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A DIAGNOSISAND SELF THERAPY MODEL
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ABSTRACT

Family businesses are complex systems which reqguiogl strategy, leadership, and committed
personnel in order to thrive. Compared to otheribasses family businesses are characterized by
two dynamic and sometimes conflicting referenceerys, the family (the emotional) and the
company (the professional). Succession is mentiometie literature as one of the four main
categories of problems, along with problems of teyg, of the conflicts that can arise between
family members and the problems of the daily mamagée. The management of conflict and
communication frequently determine the effectivenéshe family business.

The “Family Business in the New Economy: How tovserand Develop” (FAMBUS) project aims
to develop a model for diagnosis and self-theragighostics — therapy, including conflict
resolution, modernization, adoption to environmetat, globalization etc.). The model aims to
promoting healthy personal relationships and bunfglihigh performing teams, as well as to serve
as an outside resource that brings objectivity aficection to a certain situation in family
businesses. It may unfold unfinished or unspoksuess and help the family business members to
work toward their own unique solutions.

The creation of the model is based on the resilthe quantitative study (a survey comprising a
structured questionnaire completed by 200 Finnisd &reek family businesses) and qualitative
study (Personal site visits and interviews compgs20 interviews in both Finland and Greece) for
obtaining deeper understanding of the research l@mband to support the design of the diagnosis
and self-therapy model.

The most important contribution of this work is iaipiated to be the novel family business
diagnosis and self-therapy model and subsequemntrefec tool in three languages, English,
Finnish and Greek, for identification of potentiaoblem areas and potential activities for their
solutions. The aim of the model is to aid familgibasses to avoid difficulties at an early stagd an
to serve as a self-therapy model.
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INTRODUCTION

Family businesses have strong historical presendecatensive prevalence in today’s society and
economy. In fact, the family is the oldest and kestgrunning social unit in our world. Families,
sustained themselves by self-sufficient means lefgre commerce began (Ponzetti, 2003). Today
family businesses contribute significantly to ecmmmand social sustainability and welfare and the
impact on local and national economies is huge. ilyabbusinesses are the majority in most
economies worldwide (Brice and Richardson, 2009aMinga and Amit, 2010). Nevertheless, the
family business, as a field of academic studyecent and still emerging (Heck and Stafford, 2001;
Heck and Trent, 1999). Scholars have begun to rezedhe importance of family businesses and
their connection to entrepreneurship (Rogoff andckie2003; Zachary and Mishra, 2011).
Conceptually, after years of studies centered eretitrepreneur as an individual, the entrepreneur
is re-examined through a wider lens. Today a bnoaaled more comprehensive view of
entrepreneurial activity through the role playediy family system is recognized (Cramton, 1993;
Danes et al., 2008, 2009).

There is no common, widespread definition or urtdexding of what constitutes damily
business”that is generally applied across Europe for palitieconomic as well as academic
purposes at the same time (Mandl, 2008). This makk#icult to provide

I.  avalid characterization of family businesses;
ii.  avalid analysis of their economic importance;
iii.  potential (public) support instruments for familydnesses to overcoming the challenges
they are confronted with in their daily activities.

Family businesses compared to other businessesharacterized by two dynamic and sometimes
conflicting reference systems, the family (the domal) and the company (the professional). The
dynamics and characteristics of the family, thanswhe business, have been investigated only
marginally (Michael-Tsabari and Lavee (2012). Fgnmlembers may have competing goals and
values, which may spring from complex conflicts afainily dynamics that arise from a
psychosocial history of the family (Dyer, 2006). ?aof the family business members may also
have several roles (e.g., owner, employee, pachiit], sibling) causing role ambiguity and inter-
role conflict (Sundaramurthy and Kreiner, 2008).

The family unit brings together and creates thecdsrenabling the emerging and sustained
entrepreneurial behavior in family businesses (2agh2011). The conceptualization of the family
business must include a multidisciplinary and cahpnsive perspective of the dynamic and
complex phenomenon of business that is owned aedatgdl mainly by family members. The

importance of the family system and the developme&nthe company are essential in our
understanding of the current state conceptualizatiod theory building. Hence, the role of the
family system in the conceptualization of the fgnfilisiness / family entrepreneurship is critical to
our understanding of how family businesses ememngesastains through their interactions with the
environmental contexts in which they operate.

Historically, the capability to grow in size andestgthen in market power has been a process of
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evolution of the family business. Survival is calesed the most significant manifestation of
success for a firm, in particular for a family fif@olli, 2012). The survival of a family-owned firm

confirms the persistence of control by the sameilfaover time. Longevity on the contrary is

measured in terms of the age of the enterprisep@adently of its ownership structure.

The failure rate of family-owned business to passcessfully from generation to generation is
around 70 per cent (Tucker, 2011) and the profaasiadvices have to take into account the unique
issues facing the family in business.

Only 30% of family businesses have a second-gedpargterspective. Many researchers have
studied the succession process in family businessegll as the reasons why there is such a high
rate of failure. The predominant approach amongamhers is that there is strong connection
between planning and successful transfer of fariginess. Planning seems to be the magic
formula. According to Lansberg (198&he lack of succession planning has be identifiedrse of

the most important reasons why many first-genenateonily firms do not survive their foundérs
Recently a new approach has emerged. Several casear(Aronoff, Astrachan, Keating & Little)
have highlighted that there is no connection betw@anning and successful succession. Instead,
the succession process requires the perspective miultigeneration time frame. In between,
Lambrecht and Donckels (2006) argue that the teartdfthe family business to the next generation
is “a lifelong, continuing proce%s which planning is an intrinsic part. In otheords, planning is

a necessary but not a sufficient condition for ecessful transfer of the family business to thet nex
generations.

