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Abstract The primary purpose of this study was to present family businesses in Turkey as case studies as a way to
describe the extent to which family members were aware of their family business dynamics and of any issues that interfered
with their business processes. Also, the secondary purpose was to investigate the impact of two levels of a consultative
relationship on awareness of family business problems in ten family businesses in Istanbul, Turkey. Moreover, the
combined mixed-method research findings indicated that there were similarities between Turkish family businesses and
Western family businesses as far as business family dynamics were concerned.
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1. Introduction

Two thirds of all enterprises worldwide are family -owned
businesses (Gersick, Davis, Hampton &Landsberg,
1997),[21]. The life span of family businesses is short
because only a limited number survive into the second
generation. Of those that do survive into the second
generation, almost one-third fail to survive into the third
generation (Paisner, 1999). Those that do survive, do so
because they are able to maintain effective management
through effective communication between the family and the
business[20].

This study investigatedthe characteristics that might lead
to the failure of family businesses in Istanbul, Turkey, and
was based on a semi-structured interview for ten family
businesses in Istanbul; developed specifically for the
purposes of the study. The study investigated whether
consulting could help family business members improve
their communication and management skills and reduce
conflicts of interest within family-owned businesses.

The three main objectives were as follows. First, family
businesses were investigated as case studies that described
the extent to which family members were aware of their own
family business dynamics and any problematic issues that
were interfering with their business processes. Second, the
study investigated the impact of two levels of a consultative
relationship on the awareness of family business problems in
ten of these businesses (volunteers) randomly assigned to the
two levels of a consultative relationship. Third, the study
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investigated whether these ten family businesses needed to
identify and address any simmering problems so that the
businesses could survive their own family dynamics. To
increase communication and reduce conflicts of interest
within family-owned businesses, this study brought together
the family business owners,other family members, and top
non-family managers; gave theman opportunity to exchange
their views; and let them know the vision of the company.
This intervention consisted of consulting with, and educating
members of the organization, both family members and top
non-family managers, to establish and implement an
effective training plan or road map. In all cases, the
resolution of intra-business conflicts was viewed as crucial
to survival.

2. Purpose

The purpose of this mixed-method research study was to
investigate if consulting will reduce conflict and improve
communication with family business members. The study
investigated the impact of the two levels of a consultative
relationship on the awareness of family business problems in
ten volunteerbusinesses randomly assigned to one ofthe two
levels of a consultative relationship. These two levels of
consultations were labeled as “intensive” and “brief.” The
intensive consultation took approximately three hours, and
the brief consultation took two hours; five companies
received an intensive consultation, and the other five
received a brief consultation. The study described the nature
of intra-business conflicts and proposed ways to solve some
of'these conflicts within Turkish family businesses.

The goals of this mixed-research study were as follows: (a)
to help family members recall the family history of their
business, (b) to help family members review their own
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contributions to the business, (c) to identify the most
successful members in the history of the family business and
the source of their success, (d) to make members aware of a
common ground and their diverging perceptions in
reviewing the business history and their own contribution, (¢)
to identify the sources of conflict in the family business, (f)
to uncover “triangles” in communication, (g) to train family
members to recognize triangles, and (h) to sensitize family
members to the ways in which triangles reduce anxiety, but
maintain conflict within the family and therefore threaten
the business (Baker & Wiseman, 1998).

3. Literature Review

According to Sharma (2004), who reviewed 217 refereed
articles on family business, the majority of research in the
past decade has been directed toward the individual or group
levels, with only a minor interest in the organizational
level[20]. The topics of human resource practices, cultural
development, organizational vision, and inter-organizational
relationships need further investigation. Moreover, the
impact of family firms at the societal level has largely been
ignored. Therefore, family-owned businesses should put
more emphasis on these issues through the use of consulting
and research in order to improve their organizational
performance[20].According to Casillas and Acedo (2007),
who reviewed all papers published in the Family Business
Review from its foundation in 1988 through the December
2005 issue, research studies help in understanding family
businesses despite the fragmentation and lack of
consensus,[11]. Because family business is a relatively new
field of study, the discipline is in the process of seeking its
own identity. It is constantly in dialogue with other
disciplines such as economics, psychology, family systems,
and entrepreneurship, which makes the existing literature on
the study of family -owned businesses more valuable,[11].

