; Kehbila, Ertel, and Brent 2009; Kiirzinger 2004; Lee
2009; Lefebvre, Lefebyre, and Talbot 2003; McKeiver and Gadenne 2005; Maijala and
Pohjola 2006; Masurel 2007; Miles, Munilla, and McClurg 1999; Neamtu 2011; O'Laoire
and Welford 1995; Perez-Sanchez, Barton, and Bower 2003; Petts 1998; Revell and
Blackburn 2007; Revell, Stokes, and Chen 2010; Schylander and Martinuzzi 2007; Seiffert
2008; Starkey 2000; Tencati, Perrini, and Pogutz 2004; Tsai and Chou 2009; Williams
etal. 2000; Zobel 2007; Zorpas 2010)

Indicator (Kinderyte 2010; Tencati, Perrini, and Pogutz 2004)

Life Cycle Assessment (Masoni et al. 2004; Miles, Munilla, and McClurg 1999;
Perez-Sanchez, Barton, and Bower 2003; Seidel et al. 2008; Starkey 2000)

Networking (Collins et al. 2007; Halila 2007; Hammann, Habisch, and Pechlaner 2009;
Jamsi etal. 2011; Lawrence et al. 2006; Moore and Manring 2009; Murillo and Lozano
2009)

Policy (Bradford and Fraser 2008; Dibrell, Craig, and Hansen 2011)

Public-Private Partnership (Balcizar 2010; Fresner 1998; Martinuzzi, Huchler, and
Obermayr 2000; Neamtu 2011; von Malmborg 2003)

Quality Management Systems (Biirgi 2011; Castka et al. 2004; Danes, Loy, and Stafford
2008; Fresner and Engelhardt 2004; Graafland, van de Ven, and Stoffele 2003; Husband
and Mandal 1999; Jenkins 2006; Kerr 2006; Tencati, Perrini, and Pogutz 2004; Tsai and
Chou 2009)

Social Management Systems (Fresner and Engelhardt 2004; Hahn and Scheermesser 2006;
Harms-Ringdahl, Jansson, and Malmén 2000; Jenkins 2006; Tencati, Perrini, and Pogutz
2004; Tsai and Chou 2009)

Supply Chain Management (Ciliberti et al. 2009; Lee and Klassen 2008; Pedersen 2009)

Sustainability Balanced Scorecard (Hansen, Sextl, and Reichwald 2010; Parisi and
Maraghini 2010)

Sustainability Reporting (Borga et al. 2009; Burke and Gaughran 2007; Fassin 2008; Goetz
2010; Kinderyte 2008; Starkey 2000)

CSR, corporate social responsibility; SME, small and medium-sized enterprise.
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Tencati 2006; Tencati, Perrini, and Pogutz
2004). Nevertheless, several authors have
found exceptions to the prevailing view (Burke
and Gaughran 2007; Gerstenfeld and Roberts
2000; Kerr 2006; Lawrence et al. 2006; Starkey
2000; Zorpas 2010). Most case study firms were
willing to adopt a particular tool. However,
these cases are usually restricted to the appli-
cation of a single tool, observed during a short
period of time, and often aided by a support
program (e.g., a publicly funded research
project).

At this point, it is reasonable to state that
most sustainability management tools are either
found to be not applicable for SMEs or
observed to have been implemented in
extremely limited cases. This raises the ques-
tion what reasons do the literature provide why
such tools are not being implemented in SMEs,
which is the third thematic area of analysis
covered in the next section.

Barriers for SME
Implementation

The most prominent reasons explaining
why sustainability management tools are not
implemented in SMEs can be broken down
into two categories—internal shortcomings and
external deficiencies. First, internal shortcom-
ings of SMEs include the lack of awareness on
sustainability issues, the absence of perceived
benefits, the lack of knowledge and expertise,
and the lack of human and financial resources.
The second category deals with external defi-
ciencies, including insufficient external drivers
and incentives, the unsuitability of formal man-
agement tools in informal SME structures, and
the complexity of internationally designed
standards and instruments for locally focused
SMEs. Furthermore, the heterogeneity in the
SME sector may explain certain limitations why
generally developed tools are not widely
implemented.

Internal SME Shortcomings

The lack of awareness of sustainability
issues is the first shortcoming frequently attrib-
uted to the reasons of limited implementation
of tools by SMEs. Small business owner—
managers are often unaware of their compa-
ny’s environmental and social impacts. In turn,
they do not apply any strategies or tools to
rectify unrealized problems (Revell and
Blackburn 2007). Compared with larger corpo-
rations, SMEs often see themselves as exempt
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from sustainability issues due to their percep-
tion of having minimal impacts on societies
and the environment (Gerstenfeld and Roberts
2000; Lawrence etal. 2006). However, such
attitudes are counterproductive to sustainable
development when considering the collective
environmental and social impacts of all SMEs
(Collins etal. 2007; Hillary 2004; Revell,
Stokes, and Chen 2010).

A second commonly discussed internal
shortcoming is the absence of perceived benefits
(Brammer, Hoejmose, and Marchant 2012;
Friedman and Miles 2002; Neamtu 2011). For
example, Brammer, Hoejmose, and Marchant
(2012) demonstrate that the smallest companies
perceive significantly fewer benefits of engage-
ment with environmental issues compared with
medium-sized enterprises. Small businesses
often do not realize that many opportunities
and programs are available to educate and
support them on environmental and social
issues (Bradford and Fraser 2008; Burke and
Gaughran 2007; Gerrans and Hutchinson 2000;
Seidel et al. 2008; Zorpas 2010).

The lack of knowledge and expertise on
sustainability issues refers to SME owner—
managers having an inexperienced view of
their social and environmental impacts. Even if
they become more aware of the impacts and
possible benefits, they still lack the expertise to
properly deal with these issues (Ammenberg
and Hjelm 2003; Bradford and Fraser 2008;
Gerstenfeld and Roberts 2000; Hillary 2000; Lee
2009; Revell and Blackburn 2007; Seidel et al.
2008). This lack of expertise can lead SMEs to
adopt reactive strategies to emerging environ-
mental and social issues although they do not
embed these strategies into the core business
over the long term (Schaper 2002).

Last but not least, the literature considers the
lack of buman and financial resources to be of
high relevance toward the weak implementa-
tion of sustainability management tools. SMEs
are not only faced with financial and time con-
straints to implement sustainability manage-
ment tools, but they lack the human resources
as well (Ammenberg and Hjelm 2003; Borga
et al. 2009; Collins etal. 2007; Friedman and
Miles 2002; Gerstenfeld and Roberts 2000;
Graafland, van de Ven, and Stoffele 2003;
Hillary 2000, 2004; Lee 2009; Tencati, Perrini,
and Pogutz 2004). SME employees are usually
responsible or at least involved in more than
one business function, wearing many different
hats within the firm. Burke and Gaughran
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(2007) found that time constraints on employ-
ees were a major obstacle for implementation.

External Deficiencies

External deficiencies explain the rare imple-
mentation of sustainability management tools
with insufficient external drivers and the lack of
suitable standards and tools for SMEs.

Insufficient external drivers and incentives,
both from governmental ministries and from
the marketplace, are seen as major hindrances
for SMEs to engage in sustainability manage-
ment practices (Ammenberg and Hjelm 2003;
Gerstenfeld and Roberts 2000; Hillary 2004;
Lawrence etal. 2006; Revell and Blackburn
2007). Little regulatory pressure and low cus-
tomer demand to adopt sustainability manage-
ment lead SME managers to believe that
the tools and systems to operationalize
sustainability are of little relevance.

Several authors criticize the unsuitability of
Jformal management tools as the main imple-
mentation problem because of the inappropri-
ate fit between formal tools and standards, and
informal, flexible SME structures and culture
(Ammenberg and Hjelm 2003; Graafland, van
de Ven, and Stoffele 2003; Hillary 2000; Perrini
and Tencati 2006). Certain tools can be expen-
sive and time consuming to implement and
maintain  within  SMEs. For example,
Ammenberg and Hjelm (2003, p. 173) argue,
“for some of the smallest of firms, the standard-
ized EMS approach seemed a bit too adminis-
tratively burdensome, in spite of using a joint
EMS.”

The complexity of sustainability manage-
ment standards and tools is often mentioned as
an obstacle for locally situated SMEs. Small
enterprises mostly act on a local level, whereas
most environmental, social, and sustainability
standards and tools were developed to account
for national and international issues, usually
stemming from the impacts of business in large
companies (Perrini and Tencati 2006; Revell
and Blackburn 2007).

Heterogeneity of SMEs

In addition to these internal and external
barriers, it is cumbersome to propose the uni-
versal application of sustainability management
tools to such a diverse group of companies as
SMEs are not a homogenous group (Hillary
2000; Seidel et al. 2008). Hillary (2000, p. 2)
questions, “Why should an enterprise be
defined by size at all?” She recommended that
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studies should narrow down their foci on sub-
categories of SMEs (e.g., micro, small, or
medium-sized enterprises, as categorized in
European Commission 2005). With few excep-
tions (Russo and Tencati 2009; Zorpas 2010),
the majority of the literature have not made
such a differentiation of sustainability manage-
ment tools according to these subcategories.

Thus, a mismatch exists between the gener-
ality of sustainability management tools pro-
posed in research and the heterogeneity of
SMEs in practice, which seems to require a
diverse set of more size and sector-specific
tools. The intention of the following section is
to advance the literature by developing a set of
criteria for the improved implementation of a
wide range of sustainability management tools
in SMEs based on the findings in the literature.
Facilitating Criteria of Tools
Jfor SME Implementation

So far, the majority of generally designed
sustainability management tools in their current
form are not being implemented by most SMEs
(Graafland, van de Ven, and Stoffele 2003; Lee
2009; Moore and Spence 2006; Perrini and
Tencati 2006; Tencati, Perrini, and Pogutz
2004). However, these tools cannot be easily
disregarded from the scope of SMEs as they
have been observed to operationalize
sustainability strategies very effectively in
larger enterprises (Graafland, van de Ven, and
Stoffele 2003). Surveying the literature has pro-
vided a summary list of key criteria that tools
must fulfill in order to improve a more wide-
spread acceptance and application in SMEs:

*  Simplicity/User-friendliness of tools

* Practicality/Cost-effectiveness of tools
*  Adaptability/Flexibility of tools

* Company-tailored tools

* Locally focused tools

* Group and network-oriented tools

For SMEs, tools must be simple and user-
JSriendly in the implementation and mainte-
nance processes (Seidel etal. 2008; Starkey
2000; Zorpas 2010). A “user-friendly” tool
should contain straightforward guidelines for
application and maintenance (Friedman and
Miles 2002; Gerstenfeld and Roberts 2000;
Maijala and Pohjola 2006). For example, Burke
and Gaughran (2006) and Zorpas (2010)
emphasized that a streamlined approach to
implementing an EMS in comparison with the
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standard process is necessary for SMEs.
Through the assistance of the EMAS EASY
guidebook, SMEs can implement an EMS incre-
mentally and minimize the required documen-
tation through the support of Eco-Mapping
(Burke and Gaughran 2006; Koroljova and
Voronova 2007; Zorpas 2010).