Due to the importance of family businesses in tbenemies of nations it is important that they
receive as much support a possible. There are tteasons the family business consulting
(supporting) experience is different from consugtin other businesses, namely:

i.  Consulting family businesses is more personal ttarsulting businesses in general due to

the two conflicting reference systems;

ii.  Family dynamics, emotions and conflict seem to aomihate the business environment;

iii.  The balance between the family and the businessecos is fragile. This area includes such
issues as:
» The presence of family members in operatingtjpos for which they are not qualified;
* The influence of family members who are not inrogerating or ownership position;
* Inter generational goal ambiguity;
» Conflicting roles.

Family businesses have to cope with specific chg#e not inherent to non-family businesses.
European politicians have started to design andem@nt institutional structures and support
instruments favoring the development of family f&nHowever, more knowledge is needed about
the characteristics and circumstances of familyinasses for effectively initiation and further
development of afamily business-friendly environméiiandl, 2008).

The existing literature in the field of family busiss research has clearly shown that the objectives
of family firms often display a strong preferen@avard non-economic outcomes in addition to
financial performance (Zellweger and Nason, 2008pm a stakeholder viewpoint, this is a natural
consequence taking into consideration the preseho®ny actors and the multiple roles of family
members within the same family firm. The conceptpefformance and value creation becomes
incredibly complex, in particular when the chrorpéal dimension is taken into consideration
(Colli, 2012). Family businesses struggle, not omith performance and value creation questions,
as all firms do in these days of financial cridest also with family relationships and succession
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issues. Due to the high percentage of family owlmesinesses they deserve a special attention in
order to survive and develop.

Trucker (2011) states that most family businesssatly come from legal, accountancy or business
advisery professions, without possessing all thdsskeeded to work successfully with family
business clients. He proposes that collaborativiwg is the way of ensuring that family business
clients receive the most effective professionalpsup Our motivation for théFamily Business in
the New Economy: How to Survive and Devel@AMBUS) project has built on this observation
and considered that an electronic tool availableheninternet for diagnosis of problem areas and
subsequent advice(s) for self-therapy would supgdarhily businesses in their strive for
sustainability and thrive.

In order to understand the challenges family bisses meet and the role they play in the new
economy an extensive literature review was caroat. Two countries, namely Finland and
Greece, with a high percentage of family businessese selected as representatives for the
gualitative and quantitative research carriedasué selected unbiased sample of family businesses
in order to deepen the understanding of the pdatities family businesses face. Greece is the
country in Europe with the highest percentage ofilja businesses (Kyriazopoulos and Samanta-
Rounti, 2008). Percentages between 52% (EOMMEX72@8d 80% (Agapitou and Theofanides,
2006) have been mentioned. Similarly with Grees® &inland has a high percentage of family
businesses. According to a EU expert group (Stemh®008) 80% of all Finnish enterprises can be
defined as family enterprises when optimistic eations and a broad definition are used.
Nevertheless, the presence of family businessedéas rather visible during the last decade in
Finland. The role of family businesses as emplohessoften been emphasized due to the fact that
family businesses employ more than half of the Wwde within the private sector and produce
40% of the total turnover of all businesses.

The main contribution of this study is the devel@minof a model for diagnosis and self therapy
(diagnostics — therapy (modernization, adoptioarteironment, to globalization etc.)), including an
electronic tool to be used by family businessesidentification of potential problem areas and
potential activities for their solutions. The broaih is to raise awareness of the challenges and
opportunities related to family business contexteeglly from the point of view of success, well-
being and longevity in the society at large.

1. BUSINESSTRANSFER: EXAMPLES OF PRACTICAL SUPPORT TOOLS

All viable organizations are at some point in theitistence confronted by executive succession. In
many companies, transfers in both leadership antkemhip tend to be seen as phases in the life
cycle and part of managing continuity. The trangfera family business is a once-in-a-lifetime
event of which the proprietor has little or no exgece. It is a complicated matter which concerns
many stakeholders and calls for expertise in a wetrum of fields.

Haag (2012) proposes that succession is not justitabanding the business over from one
generation to the next but evolves as family mesilaee socialized, engaged and trained through
the daily activities of the family business. Shegiders that engaging in the family business as par
of developing it is fundamentally different fromining because transfer of leadership and/or
ownership is needed. She suggests the idea of smioneas a purpose in itself and a shift from
“taking ovet to “being part. However, the succession may not be as smootlessibed by Haag
(2012). The succession may create considerabldiasnh the family business.
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Various forms of support is provided in differemeas from many bodies such as accountants,
banks, chambers of commerce, tax experts, lawgersultants and academics. Business transfers
should be given at least the same degree of impmetas start-ups. According to an Austrian
research project by the Austrian Institute for SrBaisiness Research, 96% of successful business
transfers survive the first five years after tr@anst/hen the chances of survival for start-ups amnd f
the same length of time, are 75% (Voithofer, 2002).