The research and theoretical literature on family business
failure identified key areas that resulted in untimely business
termination. In this study, the Family Business Survey (FBS)
was developed to reflect these sub-dimensions. Open
communication, honesty and trust, mutual respect,
knowledge of family and self, conscientious use of resources,
healthy decision making, conflict resolution, stress
management, global evaluation of family and business
functioning, and succession issues are sub-dimensions of the
FBS that were derived from the literature review of
family-owned businesses in Western settings and in Turkey.
Experts on family business problems argue that the greatest
problem faced by family businesses is communication
because very often a business owner has a vision for the
future, but has not articulated it to anyone (Fleming,
1997),[22]. For communication to be effective, numerous
significant phenomena play crucial roles and must be
attended to on a regular basis (Bork, Jaffe, Lane, Dashew,
&Heisier, 1996),[23]. Key examples include specifying and
reconstructing roles as times change, restructuring the family
business to accommodate role changes, being aware of the
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family business structure, improving the quality of the
language used, and providing mutual support when facing
problems. These factors not only affect communication, but
can also affect and reduce conflicts of interest among family
members when implemented. In family business literature,
issues of trust, justice, fairness, and integrity are widely
discussed as they relate to family members and non-family
employees. However, psychological contracts such as
individual beliefs, the acceptance of exchanges, valued
payments, and perceived promises between non-family
members and the family business require further research
(Ward, Envick, & Langford, 2007),[24]. Socializing with
family members to solve problems can be very beneficial
since many issues can be handled and discussed openly
among them. When family-run businesses encounter
conflicts, family members can counteract this conflict by
implementing several strategies (Aronoff& Ward, 1995),[2].
The strategies include the development of family policies
that anticipate family business issues, initiating family
conventions as a communication and conflict-resolution
mechanis m, putting outsiders on the board of directors, and
agreeing on methods to reconcile family business conflicts.
Consulting and training programs can help family members
learn how to deal with conflicts of interest in family-owned
businesses because conflict is normal and can be reduced if
handled correctly,[3]. Personality differences, arbitrary
decisions, poor perceptions, detachment among family
members, and anxiety and fear are the main components of
family problems that diminish success. Research has
investigated the influence family members exert on the
extent and frequency of substantive conflict within family
firms across generations as a result of the familial
relationship with the owner/manager of the firm. The
positions the family members occupy in the family work
group and social group are important (Davis &Harveston,
2001),[21],[17]. Conflict in a family business and the
composition of the family’s work group, nonworking group,
and the extensiveness of the family’s social interactions are
interrelated. Differences among the generations in
experience, expectations, and knowledge about the business
can cause problems. Even when the next generation is
responsible for the business, generational shadow variables
(the degrees of influence the earlier generation still exerts)
cause problems in the family business. A study of 1,000
family business owners revealed that family business
problems are highly correlated with the degree of
generational shadow and the dominance of the founder
(Davis &Harveston, 1999),[21],[17]. One serious problem is
that founding members do not have a schema for
intergenerational conflict and past experiences often trigger
conflict. In order to prepare for such conflicts, family
business members must accept two assumptions: (1) People
must admit that constructive conflict is normal and (2) there
is no family relationship that does not experience some
problems. Family business members must be able to respond
to interfamilial conflicts guided by the influence of
understanding (Gordon, 1998; Kottler, 1994),[25]. Conflict
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is a normal part of life, is complex, and is neither good nor
bad. Individuals can learn new ways to address conflict.
When people deal with conflict, the tendency is to either
fight or flee (often through withdrawal from the conflict),
which does not solve the conflict at all. Active listening and
hearing are two effective ways of managing conflict (Danes,
2005),[16]. Perception, active listening, open communicatio
n commitment to growth and learning, and creative problem
solving may be key factors required for family business
conflict resolution. When others do recognize problems in a