Tools must be practical and cost-effective.
More specifically, the implementation of a
given tool must fit within the time, cost, and
personnel constraints of SMEs (Friedman and
Miles 2002; Seidel et al. 2008). For example, the
“Better Business Pack (BBP)” supports SMEs in
dealing with the major practical aspects of envi-
ronmental measurement while providing man-
agers with sense of “value for money” on their
investment (Friedman and Miles 2002).

Tools must be adaptable, flexible, and take
into consideration the informal business char-
acteristics of SMEs, allowing for some tolerance
of informal cultures and management struc-
tures (Graafland, van de Ven, and Stoffele 2003;
Kerr 2006; Seidel etal. 2008; Zorpas 2010).
Furthermore, several authors (Collins etal.
2007; Tencati, Perrini, and Pogutz 2004)
emphasized that the larger the SME becomes,
the more these tools can be systematically
adapted to fit the formal management structure
of the company. In addition to their adaptabil-
ity, tools should be company tailored so that
they address the circumstances of each indi-
vidual enterprise (Burke and Gaughran 2007;
Fresner and Engelhardt 2004; Hillary 2004;
Starkey 2000; Zorpas 2010). It may be noted,
however, that this requirement could apply to
both small and large enterprises.

Due to the mostly strong influence on the
local surroundings, SME-specific tools should
particularly consider the local circumstances,
such as local ecosystems, local communities,
and  stakeholders (Collins etal. 2007;
Gerstenfeld and Roberts 2000; Graafland, van
de Ven, and Stoffele 2003; Tencati, Perrini, and
Pogutz 2004). Thus, they should encourage
and support SMEs to use local sustainable
resources, hire and promote employees from
the region, and invest in the local community
(Perrini 2006; Tencati, Perrini, and Pogutz
2004).

Group and network-oriented tools should
encourage greater diffusion in SMEs by offering
solutions to alleviate many of the barriers to
implementation (Ammenberg and Hjelm 2003;
Castka etal. 2004; Collins etal. 2007; Halila
2007; Jimsi etal. 2011; Jenkins 2006;
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Kiirzinger 2004; Lawrence et al. 2006; Murillo
and Lozano 2009; Seiffert 2008). For example,
EcoProfit has helped numerous SMEs improve
their environmental performance through
public—private partnerships between local
municipalities and companies (Balcizar 2010;
Fresner 2004; Martinuzzi, Huchler, and
Obermayr 2000; Neamtu 2011).

So far, the literature has mainly focused on
incremental developments and slight adapta-
tions of the existing sustainability management
tools. However, it is still to be empirically
investigated whether meeting these aforemen-
tioned criteria leads to further implementation
of the proposed tools or whether the simulta-
neous development of new and improved tools
for SMEs is necessary. For example, Graafland,
van de Ven, and Stoffele (2003) have ques-
tioned whether existing tools can be rede-
signed in a way to fit SMEs or if completely new
methods are required.

Discussion and Outlook

Based on the thematic analysis in four par-
ticular areas of investigation, including the
overview of proposed tools, the reasons for
implementation, the barriers for implementa-
tion, and the key facilitating criteria to improve
applicability of tools in SMEs, the discussion
section aims to synthesize these aspects into
one. Thereafter, an outlook is provided with
regard to consequences for future research and
SME management.

Tracing the development of the literature
over the past two decades reveals several inter-
esting findings. First, the range of tools pro-
posed in the academic literature has become
greater and more diversified over time. Second,
most barriers for SME implementation have
been addressed with a multitude of manage-
able solutions. Third, the facilitating criteria for
SME implementation, which are mostly theo-
retical, have also been supported by empirical
evidence.

The range of tools proposed in the academic
literature has increased in quantity and variety
over time. What started out at the beginning
with a strong environmental management per-
spective (e.g., studies concentrating on the
implementation of an EMS), has evolved into a
more integrative management perspective. This
approach has opened new doors to explore
integrative management systems (IMS), cover-
ing quality, social, health and safety, and envi-
ronmental management issues simultaneously
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(Burke and Gaughran 2006; Biirgi 2011;
Fresner and Engelhardt 2004; Jenkins 2006;
Tsai and Chou 2009). In addition, SME-specific
tools were mostly introduced in the academic
literature in the latter part of the last decade
(e.g., SERS, discussed in Perrini and Tencati
20006).

Second, most of the barriers for SME imple-
mentation, while still prevalent in the majority
of the literature, have been specifically
addressed with manageable solutions. Several
authors have provided a direct link between
barriers for implementation and the facilitating
criteria that can amend these shortcomings
(Borga etal. 2009; Friedman and Miles 2002;
Gerstenfeld and Roberts 2000; Hillary 2004;
Kinderyte 2010; Schylander and Martinuzzi
2007; Williams et al. 2000). Some authors rec-
ognize that tools alone are not enough, and
SMEs must look beyond the facilitating criteria
at other important aspects, such as employee
training, motivation, and leadership (Burke and
Gaughran 2007; Friedman and Miles 2002; Kerr
2006; Masurel 2007). In addition, participation
and teamwork by an organization’s employees
are essential for successful implementation
(Amold 2010).

Third, the proposed facilitating criteria to
improve applicability of tools in SMEs, which
are mostly theoretical, have also been sup-
ported by some empirical evidence. For
example, Heras and Arana (2010) confirmed
that the criteria simplicity and practicality can
have a positive effect on implementation rates.
In their quantitative survey on a simplified
EMS, called Ekoscan, the results show an
increased adoption of Ekoscan in SMEs in com-
parison with ISO 14001. They argue that higher
implementation rates are mainly due to less
work for documentation and lower cost for
implementation. In addition, studies covering
the facilitating criteria group and network-
oriented tools (Halila 2007; Seiffert 2008; Zobel
2007) have demonstrated the economic and
long-term objective benefits of joint EMS and
group certification. Cooperation between mul-
tiple SMEs simplifies the implementation
process and reduces the cost of certification.

Despite these positive developments of tools
and support programs over the past two
decades, the literature remains clear that most
tools are not being implemented by SMEs, and
the majority of small businesses do not imple-
ment sustainability management tools at all.
The facilitating criteria developed in the more
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recent literature are intended to alleviate some
barriers to SME implementation, especially
dealing with lack of resources, lack of aware-
ness and expertise, and so forth. However, it
appears that most SMEs still fail to see the
economic benefits of sustainability practices.
Therefore, these firms have little to no incentive
to implement tools to support practices
regarded as mere costs (Brammer, Hoejmose,
and Marchant 2012; Friedman and Miles 2002).
In the absence of perceived economic benefits
coupled with insufficient external drivers and
support programs, a gap between awareness
and implementation of tools in SMEs will
persist (Brammer, Hoejmose, and Marchant
2012; Gadenne, Kennedy, and McKeiver 2009;
Hahn and Scheermesser 2006; Jenkins 2006). In
the following subsections, the consequences
for further research and SME management are
discussed.

Consequences for Further Research

Given the substantial implementation defi-
ciencies with sustainability management tools,
the question may be asked whether the
sustainability management literature has been
too idealistic (Dentchev 2009) and not suffi-
ciently instrumental with regard to SMEs. One
conclusion could be that future research should
consider further theories in addition to those
already observed. Another conclusion could
be that a different focus on research may be
required.

The prevailing theory applied more fre-
quently in the covered literature is stakeholder
theory. Stakeholder theory sheds some light on
the reasons of implementing sustainability
management tools, which usually stem from
the relationships with internal and external
stakeholders. Tools, such as public-private
partnerships, reporting, and dialogue, can be
very useful to improve the strength of these
relationships, which refers back to stakeholder
theory (Gadenne, Kennedy, and McKeiver
2009). Stakeholder theory could be relevant to
explain an EMS, as it attempts to involve both
internal (employees) and external stakeholder
(suppliers, local authorities) in safe environ-
mental practices of a firm (Danes, Loy, and
Stafford 2008; Fresner and Engelhardt 2004;
Friedman and Miles 2002; Kerr 2006; Seiffert
2008; Zobel 2007; Zorpas 2010).

In addition to stakeholder theory, other
theories could provide further insight into SME
characteristics. For example, social capital
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theory refers to beneficial cooperation between
various institutions, networks, and business
partners, and between individuals (Perrini
2006; Russo and Tencati 2009; Spence,
Schmidpeter, and Habisch 2003). Perrini (2006)
suggests that specific tools are needed to main-
tain and enhance SMEs’ social capital.

With few exceptions (e.g., Halila 2007), the
diffusion of innovative tools has so far not been
empirically researched in depth and could be
further investigated with regard to their role of
supporting corporate sustainability. In accor-
dance with innovation diffusion theory (Rogers
2003), new insights could be gained from two
perspectives. Either tools can be perceived as
innovations, or tools can be observed to foster
the diffusion of sustainability-related innova-
tions. On one hand, tools themselves, such as
an EMS, can be considered an “organizational
environmental innovation” as it creates new or
modifies existing processes, practices, prod-
ucts, and systems (Halila 2007, p. 170). On the
other hand, tools can provide support in accel-
erating sustainability innovations (Maijala and
Pohjola 2006). Furthermore, networks (Collins
etal. 2007; Halila 2007) and public-private
partnerships, such as EcoProfit (Balcazar 2010;
Neamtu 2011), can serve as platforms to facili-
tate the diffusion of sustainability management
tools in SMEs.

From an institutional theory perspective,
other possible rationales could be investigated
in depth, like whether mimicry or coercive
behavior (DiMaggio and Powell 1983) or
whether management fashions (Abrahamson
1991) play an important role and what conse-
quences could be drawn for the promotion of
sustainability management tools. Transaction
cost theory (Graafland, van de Ven, and Stoffele
2003) reveals how opportunity costs and risks
may influence SME managers’ decision-making
on implementation of tools. A sustainable
family business theory was also mentioned in
two studies (Danes, Loy, and Stafford 2008;
Fitzgerald etal. 2010), which could provide
greater insight into how adopted systems, such
as quality management or an EMS, fit into the
interface between family and business from
generation to generation.

From a more functional standpoint, future
research may have to explore new approaches
with regard to sustainability management tools
for SMEs. For example, the rationale and moti-
vations of SME managers could be investigated
with regard to the implementation of
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sustainability management tools. In particular,
the gap between awareness and application of
sustainability management tools by SME man-
agers could be further examined (e.g., “value-
action gap” in Revell, Stokes, and Chen 2010).
Such an investigation would provide a better
insight on what tools may have further poten-
tial to close these value-action gaps, and how
communication could be improved to increase
awareness and enhance perceived economic
benefits.