A reason of major problems in business transfeth@émext generation is that the planning for the
transfer process has started too late. Raisingesngas about the need to prepare for the transfer a
long time in advance is the starting point for acgssful transfer. Once entrepreneurs have been
made aware about the necessity, they need infamaind support to prepare the transfer
(Voithofer and Mandl, 2004). The potential successeeds also information about the process.
This type of support should give an overview of whi@ps need to be taken, what kind of more
specific advice is available and where to get @lo/ we highlight a number of examples of good
practice for supporting the transfer of businesseated in three EU countries, Italy (kit.brunello)
Finland (passing the baton) and Netherlands (framgles project to a path of overall support)
(European Commission, enterprise publications 2003)

“Kit.brunello” is a self-analysis check-up for Srand Medium Sized Enterprises (SMES),
specifically focused on family business transfergesses (Brunello, 2002). This tool is available in
five languages and contains 100 questions to hatie@eneurs understand the strong and weak
points of the transfer of businesses. Kit.brunetiwers not only technical aspects (financial, fisca
legal, organizational etc) but also emotional, psyogical and leadership issues. The Finnish
Employment and Economic Development Centers offeusiness advice service entitlggh$sing
the batori, that helps to manage the generation shift. Beiwice consider suitable candidates for
succession, determines the financial worth of thierprise, clarifies tax and judicial aspects and
accesses the alternative forms of financing. Inhisiéand the Council of Entrepreneurship in
cooperation with a bank and an accountancy firmeliged a support structure for succession in
family businesses callédirom single project to a path of overall suppoffowards an integrated
method of information and advice on the transfeflaaiily businessés

A similar support model of diagnostics and selfréipg in Greece would help considerably the
transfer of family businesses to the next genematispecially today when because of the fiscal
crisis alternative employment opportunities of frainger family businesses’ members are very
limited.

2. RESEARCH METHODOLOGY
2.1 Motivation and per spective

This study is motivated by three important issmesnely:

I. The observation that family businesses have afggnt role to play in the strength and
dynamism of the European economy and long-termilisgabAcross Europe around 70-
80% of all enterprises are family businesses atallyahey comprise employment around
40-50% (Mandl, 2008). In Europe the family busssesctor is dominated by SMEs and
particularly by micro enterprises with less thaneb@ployees. Family businesses are active
in all sectors of the economy. Most of the familisimesses can be found in traditional and
labor intensive sectors. However, a shift towardseaimodern industries is taking place.

ii. The importance of family businesses in both theeksend the Finnish econompespite
the differences in economic structure and cultuogh bGreece and Finland are small
countries in the outskirts of Europe with a highgeatage of family businesses. Greece
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relies on the service sector and in particularamism, whilst Finland counts on a highly
industrialized manufacturing sector and is onehaf €conomically and politically most

stable countries in the world. Culturally Finns &mown to be hard-working with an

introverted nature and direct communication stglempared to Greeks who are more
outgoing and highly value personal relationshipd agtworks.

iii. The need for in-depth research about the dynamidamily businesses, the difficulties
they face (strategy, succession, internal confltts) and factors influencing their survival
(endurance) and sustainabilityDespite the fact that family businesses contribute
significantly to economic activity and employmecomparatively little research has been
carried out to identify the needs, aspirations emallenges of European family businesses.
The family businesses involve three overlappingnelets that make them different from
other types of business, namely the family, theinass, and the ownership. Although
many of the challenges family businesses face,@scern SMEs in general, some affect
family firms more specifically, and others are emsive to only them. Some challenges
stem from the environment in which the firms oper@hheritance, taxation etc.), others
are connected to the family firm’s internal mattexngch as balancing the business, family
and ownership aspects, succession and internaliatenbetween family members and
ascertaining professional business managementatBriand personal interests may be
transferred to the company and vice versa. As Hmespersons may have different
overlapping roles in the family business it is easy to find balance at times.

2.2 Resear ch Question

The research question in this study is to whatekgne family businesses are similar or differant i
Finland and in Greece.

To answer this we need to know:
i. Percentage of family businesses in Finland andreeGe;
ii. Type of family businesses in Finland and in Greece;
iii. Characteristics of family businesses typical irhbatuntries.

Some other questions arise:
I. What are the factors that influence the creatiod sustainability of family businesses in
respective country?
il. What are the similarities and the differences afifg businesses in the two countries?
iii. What are the success factors of family businessesspective country?

In addressing these questions certain measuresngrim models were developed to improve
understanding and to form the basis for the assa#sof family business characteristics both in
Finland and in Greece. The data has been comelait® family business characteristics drawn
from the literature. The results allow for the idBcation of a number of cultural factors that leaa
bearing on the successful functioning and operadibfamily businesses both in Finland and in
Greece.

2.3 Resear ch objectives and hypothesis

Very little is written about family businesses, esiplly regarding family business characteristics i

Finland and in Greece. The literature also providestradictory evidence regarding the
performance of family-owned firms identifying foarain issues influencing the performance of a
family business, namely industry, firm governarfage) characteristics and management (founder)
(Dyer, 2006).
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Objectives
The main objectives in this study are to:

I. identify characteristics that have a bearing arcessful implementation and operation of
family businesses. In order to investigate the aese question the family business
characteristics have been grouped into two categiobusiness characteristics and family
characteristics. The characteristics are dividedsiin groups aiming to help identify
strengths and areas in need of improvement.

ii. construct a Diagnosis and Self Therapy model whitthtake family and business factors
into consideration. The model will aim to diagngsatential problems and to propose
solutions.

iii. create an electronic tool/instrument of the Diagnasd Self Therapy model.

iv. verify the model and to test the electronic tool.

Hypothesis

According to the Oxford English Dictionary a hypesis is @ supposition which serves as a
starting point for further investigation by which may be proved or disproved The area of
investigation has to be mapped out and limits hi@mvée drawn on the topic. With the topic
narrowed the hypothesis formation becomes easidrypdthesis proposes a relationship between
two or more variables according to Hoover (1992).

Following the motivation and the research questi@nhypothesis in this research derives:
‘The family businesses face similar challenges ieadéently of country of origin’.

Two variables are identified: the family and thesiness.