family business, they can adjust their view of the situation,
adjust their involvement in the situation, and adjust their
reaction to the situation. Danes (2005),[16] provides good
recommendations for family members who try to manage
conflict in family businesses and suggests that consultative
relationships can be very helpful in focusing family business
members on dealing with the conflict. Other research
identifies that formal kin involvement in generational
differences among family- owned businesses must be
resolved for succession efforts to be successful. A main
objective for most family businesses is to successfully run a
business that outlives generations of individual family
members. Consulting and training activities for intergenerat
ional family members can be both beneficial to theirbusiness
and help the global economy be more efficient and effective.
However, despite the need, only limited prior research has
investigated the nature of generational differences among
family businesses and how consulting can help with these
differences (Sonfield &Lussier, 2004),[26]. Studies have
determined that first- generation family businesses do less
succession planning than do second-and third-generation
family firms. First- generation family-owned businesses
have the highest use of equity versus debt financing
(Sonfield& Lussier, 2004),[26]. Siblings who know the
vision of their organization can work well together without
bringing family issues to their business environment. In a
recent study, Anderson, Jack, and Dodd (2005) investigated
whether, to what extent, and how entrepreneurs capitalized
on resources embedded in the family, especially going
beyond the traditionally defined boundaries of the family
firm,[1]. In a study relying on both quantitative and
qualitative approaches, they reported that one quarter of the
sample’s entrepreneurial network ties were kin, most of
whom worked outside the family firm. However, the ties
opened up a range of important resources, providing both
professional and affective support. Such beneficial ties
extend the family-owned business without the typical
hazards of external linkages (Anderson et al, 2005),[1].
Culkin and Smith (2000) investigated how owners/managers
of small firms actually think and behave. Their objective was
to provide an understanding of the decision-making
processes used by different types of owner/managers in the
small firm sector. The authors contended that small firms
should place more emphasis on what is achievable and on
making sure the outcomes are entirely actionable. Similarly,
Feltham, Feltham, and Bamett (2005) indicated that family
businesses are often dependent on a single individual;
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however, little research has been conducted on this
dependency,[19]. Studies have not provided an explanation
for why some family businesses are highly dependent on the
manager and others are notso dependent. Further research is
needed to explore the power of single individuals in
family-owned businesses. Consultants of family businesses
are concerned with the well-being of the firm and how its
members contribute to that well-being (Jaffe, 2006),[23].
The role of consultants in family businesses is not an easy
task because consultants usually work in an environment
where family and business relationships intersect. Moreover,
bringing the whole family together in order to explore their
past, present, and future as a family and in relation to their
business can be difficult (Jaffe, 2006),[23]. Much research
has investigated conflicts of interest and the importance of
training, consulting, and communication in family-owned
businesses. These studies provided some good insights
regarding how to improve family businesses so that they can
survive longer. The most successful family business
members are the ones who can place equally powerful
priorities on both their family lives and their business lives.
This means that they can work with loved ones doing what
they love to do (Koenig, 1999),[27]. When family matters
influence the workplace, the family business can be
negatively affected; for a business to be successful,
everything that takes place at work needs to be professional
(Koenig, 1999),[27]. Solving family business problems is
crucial. Family business experts have suggested numerous
ways to deal with family business problems, such as
establishing a family charter and establishing two separate
executive boards: one to run the affairs of the family and the
other to manage the company. A recent research study of
family businesses identified four fundamental governance
choices that distinguish different kinds of family businesses:
level and mode of family ownership, family leadership, the
broader involvement of multiple family members, and the
planned or actual participation of later generations (Miller &
Breton, 2006),[28]. The quality of such choices seems to
play an important role in why some family businesses do
well over time and others do poorly. In addition, Yildirim
(2011) observed leadership styles on manufacturing family
firms in Turkey.