Although the SME-specific barriers have
been discussed comprehensively in the litera-
ture, the relationships between barriers and
actual implementation of tools have not yet
been investigated. Future research could
explore these barriers in greater depth to
observe their influences on the implementation
of sustainability management tools in SMEs.
Regression models could illustrate the varying
levels of influence that barriers have to explain
the variance in implementation of tools. For
example, an interesting outcome would be to
identify if the lack of awareness and knowledge
has a greater influence on implementation of
tools than other barriers. If this were the case,
recommendations could be made for awareness
raising and training programs that are designed
specifically for SME managers as a precursor to
implementation.

Future research could benefit from stronger
collaboration between SME and sustainability
researchers. Researchers and journals with an
SME focus could contribute to this field by
investigating whether sustainability manage-
ment tools create lasting benefits for small busi-
nesses. Further empirical research could
investigate the role of external partnerships,
programs, and platforms to overcome the
absence of perceived benefits and enhance the
diffusion of tools in SMEs. Such studies could
find out whether local programs and partner-
ships go beyond creating short-term hype and
awareness, and if they have the capacity to
reach most of the SMEs in the community.

Consequences for SME Management

Sustainability management does not mean
that a company adopts a one-size-fits-all
approach (Gelbmann 2010; Gerstenfeld and
Roberts 2000). Thus, SME owner-managers are
challenged to choose and implement a set of
tools that help them operationalize corporate
sustainability relevant to their particular busi-
ness and surroundings.
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The need to develop SME-specific
sustainability management tools that consider
the heterogeneity among SMEs has been
expressed (Hillary 2000). Such differentiation
could, for instance, be made in terms of size
between micro, small, or medium-sized enter-
prises, or in terms of industry sector. In fact,
many authors encourage the development of
further sector-specific tools and indicators
(Bradford and Fraser 2008; Friedman and Miles
2002; Lee 2009; Maijala and Pohjola 2006). For
example, Maijala and Pohjola (2006) demon-
strate how a web-based EMS tool has helped
companies in the transportation sector over-
come barriers to implementation. They stress
that the diffusion of EMS will be improved
through the development of similar sector-
specific tools.

SME managers may, however, be overtaxed
to evaluate a large range of sustainability man-
agement tools proposed in the literature. In this
context, the development of a sustainability
strategy may be a necessary first step for two
reasons. First, sustainability management tools
may be more relevant to SMEs which have
already established a sustainability strategy
(Burke and Gaughran 2007; Fresner and
Engelhardt 2004; Graafland, van de Ven, and
Stoffele 2003; Parisi and Maraghini 2010;
Perrini, Russo, and Tencati 2007; Tencati,
Perrini, and Pogutz 2004), and second, such a
strategy may provide criteria and guidelines to
exactly which sustainability management tools
may be adequate for the company. These strat-
egies usually reveal the commitment of the
SME’s leaders to tackle sustainability issues,
which can be incorporated into the core busi-
ness of the firm. However, Russo and Tencati
(2009) as well as Parisi and Maraghini (2010)
advise that any sustainability-oriented strate-
gies should reflect the level of informality and
flexibility of the firm’s size and structure.

Conclusions

Over the past two decades, the academic
literature on sustainability management tools
for SMEs has proposed a range of different
approaches. This systematic literature review
unveils that most of these tools are in their
current, generalized form not being imple-
mented by the majority of SMEs (Graafland, van
de Ven, and Stoffele 2003; Lee 2009; Moore and
Spence 2006; Perrini and Tencati 2006; Tencati,
Perrini, and Pogutz 2004). Even though some
tools have been developed specifically for
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SMEs and other generally developed tools have
been modified to improve application in SMEs,
these developments have been few and far
between. This review summarizes various bar-
riers explaining these low implementation rates
and provides key facilitating criteria, which
have been proposed for the improved imple-
mentation of tools. Future studies could help
determine whether meeting the proposed cri-
teria is sufficient to lead to increased imple-
mentation, or if completely new approaches are
required. Additionally, this field would cer-
tainly benefit if small business researchers
joined with sustainability researchers on han-
dling the challenges moving forward. Bringing
their extensive knowledge and understanding
of the peculiarities and complexities of small
businesses, researchers with a strong SME
focus could complement the existing literature
on sustainability management tools.
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Organizational Commitment in Mexican Small
and Medium-Sized Firms: The Role of Work
Status, Organizational Climate, and
Entrepreneurial Orientation*

by Dirk De Clercq and Imanol Belausteguigoitia Rius

In this study, we examine the role of individuals’ commitment in small and
medium-sized firms. More specifically, we argue that employees will commit them-
selves to their firm based on their current work status in the firm, their perception
of the organizational climate, and the firm’s entrepreneurial orientation. We also
examine bow individuals’ commitment affect the actual effort they exert vis-a-vis
their firm. The study’s bypotheses are tested by applying quantitative analyses to
survey data collected from 863 Mexican small and medium-sized businesses. We
JSound that individuals’ position and tenure in the firm, their perception of psycho-
logical safety and meaningfulness, and the firm’s entrepreneurial orientation all are
positively related to organizational commitment. We also found a positive relation-
ship between organizational commitment and effort. Finally, our findings show that
organizational commitment mediates the relationship between many of the predictor
variables and effort. We discuss the limitations and implications of our findings and
provide directions for future research.

In order to be successful, it is in the organization. Given their limited amount
interest of each firm to retain its employ- of resources, small and medium-sized
ees and minimize turnover as well as to  firms may find it particularly challenging
maximize the commitment and effort to accommodate their employees in
each individual devotes to his or her terms of their commitment vis-a-vis the
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firm (Smith and Hoy 1992; Brown,
Hamilton, and Medoff 1990; Stinch-
combe 1965). We believe that a better
insight into the determinants of organi-
zational commitment is, in particular,
important for small and medium-sized
firms because these firms’ success relies
on a relatively limited employee base
(Kickul 2001). Prior research has already
examined the role of individuals’ com-
mitment to their organization and has
identified several factors that are related
to such commitment. To our knowledge,
there is limited research, however, that
can assist small and medium-sized
business owners in fostering employee
commitment (for example, Kickul 2001;
Reeves and Hoy 1993; Smith and Hoy
1992).

We attempt to address this gap by
examining how organizational commit-
ment and effort in small and medium-
sized firms is dependent on the following
factors: (1) individuals’ work status in the
firm (that is, their position and tenure);
(2) their perception about the organiza-
tional climate (that is, their feelings of
psychological safety and psychological
meaningfulness); and (3) the firm’s entre-
preneurial orientation. We will use one
specific conceptual framework, that is,
social exchange theory, as the theoretical
lens through which the role of commit-
ment in small and medium-sized firms
is examined. Our use of an integrative
theoretical framework—social exchange
theory—addresses the often called for
need for small business and entrepre-
neurship researchers to ground empirical
work in existing theoretical frameworks
(Chandler and Lyon 2001; Aldrich and
Baker 1997). Also, our research comple-
ments prior research efforts that exam-
ined the effect of perceived unfulfilled
promises on commitment in smaller busi-
nesses (Kickul 2001). However, rather
than using a “negative” approach by
focusing on the effects of psychological
contract breach, we examine organiza-
tional factors that increase employees’
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reciprocation vis-a-vis their firm. Further-
more, the inclusion of “entrepreneurial
orientation” in our model is in particular
interesting in the context of small and
medium-sized firms because smaller
firms are often associated with being
more entrepreneurial compared to their
larger counterparts; yet how and why
entrepreneurial orientation may lead to
better outcomes remains an area that is
understudied (Sadler-Smith etal. 2003;
Stewart etal. 2003; Lumpkin and Dess
1996).

Furthermore, as is the case for many
topics in the small business literature, the
study of commitment has been largely
restricted to U.S. samples. Though some
attention has been given to explain dif-
ferences in commitment among indivi-
duals working in non-U.S. organizations
(for example, Wasti 2003; Clugston,
Howell, and Dorfman 2000; Sommer,
Bae, and Luthans 1996; Agarwal 1993;
Luthans, McCaul, and Dodd 1985), there
is a further need to examine this topic for
non-U.S. contexts. In this paper, we will
investigate the antecedents and outcomes
of commitment in the context of small

Diario Official de la Federacion 1999).
Several arguments can be given for why
the study of organizational commitment
in Mexican firms warrants attention.
First, given the introduction of the
North American Free Trade Agreement
(NAFTA) and the increasing number of
business transactions by U.S. firms in
Mexico (U.S. Department of State 1999;
Martinez and Dorfman 1998), there is an
increasing interest for U.S. firms to get a
better insight into the internal function-
ing of Mexican organizations, and more
in particular, into the determinants of
their employees’ attitudes and behavior.
Second, though Mexico does not have
a support system directly comparable
with the Small Business Innovation
Research (SBIR) grants program in the
US., the importance of Mexican small
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and medium-sized firms for the local
economy is substantial, as illustrated by
an increasing awareness of Mexican
government to provide financial and
technological support to this type of
firms (Secretaria de Economia 2004).
This increased government support asks
for a better understanding of how the
employees inside these organizations
can contribute to their firm’s success.
Finally, prior research has shown that
Mexico scores high in terms of “collec-
tivism,” for example, individuals recog-
nize that their behavior is highly
contingent on what is perceived as the
thoughts and actions of others (Triandis
1995; Hofstede 1980). The literature
suggests that Mexican employees, in
general, value relationships with others
and expect that others in their organiza-
tion support and sustain them (Stephens
and Greer 1995). Therefore, one could
expect that in collectivistic countries,
such as Mexico, employees’ perceptions
of respect, organizational support or
other company practices are particularly
important drivers of individuals’ attitudes
and behavior. In short, based on the
growing interest of foreign firms to do
business in the Mexican market, the
growing attention given to small and
medium-sized firms in Mexico, and the
specific context of Mexico in terms of the
prevalence of loyal employee-employer
relationships, we believe that an investi-
gation of antecedents and outcomes of
organizational commitment in Mexican
organizations warrants special attention.

Theoretical Background

An important stream in the literature
has conceptualized the relationship
between employees and their organiza-
tions as an exchange relationship
(Gakovic and Tetrick 2003; Rousseau
1995; Eisenberger, Fasolo, and Davis-
LaMastro 1990; Eisenberger et al. 1986).
The social exchange approach toward
the employee-organization relationship
holds that as employees form beliefs
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about what their organization owes to
them, they in return may feel obligations
themselves vis-a-vis their organization
(Redman and Snape 2005; Shore and
Tetrick 1994; Rousseau and McLean
Parks 1992). We further build on this
research and use social exchange theory
as the framework explaining why some
individuals in small and medium-sized
(Mexican) organizations are more likely
than others to feel committed to their
firm and to exert considerable efforts in
their daily work.