Four distinct orientations stemming from the relaship between the two variables are observed in
the literature (Ward 1987) and depicted in the FAMBtypology in figure 1:

Figure 1The FAMBUS Typology

Family Influential Family first Family-Business
enterprises
Family Balance
insignificant Agile Business first
enterprises enterprises

Business insignificant Business influential

- Family first enterprisesfamily goals take precedence over business goals;

« Business first enterpriseBusiness goals take precedence above everytisieyg e

- Balance between family and busineSamily Business enterprises that seek to balt#mee
family and the business goals;

« Agile Enterpriseswithout a clear focus neither on family nor orsimess goals.

Research indicates that family businesses with camahear goals on one or the other orientation
tend to perform better than family businesses witlotear goals (Dyer, 2006). The third orientation,

where family businesses constantly seek equiliblxetaveen the family and the business goals, is the
most challenging, but also the most rewarding waesuccessful balance is achieved. The fourth
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orientation is consuming and requires vigilancexiBility and agility. The family business needs to
be alert and meet new requirement in a lean anilyswianner. Basco and Pérez Rodriguez (2009)
found that ambidextrous family businesses perfoetteb both on the family and the business
dimensions.

2.4 The contribution of the study

The creation of the FAMBUS Diagnosis and Self Tpgranodel is based on the results of a
guantitative study (a survey comprising an on-lgteuctured questionnaire completed by 200
Finnish and Greek family businesses) and qualgastudy (personal site visits and interviews
comprising 20 interviews in both Finland and Grgdoe obtaining deeper understanding of the
research problem and to support the design of &dBUS Diagnosis and Self Therapy model.
The first phase included the qualitative study iedrrout by using a semi-structured interview
instrument that triggered the interviewees to freeXpress their opinions. The interviews were
recorded and analyzed for identification of impottessues not obvious to the interviewers in the
first place. When such issues were identified tiveye discussed by the research team and inserted
into the instrument for validation and verificatibg subsequent interviewees. This kind of research
process eliminated potential biased interview qaest Correlations and parallels were also drawn
to the literature and in particular to charactersstof family businesses in Greece and Finland,
which both are small periphery countries, membérthe® EU, where family businesses possess a
dominant role in their economies. However, the tess structure and hierarchy are rather different
in the two countries, as well as the business ccindad culture. The comparative analysis is
original and unique and is anticipated to add ®dhisting knowledge in the field. The parameters,
drawn from the qualitative and quantitative studg grouped and presented in paragraph 3.1.
These parameters are the backbone of the diagandiself-therapy model. However, a deeper
analysis of the outcomes of the qualitative anchijtative study is out of scope in this paper, viahic
mainly concentrates on the need of a diagnosissatfe¢herapy model and its description. Other
publications include Siakas et al. (2014a, 2014M42, 2013), Vlachakis et al. (2014, 2013a,
2013b), Vassileiadis (2013) and Adamidou et al1@0

The results of the study are disseminated directlyhe participating family businesses through
different streams of information, such as local rmexuhd branch interest establishments. The use of
social media, both as a meeting and communicatiatiopn for involved partners and for viral
marketing, is also a contemporary and novel diffasiechnique anticipated to bring stakeholders
together for knowledge sharing and potential futtokaboration.

3. THE FAMBUSDIAGNOSISAND SELF THERAPY MODEL

When dealing with the two separate and often opgosystems of the business and the family, life
in a family business can get somewhat chaotis #dvantageous to have assistance in navigating
through the labyrinth of emotions and critical olemts which can threaten the well being of both
the family and the business.

Table 1 shows a table that may help to clarify distinguish between the family and the business
related goals being pursued by the family businiessrder to understand the degree of alignment
between the key stakeholders on desirable goalparwtived performance on the family and the
business dimensions it would be helpful to ask éaghstakeholder of the family business to provide
information for this table. The performance positiof the firm signals whether the issues to be
looked into more deeply lie more on the familylwe business side of the family business.



International Journal of Entrepreneurial Knowledge Issue 1/2014, Volume 2

Table 1Family Business Performance (Sharma et al. 2013).

I mportance of Performance

Goals
High | Medium | Low | High | Medium | Low Overall

Performance

Growth in sale

Growth in market share

Return on equity

Return on total assets

Profit margin on sales

Ability to fund growth from profits
Growth in number of employees
Employee turnover

Business

Family Harmony

Family wealth

Growth in family’s human capital
(education, experience)

Development of next generation of famil
Family’s reputation in

Family

the community

Most SMEs, where most family businesses belonge rav informal management structure and
management style standard without specific poliares practices (Schwerzler, 2011). When it comes
to conflicts of interest in family businesses, Seteler believes these matters are more difficult to
resolve, because there are three levels of inggresimely family issues, business issues, and
ownership issuesde considers that every family business is unique@mplex in its own way, So
‘boiler plate solutions don't always workiWe agree with this notion. However, the FAMBUS
Diagnosis and Self Therapy model is a tool for tingaawareness in family business members of
potential problem areas. It also will propose sadeices for consideration and deeper problem-
solving mechanisms by the family members. We cantisat the FAMBUS Diagnosis and Self
Therapy model triggers family business membersmtbgolutions to potential problems through their
identification and the suggestions of therapy. Td@ will trigger family business members to dig
deeper in the problems and to investigate potestiitions suitable for the specific family busimes
context. The model will to some degree act as alcoar consultant that tries to improve
relationships.

3.1 Description of the FAMBUS Diagnosis and Self Therapy model

The following potential problem areas are derivedimly from the qualitative and quantitative
study, but also from the extensive literature revad family businesses that was the base for the
creation of the research instruments. Partialli®$tom the study are published in Siakas et al.
(2014a, 2014b, 2014c, 2013), Vlachakis et al. (22@113a, 2013b), Vassileiadis (2013) and
Adamidou et al. (2012).
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The potential problem areas are grouped into ssemtial elements aiming to help identify
strengths and areas in need of improvement, anasai@lows:

e Strategy
o Level of formality;
o Communication of strategy (with family members, ausirative personnel and
other employees);
o Decision making process.

e Administration
o Allocation of roles and responsibilities;
o Predefinednechanismgprocesses, problem solving and cash-flow);
o Decision making (top-down — council — influencefariily members not working in
family business);
0 Use of external consultants.