The objective of the study was to find out the relationship
between owners’ transformational leadership level (TL) and
entrepreneurial orientation (EO) of small and medium
enterprises (SME) in Turkey using the data from the West
Black Sea Region. The study concluded that there is a strong
correlation between owners’ TL level and SMEs’ EO. This
means that higher TL level could bring about higher EO.
Since, this research study observes the concept of TL and EO
SMEs in a particular region of Turkey , same study may
come up with different results in different parts of the
country. Consequently, future research , is needed bases on
data from different parts of the country,[29]. Besides,
financial data  obtained from family business
companiesregarding the fiscal years 2008-2010. Financial
performance is one of themost important indicators for
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sustainability. In the literature, there are limited number of
articles about family business in Turkey, especially focusing
on relationshipbetween family control and financial
performance. The Ozer’s article is filling this gap,[30].

In summary, recent studies have indicated that
misunderstandings and inadequate information exchange can
increase communication problems among family members
and top managers, resulting in a negative impact on the
performance of family-owned businesses. The research
described here focused on the critical factors influencing
communication and conflicts of interest among family
business members (employed and non-employed) and top
managers and demonstrated how shareholder training and
consulting helped to reduce differences in objectives and
interests and improved communication skills among family
business owners and top managers.

Moreover, this study investigated communication and the
use of terms during the implementation of consulting,
management, leadership, and effective ad ministration among
family business members in order to look for ways to
improve family businesses. The specific focus in the
mixed-method research study was to explore how the
shareholder training and education in the family systems
approach could help to reduce conflicts and increase
communication. References in the literature review
supported the need for training and educational programs
within family-owned businesses. As evidenced by previous
studies in the literature review, many family business
problems such as succession, unprofessional working habits,
and lack of planning exist, but the most significant problem
for family businesses is failed communication. Open
communication, honesty and trust, mutual respect,
knowledge of family and self, conscientious use of resources,
healthy decision making, conflict resolution, stress
management, global evaluation of family and business
functioning, and succession issues are sub-dimensions of the
FBS that were derived from the literature review of
family-owned businesses in Western settings and in Turkey.

4. Method

This study investigated whether or not consultation
reduced conflict and improved communication and business
functions within family businesses. The study combined
mixed methods (qualitative and quantitative) and
experimental design with two treatment variations with an
intensive case study analysis strategy to observe family
business problems and address the research questions.

Since this study was the first of its kind in Istanbul to
describe family businesses that were open to consultation
and intervention to improve family functioning, it had to
focus on businesses that would volunteer. Froma total of 72
candidate family-owned businesses in Istanbul, Turkey, 10
volunteered under the condition that they and their family
members and non-family employees would not be identified
by name. The businesses demonstrated similarcharacteristics,
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such as being in business for at least 25 years and employing
a minimum of 30 workers. All participants and survey
respondents provided informed consent before the data
collection. The broad general problems for this study were
conflicts of interest between family members and top
managers of family-owned businesses as well as the
identification of what can be done to help family businesses
in Istanbul, Turkey, survive and be more successful. This
study investigated characteristics that might lead to the
premature failure of family businesses.

The hypotheses and research questions were postulated to
test relationships between variables in alignment with the
requirements of quantitative and qualitative research
approaches (Kumar, 2007).

The study addressed the following research questions:

1. Research question 1 asked for a description of the
domains in which this sample of volunteering businesses in
Istanbul experienced weaknesses or strengths from a family
dynamics perspective.

2. Research question 2 asked what the impact was on
volunteering family businesses in Istanbul, Turkey, of
intensive consultation versus brief consultation.

The study has the following directional hypotheses:

1. If consultation is effective, the FBS scores for
participants in the intensive consultation condition will be
higher than those in the brief consultation when subsequent
scores are controlled for their original scores.

2. Participants in the intensive consultation condition will
be more likely to want additional consultations, as measured
by the Consultation Request Form (CRF).

This study tests the following null hypotheses:

1. The null hypothesis is that the consultation will have no
effect. Identical FBS scores are received in the intensive
consultation condition as in the brief consultation condition.

2. The null hypothesis is that there will be no difference in
the request for additional consultation between the intensive
and brief consultation conditions.

A primary purpose of this study was to describe the
dynamics and problematic issues faced by ten family
businesses in Istanbul, Turkey. Since this topic has not
previously been investigated in Istanbul, which is a unique
megacity (more than 15 million residents) in a trading region
with business and family traditions going back for thousands
of years, the first purpose was to collect descriptive data on
the nature of the family business dynamics in these volunteer
businesses. Four separate information collection strategies
were used. First, the study relied on a newly drafted
quantitative survey written in Turkish (the FBS) containing
48 Likert-type items to identify the key issues faced by
family businesses. The items were written and selected based
on the literature on family businesses in Western settings.
The FBS investigated whether or not similar issues are
present in these ten Istanbul businesses. As the second
method for data collection, qualitative focus group
interviews were used with five randomly selected family
businesses to investigate whether different, previously
unidentified issues could be uncovered, as well as whether
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the relative frequency and importance of different issues and
problems were different fromthose in Western settings. The
third source of information was the CRF used at the end of
the study to gather information from family business
members about the sub-dimensions of family business
strengths and weaknesses for which they would see the
benefit from a consultation. The fourth and final source of
information was the notes that the consultant took during the
observations and interactions with the businesses as a natural
part of the consultation processes along with any documenta
tion available to the consultant about the businesses.