The concept of commitment has its
intellectual roots in the research on indi-
viduals’ behavior within organizations
(for example, Avolio etal. 2004; Eby
etal. 1999; Shore and Barksdale 1998;
Meyer and Allen 1997; Allen and Meyer
1996; Hambrick, Geletkanycz, and Fre-
drickson 1993; Staw 1981; Porter et al.
1974). Though commitment has been
defined and measured in many different
ways, in general the various studies
share a common theme in that organiza-
tional commitment is considered to be a
linking of the individual to the organiza-
tion (Avolio et al. 2004; Meyer and Allen
1997; Porter etal. 1974). One of the
first conceptualizations of organizational
commitment can be attributed to Porter
and his colleagues, who defined the term
as the strong belief in, and acceptance of
the organization’s goals and values, a
strong desire to remain in the organiza-
tion, and a willingness to exert consider-
able effort on behalf of the organization
(Mowday, Steers, and Porter 1979; Porter
etal. 1974). An alternative, more recent,
conceptualization of commitment is
Meyer and Allen’s (1991) notion of affec-
tive, normative, and continuance com-
mitment. We will include the first two
dimensions in our study because they are
consistent with our social exchange per-
spective, that is, both affective and nor-
mative commitments refer to individuals’
emotional bond with their organization:
affective commitment pertains to one’s
identification with and emotional attach-
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ment to an organization whereas norma-
tive commitment pertains to one’s belief
in the loyalty to an employer so that
employees feel obligated to remain
with their organization.! Our choice for
Mexico as the research setting comple-
ments prior research efforts to test the
generalizability of the measures of orga-
nizational commitment in countries dif-
ferent from the U.S. context (Wasti 2003;
Ko, Price, and Mueller 1997; Vanden-
berghe 1996; Luthans, McCaul, and Dodd
1985).

In this study we make a distinction
between commitment as “attitude”
versus commitment as “behavior.” We
label the attitudinal aspect as “organiza-
tional commitment,” and the behavior
aspect as “effort” in our conceptual
model. The distinction between the atti-
tudinal and behavioral aspect of commit-
ment is in line with prior research (for
example, Eisenberger et al. 2001; Meyer
and Allen 1997; Mowday, Steers, and
Porter 1979; Porter et al. 1974). The atti-
tudinal approach toward commitment
relates commitment to individuals’ feel-
their organization, for
example, in terms of the emotional
bonding to the employer or the obliga-
tion they feel to reciprocate (for
example, Eisenberger et al. 2001; Shore
and Barksdale 1998; Meyer and Allen
1997; Settoon, Bennett, and Liden 1996).
The behavioral approach toward com-
mitment pertains to individuals’ specific
behaviors in their day-to-day activities in
the organization. In this regard, recent
research has used two approaches as
to the importance of organizational
commitment. More specifically, organiza-
tional commitment can influence “in-
role” job performance (for example,
Brown and Leigh 1996; Meyer etal.
2002) as well as “extra-role” behaviors

(for example, LePine, Erez, and Johnson
2002; Pierce, Kostova, and Dirks 2001;
Stamper and Van Dyne 2001; Van Dyne,
Cummings, and McLean Parks 1995).
‘Whereas the latter approach focuses on
outcomes such as organizational citizen-

ship behavior (that is, discretionary
work behavior that contributes to
organizational  effectiveness ~ without

being part of employees’ formal job
expectations—LePine, Erez, and Johnson
2002), we follow the former approach
as we focus on one particular outcome
of organizational commitment, that is,
employees’ overall energy aimed at
obtaining results as expected from their
employment (Brown and Leigh 1996).

In short, we argue that individuals’
organizational commitment in small and
medium-sized businesses constitutes an
important link between several organi-
zational factors on the one hand, and
individuals’ actual effort on the job on
the other. We reason that employees
will be more likely to feel loyal to their
organization depending on how well
they fit into and how they feel about
their organization. More specifically, we
argue that employees will commit them-
selves and exert effort based on (1) their
current work status in the firm; (2) their
perception of how the organization
treats them; and (3) the firm’s entrepre-
neurial posture. In Figure 1 we show
our conceptual model and the hypoth-
esized relationships between the differ-
ent constructs. We now turn to our
hypotheses and explain the theoretical
arguments underlying each of these
relationships.

Hypotheses

‘Work Status: Position and Tenure
Though there has been some research

on how work status affects work

"The notion of continuance commitment is different in that it refers to employees’ understand-
ing of the price related to leaving their organization, that is, this type of commitment pertains

to the “need” to continue employment.
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outcomes (for example, Conway and
Briner 2002; Millward and Hopkins
1998), few researchers have explicitly
examined the relationship between the
individuals’ status within an organization
and their commitment vis-a-vis their
employer (Smith and Hoy 1992). In the
following paragraphs, we give the ratio-
nale for why two important aspects of
individuals’ status in their firm—that is,
their position and tenure—may influence
the level of organizational commitment
and effort.

Position. We argue that individuals
who are in a higher position in their
firm are more likely to develop a rela-
tionship with their organization that is
based on trust and long-term goals. Fur-
thermore, individuals with higher posi-
tions feel higher norms of reciprocity
toward their organization (Eisenberger
etal. 1986). This is in line with prior
research that argued that one’s position
in the organizational hierarchy is posi-
tively associated with feelings of attach-
ment to the organization (Salancik
1977). The rationale is that higher-level
employees are more likely to build
stronger social exchange relationships
with their peers and organization, feel
greater perceptions of relational obliga-
tions to their employer, and thus, will
show higher levels of emotional com-
mitment (Blau 1964).

Prior research has also devoted atten-
tion to an issue somewhat related to
one’s “position” in the organization, that
is, the differential impact of full-time
versus part-time employment on commit-
ment (Conway and Briner 2002). Full-
time employees are more likely to feel a
strong commitment because they receive
more support from their employer,
whereas part-time workers are only par-
tially included in the organizational
social system, have lower opportunities
for advancement, and therefore, show
less commitment (Gakovic and Tetrick
2003). Furthermore, some researchers
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have linked individuals’ job scope with
work outcomes. Job design-related
research generally views a high job
scope as beneficial for organizations and
their members (Young, Worchel, and
Woehr 1998). For instance, it has been
suggested that organizational commit-
ment can be attributed to high skill
variety and high task autonomy (Pearson
and Chong 1997). Similarly, we reason
then that individuals with a higher posi-
tion in the firm will be exposed to jobs
with higher variety and autonomy, and
therefore, show higher levels of commit-
ment compared to their lower-level
counterparts. Also, prior research under-
taken in the specific context of Mexico
has indicated that individuals’ work
status (for example, reflected in one’s
hierarchical position) is an important
driver of employee attitudes because
such status is associated with more
positive  experiences and appraisal
(Heusinkveld 1994).

In short, we hypothesize that a higher
position in the firm will positively
affect individuals’ attitudes toward their
employer (that is, organizational commit-
ment) and their actual behavior in the
organization (that is, effort).

Hla: Individuals’ level of position in
the firm is positively related to their
organizational commitment.

H1b: Individuals’ level of position in
the firm is positively related to their

effort.

Tenure. A second component of indi-
viduals’ work status pertains to their
tenure with the organization. It has
been argued that job tenure plays an
important role in individuals’ job-related
attitudes (Wesolowski and Mossholder
1997). Mathieu and Zajac (1990) con-
tended that it is necessary to consider
individuals’ career stage within an orga-
nization in order to explain organiza-
tional commitment. For instance, the

JOURNAL OF SMALL BUSINESS MANAGEMENT




image33.jpeg
longer one has worked within a particu-
lar organization, the higher his or her
investments in the organization will be,
and therefore, the higher the emotional
bond will be between employee and
employer. Another rationale for a posi-
tive relationship between tenure on the
one hand and commitment and effort
on the other is based on employees’
feelings of self-efficacy (Bandura 1978).
That is, employees with longer tenure
may have acquired substantial experi-
ence, knowledge and skills to accom-
plish their tasks in their current
organization (Kristof, 1996; Chao etal.
1994). As a result, they are more likely
to think that their commitment and
effort will pay off and be beneficial for
their employer. Finally, consistent with
our social exchange framework, long-
tenured employees may differ from
their short-tenured counterparts in their
perception of how much they “owe”
their employer (Eisenberger et al. 1986).
That is, long-tenured employees who
have felt the organization’s support
through long-time employment will feel
that, as a matter of fairness, they need
to “give back” to the firm through dedi-
cated efforts. We believe that these
arguments also hold in Mexican organi-
zations because longer-tenured employ-
ees in Mexican firms have been
associated with a higher propensity to
embrace their organization’s values
(Schuler etal. 1996).

In short, based on the arguments just
given, we hypothesize that individuals’
tenure in the firm affects the attitudes
they have vi s their organization
(that is, organizational commitment), as
well as their actual behavior in the orga-
nization (that is, effort).

H2a: Individuals’ tenure in the firm is
positively related to their organiza-
tional commitment.

H2b: Individuals’ tenure in the firm is
positively related to their effort.

DE CLERCQ AND BELAUSTEGUIGOITIA RIUS

Organizational Climate:
Psychological Safety and
Psychological Meaningfulness

The next hypotheses pertain to the
effect of organizational climate on com-
mitment and effort. Our inclusion of
employees’ perceptions of organizational
climate on their attitudes and behavior
integrates an important concept used by
applied psychologists with the body of
research on organizational behavior. The
concept of organizational climate has
been described as individuals’ percep-
tions about a firm’s practices and proce-
dures (Reichers and Schneider 1990).
Based on a taxonomy developed by
Ostroff (1993), Carr etal. (2003) under-
took a meta-analysis to categorize the
multitude of definitions and subdimen-
sions of climate according to three
higher-order dimensions, that is, an
affective, cognitive, and instrumental
dimension. One of the existing concep-
tualizations, suggested by Carr etal.
(2003), to cover these three dimensions is
Brown and Leigh’s (1996) definition of
organizational climate as containing two
key components, that is, psychological
safety and psychological meaningfulness
(Brown and Leigh 1996; Kahn 1990).
Brown and Leigh (1996, p. 360)
described these two components as
representing “a higher order level of
meaning indicating an employee’s inter-
pretation of the significance of the orga-
nizational environment for personal well-
being.” Given the comprehensiveness of
Brown and Leigh’s (1996) definitions and
the similarity between our study and
theirs (that is, examining the effect of
perceived organizational climate on
employee attitudes and behavior), we use
their conceptualization of organizational
climate as the underlying framework for
predicting the relationship between
climate on the one hand and employee
commitment and effort on the other.

Psychological Safety. The “psychologi-
cal safety” one feels within his or her
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organization pertains to factors such as
the perception of supportive manage-
ment, the presence of clear roles for the
employees, and the possibility for self-
expression (Brown and Leigh 1996;
Kahn 1990). Eisenberger etal. (1986)
demonstrated that as a result of support-
ive leadership behaviors and a generally
facilitative organizational climate, indi-
viduals may feel the need to reciprocate
favorable organizational treatment with
positive attitudes and behaviors. For
instance, recent research has shown that
mentoring  relationships between a
“mentor” and “protégé”—an exemplary
practice of organizational support—is
positively related to the latter’s loyalty to
the organization (Payne and Huffman
2005). Furthermore, Meyer and Allen
(1997) suggested that organizational
commitment is enhanced by work expe-
riences that communicate an organiza-
tion’s support for its employees and that
enhance employees’ sense of personal
freedom at work. That is, in a positive
emotional climate, employees perceive
their company to be both more support-
ive of their needs and more considerate
of their personal importance. Hence,
they develop stronger emotional bonds
to the organization. Prior research has
also emphasized the importance of free
expression on work outcomes. That is,
an important driver for individuals’ com-
mitment to their organization may be the
confidence that one will not be embar-
rassed or rejected for expressing oneself
(Chen and Komorita 1994).