* External issues influencing the family busineswéhr

o The motives for the creation of your family busia€sull — push);

o0 The business/work climate in the period the farhikginess creation;

o Relationships with the state and its services {tama bureaucracy, corruption,
unclear responsibilities between different staggaaizations);

0 Support from (state) organizations supporting farousinesses;

0 Use of Information and Communication Technologi€sT§) & Knowledge in using
ICTs;

0 Use of marketing tools & skills in using marketitopls.

* Succession
o Existing plan for succession.

= Criteria for choosing successor;

= Agreement of plan by other family members;

= Successor(s) suitability;
» value — stability — change;
» experience in the family business / other expegenc
* education / training.

. Participation in NetworksA network is ‘a specific type of relation linking a defined skt o
persons, objects or eveh{®onckels & Lambrecht, 1995). Networks represszeral
advantages to those firms that are inside the nmktwo

o exchanging knowledge and gaining experience;

identifying new opportunities;

participation in clusters;

access to scarce resources (e.g. financial capgfaltation);

trigger for international business activities;

= building capabilities for international operations;

= facilitation of internationalization of operatians

© O OO0

. Conflicts Many family businesses circle around conflictoime or both reference systems, the
family or the business. Researchers have identtheee forms of conflict—task, process and
relationship (Eddleston 2014). Potential conflietthin a family business are:

o The way decisions are taken;

0 The wage-levels of family members working in fanblysiness;
o Employment of relatives in-law;

o Generation gap;
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o Gender working in family business;

o Level of education of family members working in flaenily business;
o Different perceptions of how things should be done;

o Different perceptions of the future of the familydiness.

The FAMBUS Diagnosis and Self Therapy model aimsrgage in the following issues:

Conflicts Helping family businesses deal with conflicts anmore productive and healthy
manner.

Communication problems:Helping family business members understand thewn o
communication style and the styles of others ireotd adapt accordingly.

Problems involving anger and hurHelping family business members learn how to ifarg
themselves and others so they can move forward.

Long term goalsProviding encouragement and accountability so lfabuisiness members can
sustain their energy and focus on strategic longrissues.

» Vision: Emphasizing the importance of a vision for the ifgrand the business that all family
members agree upon.

» Behavioural styles and motivationRaising awareness of different behavioural andvatbon
styles and their impact on relationships.

» Governance structureRaising awareness of suitable governance strictardifferent types of
business. Governance of family firms is more complan the ownership centred governance
in their non-family counterparts (Gersick and FeBQ14). Progressive family firms often use a
combination of governance structures or bodies.

* Roles and Responsibilitie€learly defining roles and responsibilities.

* Network developmentletworks are identified to be a prerequisite forfip and development
(Johansson and Matsson, 1998) and involve the obrmdibusiness among those firms that are
inside the network. The ability to grow internattly depends on building network
relationships abroad (Graves and Thomas, 2008)ilyv@usinesses have been identified to
have a limited number of external network ties amparison to non-family firms (Graves and
Thomas, 2008). They seem to be reluctant to fortwars with foreign partners (Pukall and
Calabro, 2013), eventually as a consequence of gteing internal family related networks
(Arregle et al., 2007).

» Holistic approach Collaboration with consultants in the family busss aims to ensure a
holistic approach.

Raising awareness can cover many different a@s:itanything that involves people understanding,
learning or doing something new; visioning the fafworking out how to change something in their
lives; or talking to someone else about what thayehdone — all are part of the process of raising
awareness about the need for transition/changedweprent.

Schwerzler (2011) suggests seven rules for fanugmesses to follow in order to minimize potential
problems:

1. Family Members on the payrofFamily members should not be put on the payfdhiey are
not working in the company or if they cannot makesa contribution to the business. It is
hard to be objective about hiring relatives, esgBciown children. An assessment of
strengths and weaknesses of family members sheuttbbe before they are brought into the
business. Also clear rules and role responsdslishould be spelled out (Green and Hilburt-
Davis, 2009). Schwerzler gives the following aggic

i. Make sure that everyone has a role and respotistbilhat are spelled out and are
very clear,
ii. Establish the title, job function, and compensatareach person;
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lii. Make sure that you have the same performance re@mvwamily and non-family
employees;

iv. Think twice about offering a contract to a supplidro is a relative;

v. Award contracts based on merit and contribution.

2. Two classes of employe&e careful not to create two classes of employdamily vs. non-
family. Do not to show family members special tneent. Be aware that, in a small or
family-owned business, special favors given to fammembers and friends de-motivate
employees and set a bad example. Avoid makingfamoily members to feel like a raise or
promotion is out of their reach because they atean of the family members.

3. Abuse of family relationship®o not either reward or punish someone becausg dre a
relative with whom you have personal history.

4. Communication with employeeSommunicate honestly and openly with employeesnéto
keep it a secret or hide the fact that you hawativels or friends working for you, otherwise
when it eventually comes out, and it will, you valbpear like you were being deceitful. The
ability to have an effective communication withrmémbers of the organization is critical.

5. Confusion of family decisions and business deasiou should avoid letting family
members borrow company vehicles or allowing themstothe company's IT person to set up
their home offices. Do not pass off personal exegnsuch as family vacations, as business
expenditures.