4.1. Infor mation Collection Methods: The Family
Business Survey (FBS)

The FBS consists of 48 Likert-type items on a 6-point,
“strongly agree”—to—*strongly disagree” scale as described
in Appendix A. The items were developed and written in
Turkish specifically for this study to reflect the major
sources of family business strengths and weaknesses. The
FBS was based on ten factors (sub-dimensions) that were
identified as leading to a family business collapse and
termination or to business strength, as summarized in the
Review of the Literature. The choice of the Likert-type,
quantitative scales was based on their long tradition as a
reliable and valid methodology to use when scholarship has
identified internally valid constructs and sub-constructs that
support specific uses (Braun, 2002; Fields, 2002). Since the
research and theoretical literature on family business failure
has identified key areas that can result in untimely business
termination, the FBS was developed to reflect these
sub-dimensions.

4.2. Rationale for the Proposed Design

The combined mixed methods (qualitative and
quantitative) and experimental design with two treatment
variations with an intensive case study analysis strategy (Yin,
2008) allowed the findings to address the research questions
most effectively and efficiently. First of all, the large number
of responses to the first and the final administrations of the
survey to all members of the ten businesses allowed for two
snapshots of the needs and issues in these volunteer family
businesses in Istanbul, Turkey. While they were not
representative of all family businesses in Istanbul as they
were volunteers, they did provide some insight into the
possible domain of family businesses in an important mega
city that had not yet been investigated.

Second, by comparing the first ad ministration to the final
administration of the FBS in the brief intervention and the
intensive intervention, the effectiveness of the intensive
intervention compared to the brief intervention in raising
awareness and clarifying problems and solutions could be
investigated. This comparison allowed for predictions to
guide future research and practice with family businesses in
Turkey.

Third, comparing the responses to the “Consultation
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Request Form” in the brief versus the intensive consultation
allowed for conclusions regarding the awareness of family
business problems and effects of the differing levels of
consultation on perceived needs, solutions, and efficacy of
consultations. Some of the conclusions would most likely
not be entirely certain based on this one instrument, but
would most likely point in the direction of the need for
additional study.

Lastly, the focus group interviews when transcribed and
analyzed provided additional in-depth information in
participants’ own words about their perceptions of the needs,
problems, and dynamics in their own businesses.
Participating members’ spoken words and comments helped
to elaborate on the FBS and provided an opportunity for
Istanbul family business members to identify and elaborate
on factors that may or may not have been mentioned in
previous published research.

In short, this mixed method design, with case study
reporting strategies, was the optimum choice for this study
because it was not only grounded in existing scholarship,
but also allowed room for new factors and new emphases to
emerge from participating Istanbul business people in the
intensive consultation group. In addition, the combination of
instruments allowed for comparisons of the impact of the
brief versus intensive consultation. The integration of the
focus group interviews allowed for additional data collection
and at the same time facilitated and created a transition into
the Intensive Consultation.

4.3. Appropriateness of the Research Design

The ten family businesses in the sample of volunteer
businesses in Istanbul, Turkey, are described more fully in
the following section on Sampling. The first step in the
research design, once the family businesses had volunteered
and expressed commitment, was to collect quantitative
survey data using the FBS (see Appendix A) for as many
members of the ten businesses as possible. A survey was
distributed after a consent page was signed by the participant.
The consent page contained the following information: “By
signing this form I acknowledge that I understand the nature
of the study. The potential risks to me as a participant, and
the means by which my identity will be kept confidential.
My signature on this form also indicates that I am 18 years
old or older and that I give my permission to voluntarily
serve as a participant in the study described.” All family
members who are staff or stakeholders in the businesses
were given a copy of the survey and a self-addressed
envelope in which to return anonymously to the researcher.
Family business members were asked to return the survey
within two weeks of receiving it. As many as five follow-up
phone calls, cards, personal visits, or emails prompted
business members to complete this task. Businesses whose
members completed a minimum of ten surveys by the
deadline (one month following the distribution of the FBS)
were allowed to stay in the study and receive the no-cost
consultation. Some items were worded as strengths (“In our
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family business, we value each other’s opinions.”). Other
items were worded as weaknesses that can cause a business
to collapse (“In our family business, members do not trust
each other.”). Table 1 listed the major sub-dimensions in the
instrument and selected scholarly support from the literature
review for each sub-dimension. Because of the complexity
of business and family relationships, some items reflected
more than one sub-dimension. All 48 items were connected
to each related sub-dimension in Table 1. Prior to scoring the
FBS, all items that reflected negative traits or weaknesses in
family businesses were reverse-scored (subtracted from 7).
Then all selected values for the items were summed, and the
sumwas then divided by 48 to yield an average scale score of
1to 6. (Omitted items were not included in the average and
the denominator was changed accordingly.) Businesses with
scores near a value of “1” were considered to be lower
functioning with a greater likelihood of failure, while
businesses with average scores closer to “6” were considered
high functioning and more likely to have immediate- and
long-term success. Since individual business members fill
out the survey, the score for each business was the arithmetic
average of all individual surveys for the business. Once at
least ten surveys had been collected from the businesses,
they were scored as described previously to yield an average
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summed score from 1 to 6. Then the ten businesses were
rank-ordered into matched pairs, and one member of the pair
was assigned to the intensive (three-hour) consultation and
another member was assigned to a brief (short 20-minute
presentation with a pre-survey and an opportunity to ask
questions) consultation. The assignment to the intensive
consultation versus the brief consultation investigated the
value of the consultation in helping the family businesses
diagnose their problems, identify solutions, put in place
action plans, and seek additional consultation.