Therefore, we predict that perceived
psychological safety will contribute to
one’s commitment and efforts. Employ-
ees who feel that they are well supported
by their firm, with clear expectations
about their jobs, and the potential to
express oneself, will tend to feel they
“owe” something to the firm and recip-
rocate through dedicated efforts (Brown
and Leigh 1996; Eisenberger, Fasolo, and
Davis-LaMastro 1990). Also, a support-
ive, “safe” organizational context sends
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out a message to the employees that
their commitment and efforts are
acknowledged and rewarded by the
organization. Similarly, prior research
that focused on the Mexican context sug-
gests that individuals’ loyalty to their
organization is positively influenced by
their overall perception of support from
supervisors (Kras and Whatley 1990) and
overall satisfaction with job goals
(McKinnis and Natella 1994). Further-
more, because Mexican employees have
a high need to be closely supervised and
be given clear job responsibilities, their
perception of psychological safety may
be an important driver for their attitudes
and behavior (Schuler et al. 1996).

H3a: Individuals’ perception of psycho-
logical safety is positively related to
their organizational commitment.

H3b: Individuals’ perception of psycho-
logical safety is positively related to
their effort.

Psychological Meaningfulness. We con-
ceptualize psychological meaningfulness
as employees’ feelings about their con-
tribution to the organization, their per-
ception that their contributions are
recognized, and the presence of chal-
lenging job goals (Brown and Leigh
1996). We reason that individuals’ per-
ceptions of “psychological meaningful-
ness” will positively influence their work
attitudes and behavior in that such per-
ceptions affect the belief that individual
commitment and efforts do make a
difference for the firm. For instance,
Schechter (1985) found a positive rela-
tionship between employees’ perceived
participation and their commitment to
the firm. Furthermore, it has been argued
and found that one’s involvement in
problem-solving teams is positively asso-
ciated with higher commitment (Leana,
Ahlbrandt, and Murrell 1992). Also, orga-
nizations with decentralized decision-
making practices have been found to
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have employees who show high commit-
ment to their employer (Dornstein and
Matalon 1989).

In the context of Mexico, one could
argue for a negative rather than positive
relationship between the perception of
participation and commitment given
Mexican employees’ tendencies to toler-
ate and even expect strong top—down
driven decision-making within their
organization (McKinnis and Natella
1994). However, consistent with Harri-
son and Hubbard’s (1998) findings, we
argue that the tendencies mentioned
earlier will be overcome by the fact that
Mexican employees consider the organi-
zation’s appreciation of their input as a
sign of respect, which will increase then
their loyalty to the organization.

We also posit a positive relationship
between the perception of meaningful-
ness and individuals’ effort vis-a-vis their
organization. It has indeed been argued
that individuals’ involvement and effort
vis-a-vis their organization is likely to be
affected by their perception about the
own contributions and the potential for
personal growth (Brown and Leigh 1996).

H4a: Individuals’ perception of psycho-
logical meaningfulness is positively
related to their commitment vis-G-vis
their firm.

H4b: Individuals’ perception of psycho-
logical meaningfulness is positively
related to their effort vis-a-vis their

Sirm.

Firm’s Strategic Posture:
Entrepreneurial Orientation

Finally, we hypothesize that the firm’s
strategic posture, in terms of its pro-
pensity to engage in entrepreneurial
behavior, affects the extent to which its
employees are committed to the organi-
zation and exert strong efforts. Accord-
ing to Lumpkin and Dess (1996), a firm’s
entrepreneurial orientation is a multidi-
mensional concept as it pertains to the
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firm’s focus on innovation, the willing-
ness to take risks, the inclination to
act proactively relative to marketplace
opportunities, the tendency to be
aggressive toward competitors, and the
propensity to have its employees act
autonomously. We extend the current lit-
erature by examining the effects of a
firm’s entrepreneurial orientation on
individuals’ attitudes and behavior vis-
a-vis their organization. We posit that
individuals within firms with higher
entrepreneurial orientation are more
likely to be committed to their employer,
both in terms of their attitude and
behavior.

In order to make the link between
firm’s entrepreneurial orientation and
individual’s feelings and behavior, we
envision a firm’s entrepreneurial orienta-
tion not as such as an external expres-
sion of its strategic posture in the
marketplace, but rather as reflecting
internal organizational practices and
procedures. More specifically, we reason
that a firm’s choice to take on an “entre-
preneurial posture” will have impor-
tant implications within the firm. For
instance, a firm’s level of entrepreneurial
orientation may be reflected in the extent
to which business units are managed in
innovative way, and thus, affect employ-
ees’ day-to-day feelings vis-a-vis their
employer (Mair 2002). Furthermore, one
important implication of a firm’s entre-
preneurial orientation may be the cre-
ation of a sense of empowerment among
the employees at all levels of the organi-
zation (Burgelman 1983). A firm’s entre-
preneurial orientation will positively
affect organizational commitment, then,
as prior research has theorized and
found empirical support for the posi-
tive link between empowerment and
autonomy with commitment at the work-
place (Spreitzer 1995).

Furthermore, we argue that, all else
being equal, firms high in entrepreneur-
ial orientation are in a better position to
take advantage of employees’ commit-
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ment and efforts, and therefore, will be
more likely to encourage devoted efforts
within their employee base. As an
example, the notion of proactiveness
reflects the firm’s propensity to under-
take a continuous search for new activi-
ties, especially activities that do not
pertain to the firm's current business
domain (Kickul and Gundry 2002). A
proactive firm may highly benefit, then,
from encouraging its people to continu-
ously monitor environmental changes in
terms of new product and market areas
(Lumpkin and Dess 1996). In turn, indi-
viduals who are involved in such “moni-

toring” activities, may feel confident that
“they are making a difference,” feel
closely attached to the firm and ulti-
mately be willing to expend even more

efforts vis-a-vis their employer.

Our hypothesis for a positive relation-
ship between firm’s entrepreneurial ori-
entation and employee’s attitudes and
behavior is also consistent with prior
research on the role of transformational
leadership. Firms high in entrepreneurial
orientation are likely to score high on
transformational leadership as transfor-
mational leaders encourage followers
to think critically and develop new ap-
proaches to existing practices (Walumb-
wa and Lawler 2003). Prior research has
found that transformational leaders
increase employees’ commitment by cre-
ating a shared vision between leaders
and followers, and relating high intrinsic
value to goal accomplishment (Shamir
etal. 1998; Shamir, House, and Arthur
1993). In other words, organizations
that stimulate experimentation and
change will encourage employees to get
more involved in their work, and thus,
increase their organizational commit-
ment (Walumbwa and Lawler 2003).

For the specific context of our study,
one could argue for a negative rather
than positive relationship between a
firm’s entrepreneurial orientation and
employee’s commitment and effort. More
specifically, given that Mexican employ-
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ees have been argued to prefer pre-
dictability and status quo to drastic
entrepreneurial change within their orga-
nization (Schuler et al. 1996) one could
argue that their perception of the entre-
preneurial character of their organization
may have a negative influence on their
commitment. However, following Harri-
son and Hubbard’s (1998) arguments
and findings, we reason that Mexican
employees may recently have become
more aware that their job security is
associated with their firm’s willingness to
behave proactively and aggressively in
the marketplace. In other words, they
will feel more committed to their organi-
zation and be more willing to exert sig-
nificant efforts when they perceive that
the firm is capable of dealing with the
increasing competition in a quickly
changing environment (Harrison and
Hubbard 1998).

H5a: The firm’s entrepreneurial orienta-
tion is positively related to individu-
als’ organizational commitment.

H5b: The firm’s entrepreneurial orienta-
tion is positively related to individu-
als’ effort.

Organizational Commitment
and Effort

We conceptualized —organizational
commitment as a person’s feelings that
link him or her to an organization (Meyer
and Allen 1991; Porter etal. 1974). We
made a distinction between the attitudi-
nal aspect of commitment (“organiza-
tional commitment”) and the behavioral
aspect (“effort”). We now hypothesize
that individuals’ feelings vis-a-vis their
firm will be positively related to the
actual amount of effort they exert in the
firm. The link between the attitudinal
and behavioral aspect of commitment
has been studied to a great extent. For
instance, several studies have suggested
that employees with a strong commit-
ment to their organization put more
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energy in their jobs than do those with
weak commitment (Brown and Leigh
1996; Leong, Randall, and Cote 1994).
Similarly, we hypothesize that employ-
ees’ organizational commitment and
effort are positively related to one
another.

HG6: Individuals’ organizational com-
mitment is positively related to their

effort.

Hla to H5a argued for a positive
effect of five factors on organizational
commitment, whereas H6 related organi-
zational commitment to effort. We
further argue then that these five factors
will not only directly affect effort (H1b to
H5b), but also indirectly through their
effect on organizational commitment
(H7a to H7e).

H7a-7e: Individuals’  organizational
commitment mediates the relation-
ship between (a) position, (b) tenure,
(c) psychological safety, (d) psycho-
logical ~meaningfulness, and (e)
entrepreneurial orientation on the
one band and effort on the other.

Methodology
Sample and Data Collection

Our sample was drawn from the cus-
tomer database maintained by a large
consulting company in Mexico. For the
final inclusion in our sample, the firms
had to meet the definition of “small and
medium-sized business” as stipulated by
the Mexican federal government (that is,
Diario Oficial de la Federacion 1999),
that is, a firm with less than 500 employ-
ees. The final sample consisted of 900

firms. A survey instrument was adminis-
tered either through face-to-face inter-
views or by telephone, and at several
points in time, the firms were encour-
aged by the consulting company to par-
ticipate in the study. As a result, virtually
all sampled firms participated in the
study, that is, the number of complete
surveys equaled 863. In terms of the
profile of the responding firms: the
average firm size equaled 25 employees,
about 60 percent of the firms were
family businesses, and 26 percent were
manufacturing firms and 74 percent
were service or commercial businesses.
Furthermore, all firms were based in
Mexico, located in different states across
the country, and mainly in large or
middle-sized cities. Finally, none of the
firms were foreign-owned and all were
independent (that is, not a subsidiary of
a larger company).

Our key constructs are latent in that
they are not directly observable. There-
fore, we used several measurement
items per constructs and we applied
confirmatory factor analysis to check for
construct validity. Consistent with prior
research, we only withheld those mea-
surement items with a standardized
factor loading greater than or equal to
0.40 (Netemeyer, Bearden, and Sharma
2003). We found that for all of our final
measures, the adjusted goodness-of-
fit index (AGFD) and comparative
goodness-of-fit index (CFI) were higher
than or equal to 0.80, which indicates
an adequate (though not perfect) fit for
our measures.’ The reliability of our
measures is reflected in the Cronbach’s
alpha, which were all higher than 0.70
(Nunnally 1978).