6. Healthy boundaries between family and businEstablish healthy boundaries between
family and business. This especially applies tp@euers (husband-and-wife teams).
Running a business together with your spouse &ambing act. Agree and adhere to some
kind of system. In general, it should be a ruletoatork with other family members outside
of the office.

7. Use family councils to address family matteés®me family members will share the same
values but not the same vision. One sibling maytwangrow the business and keep it
privately owned while another sibling may want &ll & or take it public. A family council
comprises members who may be owners but not compaipyoyees. They meet monthly,
quarterly and/or annually for the strategic plagnf the business over the next year to next
10 years. The more dysfunctional the family is #mealler the group to begin with. The
council does not micro manage the business butaskels family issues or concerns relative to
the business. If a family member is working in business but needs a car this is something
that the family council will address. Typically ofemily member of the council is appointed
to report to board members or shareholders. Famikiness experts concede that family
ownership does have its privileges. But you havee@tly be careful and run the business in
such a way that it is fair. It is transparent arabies not hurt the company morale.

3.2 Creation of an eectronic tool (instrument)

The FAMBUS Diagnosis and Self Therapy on-line tisahn electronic instrument to be used by the
family businesses. The tool can be used to betidenstand family business characteristics and
indicators, and reflect on all aspects important tftwive. The FAMBUS Diagnosis and Self
Therapy on-line tool firstly makes an assessmemi@fcurrent situation in the family business and
provides practical, real-world strategies, tipssecatudies, examples, and reflection questions in
order to guide and support the family business uitivate a culture of learning in the family
business. It is called @dbl" because it is meant to help the family businessvgand it designed

to be tailored according to the needs of the fariginess. How it is used depends on the needs,
strengths, challenges, maturity, and capacity effimily business. It is not meant to be used as a
device for judging the family business g®td' or "bad."” The tool is intended to be used rater

a guide for making every part of the family busesds best that it can be.
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The FAMBUS Diagnosis and Self Therapy on-line tisobrganized around six essential elements,
all of which come from the literature review anddenced-based practice. Each of these methods
can help identify strengths and areas in need pfarement.

4. DISCUSSION AND CONCLUSIONS

In the 80s the family firm adviser emerged as agazed profession (Astrachan & McMillan,

2006). Since then multiple advisery roles haveaxgd that provide support and act as resources for
family firms. These advisers are grouped undereticegegories: formal advisers, informal advisers,
and family firm boards (Strike, 2012). Strike (201@arried out a review on family business
advisers. He states that there are limited stutii@sestablish links between advising activitied an
family firm outcomes and that there is little evide concerning when and to what extent advisers
succeed in influencing family firms. Moreover thiéeet of the advice on firm performance can be
discussed. There is an assumption that there asiiyie association between advisers and positive
outcomes, but likewise there is a likelihood thdviee also can result in negative outcomes. In
addition consulting advisers may be rather expensiv

Due to the importance of the family businessesoday’s turbulent economy we strongly believe
that family businesses need some kind of supparhafp to overcome their potential problems and
a meeting point where they can meet other famibirsses.

This is also rather important for the follow reasd¢Vlachakis et al., 2013a):

* Many family businesses lack a formal educationuo their businesses. The founders of
many family firms are self-created entrepreneurgylfounded their own business to secure
work for themselves and for the members of themilia They operate more under
conditions of thecessity (push) entrepreneurshipind less of Opportunity (pull)
entrepreneurship;

* Family businesses tend to have greater resistamad the impacts of the financial crises
due to the family ties;

» There is a low level of extroversion due to the lkms&e of the firms and the low
availability of funds.

By providing a tool that identify problem areasiginag awareness) and propose some basic advices
the family businesses can start digging on thein anto their problems and find solutions. The
social media meeting point in the project web-pagealso help family businesses to meet other
family businesses with similar problems or evereptal partners for cluster building and potential
customers and contacts.

The main results stemming from the FAMBUS Diagnasid Self Therapy model are expected to
be very important for family businesses that wanfind an easy and cheap way of diagnosing
potential problem areas and receiving improvemenpg@sals instead of hiring expensive business
consultants. Subsequently the web-page for the Ittode will also serve as a
meeting/communication social media platform/foruon family businesses and other interested
parts as well as a dissemination point for autlesiindustry and academia.

Viral marketing (word-of mouth) techniques will lnsed to spread the information of the project
and subsequent activities. Direct financial advgesamay be difficult to be measured, but if the
project is successful and several family businefisésthe advices useful then the direct/indirect
financial benefits will not only be evident for tii@mily business themselves but will also have a
direct financial consequence on broader local, elbag national level.

40



International Journal of Entrepreneurial Knowledge Issue 1/2014, Volume 2

5. ACKNOWLEDGMENTS

The work presented in this paper has been partglfyported by the activities in the project
“Family Business in the New Economy: How to SuramaDevelop (FAMBUS, co-funded by the
E.U. (European Social Fund) and national fundsipactArchimedes Il — Funding of research
groups in T.E.L.”. This publication reflects onlizet views of the authors, and the Commission
cannot be held responsible for any use, which neapnade of the information contained therein.

41



International Journal of Entrepreneurial Knowledge Issue 1/2014, Volume 2
REFERENCES

Adamidou, E., Siakas, K., Naaranoja, M. (2013). Himam innovations in computer sciences and
management reinforce family businesses towardstakenges of the new economg
Annual South East European Doctoral Student Confexrd’rogrammeResearch Track 1.:
Enterprise Innovation & Development, 16 - 17 Sefiten2013

Agapitou, C. and Theofanides, F. (2008). Overviéwamily Business Relevant Issues Country
Fiche Greece, UNIVERSITY OF PIRAEUS RESEARCH CENTHRthe framework of the
study “Overview of Family Business Relevant Issusstessed 26/11/2012;
http://ec.europa.eu/enterprise/policies/sme/fikagifamily business/doc/familybusines_count
ry_fiche_greece_en.pdf)

Arregle, J.-L., Hitt, M.A., Sirmon, D.G. and Very, (2007). The development of organizational
social capital: Attributes of family firmgournal of Management Studiagl. 44 No. 1, pp.
73-95.