*For the AGFI the suggested minimum value equals 0.80 and for the CFI the suggested
minimum equals 0.90 (Taylor and Todd 1995). The lowest AGFI value was found for
“psychological safety” (0.86) and the lowest CFI value was found for “effort” (0.87). The AGFI

was higher than 0.90 for “commitment,

psychological meaningfulness,” and “entrepreneurial

orientation,” and the CFI was higher than 0.90 for “psychological meaningfulness,” and

“entrepreneurial orientation.”
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Measures

Organizational commitment was con-
ceptualized as a personal attitude captur-
ing the emotional bonding between an
individual and his or her organization.
More specifically, we utilized Meyer and
Allen’s (1991) instrument to assess the
level of affective and normative com-
mitment. Confirmatory factory analysis
showed a lack of discriminant validity
among these two components of com-
mitment, that is, the variance that the
two components had in common with
one another was much higher than the
variance that each individual component
had in common with its respective items
(Netemeyer, Bearden, and Sharma 2003).
Therefore, a single construct of “organi-
zational commitment” was calculated;
the mean value of the final measure was
3.76 with a standard deviation (S.D.) of
0.71 and a Cronbach’s alpha of 0.81.

Effort was defined as the time and
energy that a person invests in obtaining
results as expected from his or her
employment. Consistent with Brown and
Leigh (1996), we conceptualized effort as
consisting of two dimensions, that is,
time commitment and work intensity. As
was the case for the organizational com-
mitment measure, confirmatory factory
analysis showed a lack of discriminant
validity between the two dimensions of
effort. Therefore, a single measure of
“effort” was calculated; the mean value
of the final measure was 3.89 with an
S.D. of 0.62 and a Cronbach’s alpha of
0.82.

Position was measured by asking the
respondents to indicate their function in
the firm. They could choose from the
following categories: (1) secretary; (2)
office worker; (3) department chief; (4)
middle manager; or (5) top manager. A
value ranging from 1 to 5 was assigned
to the different categories. The mean
value of this variable was 3.72 with an
S.D. of 1.24.

Tenure was assessed by asking the
respondents the number of years they
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had been employed by their current firm.
They could choose from the following
categories: (1) <1 year, (2) 1-2 years; (3)
3-5 years; (4 6-10 years; (5) 11-20
years; and (6) >20 years. A value ranging
from 1 to 6 was assigned to the different
categories. The mean value of this vari-
able was 3.12 with an S.D. of 1.36.

Psychological safety was measured
based on the instrument designed by
Brown and Leigh (1996) and we used
items that covered the three dimensions
of psychological safety, that is, support-
ive management, role clarity, and self-
expression; nine items were withheld
for the final measure. The mean value of
the composite measure was 3.92, with an
S.D. of 0.65 and a Cronbach’s alpha of
0.84.

Psychological meaningfulness was
also measured based on Brown and
Leigh (1996), covering the following
three dimensions: contribution, recogni-
tion, and work challenge. The final
measure had a mean of 4.05, S$.D. of 0.59
and a Cronbach’s alpha of 0.80.

Entrepreneurial orientation was mea-
sured using the five dimensions pro-
posed by Lumpkin and Dess (1996), that
is, innovation, risk-taking, proactive-
ness, competitive aggressiveness, and
autonomy. The final measure had a mean
value of 3.58, an S.D. of 0.68 and a
Cronbach’s alpha of 0.85.

We also included several control
variables in our model. A considerable
amount of literature has focused on the
effect of gender on work-related atti-
tudes (Smith and Hoy 1992; Kanter
1977). For instance, it has been sug-
gested that because women often do not
enjoy a high degree of corporate power,
they perceive that they have less control
over their careers, and thus, are more
committed to their families and personal
lives rather than to their jobs or organi-
zations (for example, Kanter, 1977). In
particular, Mexican women may be less
committed to their organization com-
pared to their male counterparts given
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the general belief that women’s principal
role is linked with family rather than
work (Heusinkveld 1994). Our sample
included 41 percent women. Age® was
included as control variable because
research on organizational commitment
has found that older workers show
higher organizational commitment (for
example, Harrison and Hubbard 1998;
Smith and Hoy 1992). Furthermore,
some research has argued that firm size'
should be negatively related to organiza-
tional commitment. That is, as firms get
larger, the individuals’ ability to be
involved and visible may decline, and
consequently, feelings of commitment
to the organization may also decrease
(James and Jones, 1974). We also con-

trolled for industry, that is, manu-
facturing versus  services/commercial
businesses.

Results

Table 1 shows significant positive cor-
relations of the five predictor variables
with organizational commitment and
effort. Thus, the correlations provide
some preliminary evidence that work
status, organizational climate, and entre-
preneurial orientation are positively
related to individuals’ commitment and
effort vis-a-vis their organizations. We
also observe a positive correlation
between organizational commitment and
effort.

Table 2 shows the results of the hier-
archical regression analyses. The first
two columns show the results when only
the control variables were included in
predicting organizational commitment

(Model 1) and effort (Model II). It can
been that the levels of organizational
commitment and effort are higher for
females (compared to males), for older
employees, and in smaller firms. The
third and the fourth columns of Table 2
show the results when the independent
and control variables are included when
predicting organizational commitment
(Model 1II) and effort (Model IV). We
found that our five independent vari-
ables explain 47 percent (respectively 39
percent) additional variance in the level
of organizational commitment (respec-
tively effort).

With regard to Hla to H5b, the results
from Models III and IV show support for
9 of the 10 hypotheses. First, in terms of
the antecedents of organizational com-
mitment (Model I1I), position (p <.001),
tenure (p<.001), psychological safety
(p <.001), psychological meaningfulness
(p<.001), and entrepreneurial orienta-
tion (p<.001) all positively affect
commitment. Second, in terms of the
antecedents of effort (Model 1V), we did
not find support for H3b; that is, psycho-
logical safety is not related to the amount
of effort. However, we did find that
position (p <.01), tenure (p <.05), psy-
chological meaningfulness (p <.001),
and—to a lesser extent—entrepreneurial
orientation (p<.10) positively affect
effort.

In the fifth column of Table 2, we
added organizational commitment to the
model (Model V). We found support for
H6 in that commitment is positively
related to effort (p <.001). The combina-
tion of Models IV and V allowed us to

*The respondents were assigned to six age categories. A value ranking from 1 to 6 was assigned

to the categories.

“The respondents were also assigned to six size categories. A value ranking from 1 to 6 was

assigned to the categories.

5As can be seen from Table 1, the correlations among many of the independent variables and
control variables are relatively high. However, we checked for multicollinarity in the regres-
sion models shown in Table 2 and found no threat to interpretation, that is, all variation
inflation factors were much lower than 10, the limit suggested by Neter et al. (1996).
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test whether organizational commitment
mediates the relationship between the
five predictor variables and effort (H7a to
H7e). That is, we checked to what extent
the original effect of the predictor vari-
ables on effort (Model 1V) diminished
(that is, partial mediation) or even disap-
peared (that is, full mediation) when
organizational commitment was added to
the model (Model V). It can been from
Table 2 that organizational commitment
fully mediates the relationship between
position (H7a), tenure (H7b), and entre-
preneurial orientation (H7e) on the one
hand, and effort on the other. Only a
weak partial mediation effect was found
for psychological meaningfulness.”

Discussion

Employees’ commitment and effort are
crucial for small and medium-sized firms
because individuals’ work attitudes and
behavior may have an important effect on
the firms’ long-term success and viability.
Small and medium-sized business owners
may find it particularly challenging to
motivate their employees given the
limited amount of resources they can
offer to their employees compared to
larger organizations (Stinchcombe 1965).
In this study, we used a social exchange
perspective in explaining factors that
explain individuals’ commitment inside
smaller organizations. Our choice for
Mexico as the research setting answered
the claim made in the literature to under-
take more studies focusing on the
Mexican context given the increase of
U.S. business transactions with Mexico
resulting from the NAFTA (Martinez and
Dorfman 1998; Morris and Pavett 1992).
Overall, we found strong support for our
arguments that employees in small and

medium-sized businesses will commit
themselves and exert effort based on
their work status, their perception of the
organizational climate, and the firm’s
overall entrepreneurial posture.

First, our results indicated that indi-
viduals in higher positions and with
higher tenure are more likely to feel
strongly attached to their organization
(H1a to H2b). That is, individuals with a
higher status in the organization will feel
a greater obligation to reciprocate the
support that their employer has provided
them over time, and therefore will show
higher levels of commitment and effort
(Meyer and Allen 1991). Furthermore,
one’s work status may also be related to
the variety of job tasks that one is
expected to fulfill (Young, Worchel, and
Woehr 1998), and the confidence about
the contribution that can be made to the
firm’s success (Bandura 1978).

Second, we also found support for
the relationship between individuals’
perceptions of organizational climate and
their organizational commitment (H3a
and H4a). We reasoned that employees
who perceive that their firm is responsible
for facilitating a positive experience will
tend to reciprocate with high commit-
ment (Brown and Leigh 1996). Our results
suggest that individuals who perceive
their work environment as safe and mean-
ingful are more likely to invest in their
employment relationship. Interestingly,
we found that whereas perceptions of
safety positively affect commitment
(H3a), the perception of safety has no
direct effect on how much effort is actu-
ally exerted (H3b). One explanation for
this result may be that, in some cases,
individuals who feel very safe in their
work environment tend to “hide” and

%As we did not find a direct effect of psychological safety on effort (Model IV), it did not make
sense to check for a mediation effect of organizational commitment between psychological
safety and effort (that is, H7c was not supported).

“The significance level remained the same (p < .001), but the standardized regression coeffi-
cient slightly decreased after organizational commitment was added to the model.
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economize on their effort through delega-
tion of duties to their peers. However,
more research is needed to fully under-
stand the mechanism that relates one’s
feelings about his or her work environ-
ment to actual behavior on the job.

Third, an important contribution of
this study, we believe, is the inclusion of
a firm’s “entrepreneurial orientation” as a
driver for individuals’ attitudinal and
behavioral commitment. Though many
entrepreneurship theorists have touted
the benefits of a firm’s entrepreneurial
posture, few have empirically tested
its effects, in particular with regard
to employees’ feelings and activities
(Sadler-Smith et al. 2003; Stewart etal.
2003; Lumpkin and Dess 1996). Our
study addressed this gap in the literature.
We found support for the positive effect
of small and medium-sized firms’ entre-
preneurial orientation on their employ-
ees’ commitment and effort (H5a and
H5b). Our findings show that a firm’s
entrepreneurial orientation should not
only be regarded in terms of the strategic
actions that are undertaken in the mar-
ketplace, but also in terms of the impli-
cations that such an orientation may
have on internal practices. That is, the
bias-for-action that is suggested within
an entrepreneurial orientation may help
overcome employees’ general reluctance
to go beyond what is expected from
them in their daily activities. Conse-
quently, employees in entrepreneurially
oriented firms may experiment more
freely and thereby be more willing to
devote substantial energy vis-a-vis their
organization.

Fourth, our results underline the
importance of organizational commit-
ment in small and medium-sized firms in
that individuals with higher emotional
commitment were found to put more
energy into the workplace (H6). Further-
more, we found that the positive effect of
individuals’ work status and the firm’s
entrepreneurial orientation on how much
efforts are exerted can be completely
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explained by the role of individuals’ com-
mitment vis-a-vis their employer (H7a,
H7b, and H7e). For instance, the degree
to which one perceives his or her organi-
zation to be entrepreneurial affects actual
behavior on the job through the creation
of feelings of emotional involvement and
reciprocity (Settoon, Bennett, and Liden
1996); this finding points to the impor-
tance of a firm’s overall orientation in
shaping employee behavior through the
installment of strong feelings of loyalty
toward the organization. It is also inter-
esting to note that we found only a weak
partial mediation effect for psychological
meaningfulness; this finding indicates
that one’s perception of how meaningful
his or her job is has a strong effect on
actual behavior, regardless of how loyal
one feels toward the organization.

Fifth, in terms of our control variables,
we found that males are more likely than
females to be committed to their jobs.
This finding is in line with prior argu-
ments that women may perceive to have
less control over their careers and feel
less inclined to commit themselves to
their employer (Kanter 1977), and con-
sistent with similar research findings
from Mexican organizations (Harrison
and Hubbard 1998). Also, the positive
relationship between individuals’ age
and their commitment and effort is also
consistent with prior research findings.
For instance, age has been found to be
positively related to employees’ commit-
ment (Smith and Hoy 1992) in that older
employees may have fewer job alterna-
tives outside the organization. A similar
finding was found in the context of
Mexico in Harrison and Hubbard (1998).
Finally, we also found an interesting
negative effect of firm size on commit-
ment and effort. This finding is consis-
tent with research that found lower
organizational commitment among indi-
viduals in more centralized and formal-
ized work settings (Payne and Pugh
1976). Also, in smaller firms individuals’
ability to be involved and visible may be
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higher, and consequently, feelings of
commitment and actual efforts may
increase.

Finally, it is also useful to discuss in
some more depth our findings given the
particular context in which the study
took place. Overall, the nature of our
findings suggest that Mexican employees
may feel and behave relatively similar to
their U.S. counterparts as the rationale of
our hypotheses was mainly drawn from
U.S.-based conceptual and empirical
studies. Thus, our results appear to
suggest that the sources of organizational
commitment included in our model are
not country-bound but act universally.
This observation is interesting in the
light of prior research that attributed dif-
ferences in organizational commitment
across country settings to differences
in cultural values (Hofstede, 1980).
For instance, it has been found that
employee commitment is positively
related to a country’s level of collectivism
and negatively related to the level of
individualism (Palich, Hom, and Griffeth
1995). Our results indicate then that
within Mexico—a predominantly collec-
tivistic country where business relation-
ships resemble the traditional mutual
obligations in a family (Schwartz
1994)—there is still variance in terms of
individuals’ inclinations to value organi-
zational support, and subsequently, this
variance may explain individual differ-
ences in terms of one’s attitudes and
behavior. In this regard, it is interesting
to compare our findings with Wasti’s
(2003) examination of antecedents of
organizational commitment in Turkey.
The focus of her study was on the role of
culture in explaining organizational com-
mitment. For instance, she argued that
for idiocentrics (that is, individuals
scoring low on the collectivism scale),
satisfaction with job-related aspects
would be a better predictor of affec-
tive commitment than satisfaction with
relationship-related aspects, whereas for
allocentrics (that is, individuals scoring
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high on the collectivism scale), these
relationships work in the opposite direc-
tion. Similar to Wasti’s conclusions in the
context of Turkey (2003), it is reasonable
to believe that Mexico, though being a
predominantly collectivistic country, has
a mixture of allocentrics and ideocentrics
among its residents. Such interpersonal
variations may have an influence on how
individuals’ perceptions of work status,
organizational climate, and entrepre-
neurial orientation influence their atti-
tude and behavior. Future research could
investigate in more detail the possible
interaction effects between the variables
included in our model and the—
individual—cultural dimensions included
in Wasti’s (2003) study.

Limitations, Practical Implications,
and Future Research

We acknowledge that our study has
some limitations. First, given the lack
of public data on virtually all of our
key variables, we relied on self-reported
data. Furthermore, obtaining information
from multiple respondents for each firm
could have helped demonstrate the valid-
ity of the data. In order to guard against
some of these limitations, we used pre-
viously validated scales for all of our
measures. Second, the cross-sectional
design of the study cannot guarantee the
direction of causality among variables.
Though our argumentation and discus-
sion implied causal ordering, we recog-
nize the uncertainty attending such
claims. Third, in terms of the external
validity of our study, our narrow focus
on one country, Mexico, calls into ques-
tion the applicability of our results to
other contexts. For instance, the specifics
of Mexican employment law may be an
intervening variable in the hypothesized
relationships in that the provision of
incentives to workers to remain with
their firms may have unintended conse-
quences for actions on the part of
employers (Harrison and Hubbard 1998).
More generally, the simultaneous testing
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of our hypotheses in multiple countries
would have been interesting in order to
test to what extent country-related differ-
ences in combination with individual
(within-country) differences affect com-
mitment and effort. More comparative
research across other (non-U.S.) coun-
tries is thus necessary in order to test the
external validity of our findings.

In terms of managerial practice and
public policy, our study helps clarify the
factors that promote organizational com-
mitment and effort among employees
in small and medium-sized firms. Our
results suggest that these firms can
benefit from highly committed employ-
ees as such commitment leads to higher
actual investments in day-to-day activi-
ties. Moreover, our results suggest that if
commitment among employees is essen-
tial to firm success, small and medium-
sized business owners may be well-
advised to take into account individuals’
perception about their work status, the
nature of the organizational climate in
which they function, and the creation
of an internal entrepreneurial culture.
Based on our arguments about employ-
ees’ “reciprocation,” small and medium-
sized business owners should attempt to
benefit from their power to influence
individuals’ attitude and  behavior
through their own behavior. Finally,
because of the growing involvement of
U.S. firms in Mexico, there is an increas-
ing need to have a better understanding
of how Mexican work organizations can
be managed more effectively (Schuler
et al. 1996). The specific context of our
research setting suggests that Mexican
firms as well as U.S. firms that (plan to)
undertake business activities in Mexico
should be aware that the creation of a
supportive organizational environment
(for example, the establishment of clear
goals or the recognition of employees’
contributions) as well as the firm’s entre-
preneurial positioning in the market-
place may positively motivate employees
in terms of their attitudes and behavior.

DE CLERCQ AND BELAUSTEGUIGOITIA RIUS

In terms of future research, the inclu-
sion of individual and firm performance
as an outcome variable would be inter-
esting; that is, when and how commit-
ment and effort are actually converted
into business success and what factors
might inhibit such conversion in small
and medium-sized firms is an interesting
area for future research efforts. Further-
more, it would be interesting to study the
factors which may cause highly entrepre-
neurial firms to fail in their endeavors.
Though we emphasized the beneficial
effects of entrepreneurial actions in
terms of internal organizational prac-
tices, such actions often fail (Deakins
1996). One could examine, for instance,
which organizational pitfalls exist for
firms high in entrepreneurial orientation
and how these pitfalls are different for
firms that proceed more cautiously and
incrementally. Also, there may be par-
ticular challenges for employees working
for entrepreneurial organizations in that,
for example, they may not be appropri-
ately rewarded for their entrepreneurial
efforts or they may lack the resources to
meet the requirements imposed by their
firm’s entrepreneurial posture. Finally, as
indicated earlier, a cross-country test of
our model would further increase our
understanding of how the combination
of individual and country-level factors
affect employee attitudes and behavior.

Conclusion

In this study, we focused on the
role of organizational commitment in
Mexican small and medium-sized firms.
We found that individuals’ work status,
their perception about the organizational
climate, and the firm's entrepreneurial
orientation are positively related to indi-
viduals’ commitment and effort. We also
found that the level of commitment is
positively related to effort. We hope,
then, that our study will lead to further
investigation on the mechanisms that
explain organizational effectiveness in
small and medium-sized firms.
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Two Decades of Sustainability Management Tools for
SMEs: How Far Have We Come?*
by Matthew P. Jobnson and Stefan Schaltegger

Many scholars have emphasized the importance of sustainability management in small and
medium-sized enterprises (SMEs). Although various publications discuss different approaches and
potential barriers of implementation, a review of the existing research on sustainability manage-
ment tools for SMEs is nonetheless missing. Based on a systematic review of the academic
literature, this paper discusses reasons why SMEs should implement sustainability management
tools. A further analysis reveals that most such tools are perceived to have little to no implemen-
tation in SMEs. The main implementation barriers and facilitating criteria are discussed. In

addition, implications for future research, SME management, and public policy are drawn.

Introduction

Visions and strategies of corporate
sustainability are important, but if environmen-
tal and social sustainability are to become
truly effective in everyday business practice,
they have to be operationalized. One main
aspect of the operationalization of corporate
sustainability is the implementation of manage-
ment instruments, concepts, and systems, also
known as sustainability management tools.
This encompasses a broad range of environ-
mental, social, and integrative tools, such as
environmental and social audits, eco-efficiency
analyses, life-cycle assessments (LCAs), envi-
ronmental and social management systems, and
sustainability reports.

Research has certainly come a long way
since Thompson and Smith (1991) conducted
an analysis of the limited academic literature
on corporate social responsibility (CSR) in
small businesses. Over the past two decades,
sustainability management tools, including
tools for CSR and environmental management,
and their proposed implementation in small
and medium-sized enterprises (SMEs) have
been increasingly addressed in the academic
literature (Ammenberg and Hjelm 2003;
Graafland, van de Ven, and Stoffele 2003;
Hillary 2004; Lawrence et al. 2006; Perrini and
Tencati 2006; Perrini, Russo, and Tencati 2007;
Seiffert 2008; Zorpas 2010).

Several authors have examined a range of
these tools in SMEs in different regions. For
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example, Starkey (2000) examined a list of
environmental management tools for European
SMEs. Other authors have conducted country-
specific investigations. Graafland, van de Ven,
and Stoffele (2003) analyzed a series of CSR
strategies and compatible tools between small
and large Dutch firms. Tencati, Perrini, and
Pogutz (2004) studied similar CSR tools in
Italian SMEs. Furthermore, several SME-specific
approaches to sustainability management have
been developed. Based on previous findings,
Perrini and Tencati (2006) developed an SME-
specific tool, sustainability evaluation and
reporting system (SERS), which covers a sys-
tematic approach to gradually implement
sustainability management practices. Burke
and Gaughran (2007) provided a conceptual
model to incrementally integrate an environ-
mental management system (EMS) along with
sustainability reporting in SMEs.