Astrachan, J. H., & McMillan, K. S. (2006). Unit&dates. In F. W. Kaslow (Edhlandbook of
family business & family business consultation:lébgl perspectivepp. 347-363.

Binghamton, NY: International Business Press.

Basco, R., and Perez Rodriguez, M. J. (2009) Stgdlyie Family Enterprise Holistically: Evidence
for Integrated Family and Business SysteRanily Busines®eviewvol. 22, No. 1, pp. 82-95.

Brice, W. D., & Richardson, J. (2009). Culture amiily business: A two-country empirical
investigation European Business Revie2d,, pp. 246-262.

Brunello T. (2002). The Kit.brunello-based Laboratm, in European Seminar on Transfer of
Businesses Final Reppdccessed 02.06.2014 available at
http://ec.europa.eu/enterprise/policies/sme/filggiort_measures/transfer_business/vienna_tra
nsfer_seminar_final_report_en.pdf.

Cramton, C.D. (1993). Is rugged individualism thieole story? Public and private accounts of a
firm’s founding,Family Business Reviewol. 6, No. 3, pp. 233-61.

Colli, A. (2012). Contextualizing Performancedaimily Firms: The Perspective of Business
History Family Business Review, Vol. 25, No. 3, gg3-257.

Danes, S.M., Lee, J., Stafford, K. and Heck, R.KZ008). The effects of ethnicity, families and
culture on entrepreneurial experience: an extensi@ustainable Family Business Theory,
Journal of Developmental Entrepreneurshi¥ol. 13 No. 3, pp. 229-68.

Danes, S.M., Stafford, K., Haynes, G. and Amaraguyr&. (2009). Family capital of family firms:
bridging human, social, and financial capiteamily Business Reviewpl. 22 No. 3, pp. 199-
215.

Donckels, R., and Lambrecht, J. (1995). Networkd small business growth: an explanatory
model,Small Business Economiadsl. 7, No. 4, pp. 273-289.

Dyer, W. G. (2006). Examining the "Family Effecti &irm Performancd;amily Business Review
19, pp. 253-273.

Eddleston, K., and Kellermanns, F. W. (2007). Degive and Productive Family Relationships: A
Stewardship Theory Perspectideurnal of Business Venturingol. 22, No 4, pp 545-565.
EOMMEX (2007). The Hellenic Organization of Smaletum Sized Enterprises & Handicraft S.A.

European Commission, Enterprise Publications (2088ping the transfer of businesses: A good
practice guide of measures for supporting the tiansf businesses to new ownersl@fice for
Official Publications of the European Communitik3BN 92-894-5243-9, accessed 02.06.2014,
available at http://bookshop.europa.eu/en/helpiegttansfer-of-businesses-pbNB4702979/.

Gersick, K. E., and Feliu, N. (2014). Governing Eaanily Enterprise: Practices, Performance, and
Research. ISAGE Handbook of Family BusineEslited by Melin, L., Nordgvist, M., and
Sharma, P. London, U.K., Sage Publications.

Graves, C., and Thomas, 1. (2006). Internationaibmneof Australian family businesses: A
managerial capabilities perspectiramily Business Reviewpl. 19, No. 3, pp. 207-224.

42



International Journal of Entrepreneurial Knowledge Issue 1/2014, Volume 2

Green, J. L., and Hilburt-Davis J. (200@pnsulting to Family Businessespha Books/The
Penguin Group.

Haag, K. (2012)Rethinking family business succession: From a @mltio solve to an ongoing
practice JIBS Dissertation Series No. 082, Jonkoping tragonal Business School, Sweden.

Heck, R.K.Z. and Stafford, K. (2001). The vitaltitigtion of family business: economic benefits
hidden in plain sight, in McCann, G.K. and Upton,(Eds),Destroying Myths and Creating
Value in Family BusinesS§tetson University, Deland, FL, pp. 9-17.

Heck, R.K.Z. and Trent, E.S. (1999). The prevalesfdamily business from a household sample,
Family Business Reviewpl. 12, No. 3, pp. 209-24.

Hoover, K.R. (1992). The Elements of Social Sé¢fenthinking, St.Martins Press Inc.

Johanson, J., and Mattsson, L-G. (1988). Internatipation in industrial systems - a network
Approach in Hood N. and Vahlne J:EStrategies in Global CompetitipNew York: Croom
Helm, pp. 287-314

Kyriazopoulos, P. and Samanta-Rounti, I. (200790bRms and Opportunities of the Relationships
between the First and Second Generation of Selfadiaig Family Businessesgth
International Congress Marketing TrendS-26 January Venicéaly (accessed 26/11/2012;
www.escp-eap.net/conferences/markeding

Lambrecht J. and Donckels R. (2006). Towards ari&ags Family Dynasty: A life long, continuing
process. In thélandbook of Research on Family Busineshted by Poutziouris P., Smyrnios
K. and Klein S., Edward Elgar Publishing Ltd, UKy.p88-401.

Lansberg I. (1988). The Succession Conspirkeyily Business Reviewol. 1, No. 2, pp.119-143.