Although research is gaining momentum in
this academic field, a review of the existing
literature on the proposed implementation of
sustainability management tools in SMEs is
nonetheless missing. Questions pertaining to
the design and applicability of such tools in
SMEs remain under-researched. Therefore, this
paper conducts a systematic review of the
extant academic literature to investigate which
sustainability management tools have been
designed for SMEs and what is known about
the applicability of sustainability management
tools proposed for SMEs. The synthesized
results on specific tool designs, on barriers for
implementation, and on facilitating criteria
required to improve the applicability and dis-
semination of tools provide additional insights
that complement the previous literature and
offer suggestions for future research in this
field.

The paper is structured as follows. The
second section provides a background on cor-
porate sustainability and the importance of
management tools. The third section explains
the methodological approach of the systematic
literature review and reveals the initial findings
of the analysis. The three subsequent sections
cover the four thematic areas of analysis from
the selected literature, including the tools pro-
posed for implementation and the reasons for
implementation (fourth section), the barriers
for implementation (fifth section), and the main
facilitating criteria for the application of tools in
SMEs (sixth section). The final two sections
provide a discussion and outlook for future

482

research and SME management, followed by
the conclusions.

Corporate Sustainability and
Management Tools

A business approach to address sustainable
development, also known as corporate
sustainability, has gained substantial interest in
management literature over the past 25 years.
Since the Brundtland Commission definition of
sustainable development, “development which
meets the needs of the present without com-
promising the ability of future generations to
meet their own needs” (United Nations World
Commission on Environment and Development
1987, p. 8), the term corporate sustainability
has emerged and been defined many times
(for an overview of definitions, see Gladwin,
Kennelly, and Krause 1995; van Marrewijk
2003). Dyllick and Hockerts (2002) propose
that corporate sustainability entails the integra-
tion of economic, ecological, and social aspects
in an organization’s short and long-term plan-
ning. Schaltegger and Burritt (2005, p. 192)
define corporate sustainability as “the contex-
tual integration of economic, environmental
and social aspects . . . and integrating environ-
mental and social management in conventional
economically oriented business management.”

In addition, a number of related concepts
have been discussed in the extant literature,
such as CSR (see e.g., Carroll 1999), corporate
social performance (CSP; Wartick and Cochran
1985; Wood 1991), corporate social responsive-
ness (Frederick 1994), business ethics (Gébbels
2002), corporate citizenship (Matten and Crane
2005; Rondinelli and Berry 2000), corporate
governance (Yoshikawa and Rasheed 2009),
corporate philanthropy (Seelos and Mair 2005),
social entrepreneurship (Leviner, Crutchfield,
and Wells 2007; Seelos and Mair 2005), sustain-
able entrepreneurship (e.g., Schaltegger and
Wagner 2011), environmental management and
stakeholder management (for a review of these
concepts, see van Marrewijk 2003).

These related notions mostly describe
important facets and approaches for large cor-
porations to address particular aspects of sus-
tainable development; however, such terms can
be applied to SMEs as well. In the context of
business sustainability, the importance of SMEs
to engage in sustainable activities has often
been emphasized (Hahn and Scheermesser
2006; Williamson, Lynch-Wood, and Ramsay
2006). On one hand, SME engagement in
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sustainability aspects derives from the concerns
about their collective economic, environmental,
and social impacts. Although SMEs positively
contribute to economies and societies in
various ways (e.g., providing millions of jobs
and securing a high level of economic stability
in many countries; Morsing and Perrini 2009),
they also generate negative impacts from con-
ducting business. It has been estimated that
SMEs contribute up to 70 percent of global
pollution collectively (Hillary 2000; Revell,
Stokes, and Chen 2010). On the other hand,
environmental and social concerns are also
becoming central economic aspects for many
SMEs (Halila 2007; Revell, Stokes, and Chen
2010). Pressing environmental and social
matters, such as rising prices for energy and
raw materials, cost savings through effective
management of resources and waste reduction,
and ensuring health and safety at the work-
place, and pose significant challenges as well as
great opportunities for businesses of all sizes.

Sustainability management entails the inter-
nal development of environmental and social
measures, and the external contribution to
sustainability in society and the economy
(Bansal 2005; Schaltegger and Burritt 2005;
Shrivastava and Hart 1995). Thus, sustainability
management requires managers to measure
and supervise this internal development, as
well as to engage in a dialogue with external
stakeholders on sustainable development
issues (Kuhndt 2004).

A wide range of tools has been proposed in
the literature for various functional areas (e.g.,
accounting tools, marketing tools, process man-
agement tools, etc.), as well as cross-functional
support systems affecting the overall goals of
an enterprise (Schaltegger etal. 2002).
Although most of these tools were developed
with large companies in mind, streamlined ver-
sions of tools removing processes of an existing
tool (Weitz and Sharma 1998), or reversely,
incorporating only several elements of a tool
(Ahire and Golhar 1996), have been proposed
for small businesses.

Sustainability management tools enable busi-
ness managers to operationalize sustainability-
oriented strategies and to coordinate the
activities throughout an enterprise. Gladwin,
Kennelly, and Krause (1995) point out that
companies pursuing corporate sustainability
will need practical decision-support tools to
facilitate the design and selection of sustainable
products, processes, and programs. In addition,
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such management tools can also be useful in the
process of organizational change and learning.

Sustainability management tools aim to
support managers and entrepreneurs in various
functions to find ways to reduce negative
environmental and social impacts, exploit and
manage positive impacts, and simultaneously
stay competitive and economically successful.
As various authors have emphasized (Epstein
2008; Gladwin, Kennelly, and Krause 1995;
Kuhndt 2004; Robert 2000; Robert et al. 2002),
well-organized  sustainability ~management
requires instruments and tools to measure,
manage, and communicate sustainability issues
effectively. Kuhndt (2004) has grouped these
tools into three categories, including tools for
analysis and evaluation (e.g., LCA), tools for
action (e.g., EMS according to the ISO 14001
standard), and tools for communication (e.g.,
sustainability reporting). Although most tools
are identified with overarching terms (e,
sustainability report), variations in design (e.,
web-based or printed versions) and application
(e.g., stand-alone reports or integrated annual
reports) may exist in practice.

Various institutions and initiatives have
created platforms, programs, and partnerships
intended to raise awareness and support com-
panies in the implementation of sustainability
management tools in SMEs. In the United
States, the Foundation Center (2011) has
created the Tools and Resources for Assessing
Social Impact (TRASD) online platform that pro-
vides organizations with a list of over 150 tools
available for social accounting and social
impact. In Austria, the EcoProfit public—private
partnership initiative (Fresner 1998; Martinuzzi,
Huchler, and Obermayr 2000) was created to
support the implementation of environmental
management in companies, which it has
extended to 10 countries in more than 2,000
enterprises worldwide. Further awareness
raising campaigns targeting SMEs include the
Natural Step, developed in Sweden (Bradbury
and Clair 1999; Holmberg 1998; Robert 2000),
Envirowise in the United Kingdom (Coskeran
and Phillips 2005; Gibson 2001), and the Green
Network in Denmark (Lehmann 2006).

Nevertheless, a comprehensive overview of
the academic literature on sustainability man-
agement tools for SMEs, including CSR manage-
ment tools and environmental management
tools, has not been conducted so far. In addi-
tion, fundamental questions pertaining to the
widespread applicability of such tools in SMEs
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remain under-researched. For this reason, the
following sections examine the existing aca-
demic literature on the design, implementation
and applicability of sustainability management
tools in SMEs.

Methodology

The literature review was guided by the fol-
lowing research question: What sustainability
management tools, including tools for corpo-
rate social responsibility and tools for environ-
mental management, bave been designed
Jor and are applicable to SMEs? The sub-
sequent analysis of the academic literature
covered the following four thematic areas of
investigation:

* Which specific sustainability management
tools have been proposed and observed in
SMEs?

* What reasons are provided why SMEs
should implement sustainability manage-
ment tools?

* What main reasons may explain why most
SMEs are not implementing such manage-
ment tools?

* What key criteria are emphasized in the
literature that such management tools must
fulfill in order to improve their applicability
in SMEs?

Before these thematic areas of investigation
are examined, this section will give details on
how the literature review was conducted and
provide the initial quantitative findings.

To answer these questions, the academic
literature on sustainability management tools in
SMEs was systematically reviewed and synthe-
sized. According to Tranfield, Denyer, and
Smart (2003), a systematic literature review
consists of five methodological steps, includ-
ing: (1) identification of keywords and creation
of search strings based on the identified key-
words; (2) selection of studies through relevant
research databases; (3) analysis of identified
papers based on inclusion and exclusion crite-
ria; (4) data extraction into a reference manage-
ment database (in this case, Excel); and (5) data
synthesis and reporting. In the first step, key-
words were identified and constructed into
search strings. Based on our main research
question, the following search strings were
established (Table 1).

All search strings included an additional
cluster of words to denote a tool, including
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the term “tool” itself as well as “instrument,”
“concept,” and “system.” For example, the first
search string was written as “sustainability
management” AND “small and medium-
sized enterprise’—including the abbreviation
“SME"—AND (“tool” OR “instrument” OR
“concept” or “system”). Each search string was
entered exactly the same way into the follow-
ing six databases: EBSCO Business Source
Premier, Emerald, JSTOR, Science Direct,
Springer Link, and Wiley Online. In addition
to these databases, a cross-check was con-
ducted in Google Scholar in an attempt to
find other influential academic publications
outside of these databases. By doing so, addi-
tional journal articles and book chapters in
edited volumes were identified.

In order to narrow down the vast amount of
literature available, several inclusion and exclu-
sion criteria were established, which is based
on similar systematic review process refined by
Moustaghfir (2008). For example, conference
papers, working papers, technical reports, and
practical handbooks were omitted from the
search to focus on peer-reviewed academic
papers. A complete list of inclusion/exclusion
criteria is provided in Table 2.

When possible, the search strings were
entered into the six databases using advanced
search options and filters, such as searching
strictly for peer-reviewed journal articles and
book chapters. In order to find articles and
papers in a wide range of journals, all the
filters by subject (e.g., “business management”
or “environmental sciences”) were included.
The initial search of papers using the specific
search strings resulted in 5,891 articles and
papers. Browsing through titles and abstracts
with the inclusion and exclusion criteria as a
guide, a preliminary set of publications was
identified. Most of the papers could be elimi-
nated for further review because they did not
relate to business management at all. This
resulted in 216 publications addressing envi-
ronmental and social issues as well as man-
agement tools in SMEs. The authors and titles
of these retained papers were imported into
an Excel spreadsheet, and the full papers
were downloaded and reviewed by both
authors. Thereafter, a full-text search was con-
ducted within this preliminary set to exclude
those papers that mention some of the key-
words, but do not cover any of the four the-
matic areas of investigation. This resulted in a
final count of 112 publications (Table 3).
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