Mandl, I. (2008)Overview of Family Business Relevant Issues - FRagdort,Vienna. Austrian
Institute for SME Research

Michael-Tsabari, N., and Lavee, Y. (2012). Too €lasd Too Rigid: Applying the Circumplex
Model of Family Systems to First-Generation Farkilyms.Journalof Marital and Family
Therapy Vol38. Iss 1, pp.105-116.

Ponzetti, J. J. (2003nternational Encyclopedia of Marriage and Famind ed., Macmillian

Reference, New York, NY
Pukall, T. J., and Calabro, A. (2013). The Intéoralization of Family Firms: A Critical Review
and Integrative ModeFamily Business Reviewp. 1-23.

Rogoff, E.G. and Heck, R.K.Z. (2003). Evolving raxssh in entrepreneurship and family business:
recognizing family as the oxygen that feeds thee direntrepreneurshigpurnal of Business
Venturing,Vol. 18 No. 5, pp. 559-66.

Schwerzler, D. (2011)Rules of conduct for family business&gailable at
http://www.inc.com/guides/201102/7-rules-of-condfatfamily-businesses.html.

Sharma, P., Blunden, R., Labaki, R., Michael-Tsabarand Rivera J. (2013) Analyzing Family
Business Cases: Tools and Techniq@ese Research Journalol. 33, Iss. 2, pp. 1-20.

Siakas K., Vassiliadis S., Siakas E. (2014a). F@Performance in Times of Turmoil: An
Examination of the Role of Family Ownershfguth East European Journal of Economics and
BusinesgSubmitted).

Siakas K., Naaranoja M., Vlachakis S. and Siakg2®L4b). Family Businesses in the New
Economy: How to Survive and Develop in Times ofdficial CrisisElsevier - Procedia -
Finance and EcononsdAccepted).

Siakas K. V., Belidis A., Siakas E (2014c). Soamdia marketing for improved branding and
valorisation in small family businessésternational Conference on Contemporary Marketing
Issues (ICCMI 2014),8-20 June, ISBN: 978-960-287-145-4, Athens, Gregee/64 — 772.

Siakas, K., Naaranoja, M., Vlachakis, S., Siakag2813). Family Businesses in the New
Economy: How to Survive and Develdgh International Conference ‘The Economies of
Balkan and Eastern Europe Countries in the chardyedld’, EBEEC 2013, Istanbul,
Turkey, 9-12 May.

Stenholm, P. (2008). Overview of Family BusinesteRant Issues Country Fiche Finland, Turku

School of Economics, TSE Entre, in the frameworkhefstudy Overview of Family Business

43




International Journal of Entrepreneurial Knowledge Issue 1/2014, Volume 2

Relevant Issuésiccessed 26/11/2012;
http://ec.europa.eu/enterprise/policies/smef/fikagifamily business/doc/familybusines_count
ry_fiche_finland_en.pdf.

Strike V.M. (2012). Advising the Family Firm: Reweg the Past to Build the Futuféamily
Business Review,ol. 52, No. 2, pp. 156-177.

Sundaramurthy, C., & Kreiner, G. E. (2008). Govegilby managing identity boundaries: The case
of family businessegntrepreneurship Theory and Practi@2, pp. 415-436.

Tucker, J. (2011). Keeping the business in the lfaamd the family in business: “What is the
legacy?Journal of Family Business Managemeviol. 1 No. 1, 2011, pp. 65-73.

Villalonga, B., & Amit, R. (2010). Family controlf dirms and industried=inancial Management,

39, pp. 863-904.

Voithofer, P. (2002). Business Transfers and Swtoss in Austria, irEuropean Seminar on
Transfer of Businesses Final Repaccessed 02.06.2014, available at
http://ec.europa.eu/enterprise/policies/sme/filggiort_measures/transfer_business/vienna_tra
nsfer_seminar_final_report_en.pdf.

Vlachakis, S., Siakas K., Belidis A. (2014). Sustes in small-medium sized family businesses: A
study of next generation marketing graduates’ douion to the family busineshjternational
Conference on Contemporary Marketing Issues (IC2044),18-20 June, ISBN: 978-960-287-
145-4, Athens, Greece, pp. 263 — 271.

Vassileiadis S. (2013). The Greek family businesaed the succession problerBBEEC
Conferencg9-12 May, Istanbul.

Vlachakis, S., Siakas, K., Naaranoja, M. (2013amiy Business in Greece, Investigation of the
basic problems3th Annual South East European Doctoral Studentf€ence Programme,
Research Track 1: Enterprise Innovation & Develope6 - 17 September.

Vlachakis, S., Siakas, K., Naaranoja, M. (2013amHy Businesses: A Study Regarding the Use of
Marketing Tools by Small-Medium Family Businesse&ireece, G.M. Papadourakis, |.
lazaridis, D. Paschaloudis (eds)ew Horizons in Industry, Business and EducafiHIBE
2013), Chania, Crete, 29-30 August, ISBN. 978-98889-6-4, pp.265-272.

Voithofer, P., and Mandl, I. (2004). Transfer andession in Austrian family firm&MU
Forschung Austria. Austrian Institute for SME Resha

Ward, J. (1987Keeping the Family Business Healthy: How to PlanGontinuing Growth,
Profitability, and Family Leadershiggan Francisco, CA: Jossey-Bass.

Zachary, R.K. and Mishra, C.S. (2011). The futurerdgrepreneurship research: calling all
researchergntrepreneurship Research Journsbl. 1 No. 1, pp. 1-13, available at:
www.bepress.com/erj/voll/iss1/1/.

Zachary R.K. (2011). The importance of the famifgtem in family businesSpurnal of Family
Business Managemeol. 1 No. 1, pp. 26-36.

Zellweger, T. M., and Nason, R. S. (2008). A staltéér perspective on family firm performance.
Family Business Revie®l, 203-216.

44