The assignment to the intensive versus the brief
consultation took place as follows. After at least ten
members of each business completed and returned the FBS,
the average survey scores determined ranks from lowest to
highest. The pretest ranking determined five pairs of
businesses. For example, Rank 1 and Rank 2 formed one
pair, Rank 3 and Rank 4 formed another pair, and so on.
According to the randomization, the creation of “matched”
intensive consultation and brief consultation groups were as
follows: Ranks 1, 4, 5, 8,and 10 comprised of the Intensive
Consultation Group and Ranks 2, 3, 6, 7, and 9 comprised
of the Brief Consultation Group. The actual businesses
falling into these two groups depended entirely on the
scores on the FBS for the members returning their surveys.

Table 1. Important Sub-Dimensions in the Survey

Sub Item References dimensions Numbers

. 1,4,-6,8,7,21,27,30
1. Open communication

Astrachan& McMillan (2003), Axley (2000), National Association

of Corporate Directors (2004)

2. Honesty & trust #2,-16,-23,32,31

Nolan & Goodstein (2004), Balshaw (2004), Sundaramurthy

(2008), Ward et al. (2007)

4,12,13,24,46,4
3. Mutual respect 3,4,12,13, 24,96, 47

Communicaid Global Communication (2005), Balshaw (2004)

Matti (2002), Nolan & Goodstein (2004),

4. Knowledge of family and

self 7,14,17,33,34

Baker & Wiseman (1998), Westem Pennsylvania Family Center
(2006), University of Minnesota Department of Social Science

(2005)

5. Conscientious use of 5,10, 11,25,26,41,42,
resources 48

Anderson et al. (2005), Corderio& Cunningham (2003), Sharma

(2004)

6. Healthy decision- making 12.13.16.19. 28

McCune(2000), Nolan & Goodstein (2004), Culkin& Smith (2000),

Lucas (1997)

7. Conflict resolution

Astrachan& McMillan (2003), Danes (2005), Edlund (2001), Rose

15, -18,-37 (2002), Vilaseca (2002), Aronoff& Ward (1995)
Balshaw (2004), Hartung (2004)
8. Stress management 18,20, -37 Danes, Rueter, Kwon, & Doherty (2002)
9. Succession issues 20,35, 37,44 Bolman& Deal (2003 ), Garman &Glawe (2004), Grote (2003),

Sonfield& Lussier (2004), Berry (2004)

10. Globalevaluation of family 38, 39,40,41, 42, 43,44,
& business functioning 45

Turkish Daily News (2008), Casillas& Acedo (2007),
Sonfield& Lussier (2004),
Economist.com (2004)
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Table 2. Procedures for Brief Consultations

Participants complete the FBS a second time

During the brief consultation day
(approximately one hour):

Participants hear a 20 minute PowerP oint presentation on difficulties facing family

businesses

Participants have an opportunity to ask questions and engage in brief discussions

After approximately four weeks:

All members of the business are askedto complete the FBS a third and finaltime and the
“Request for Consultation” for the first time.

Table 3. Procedures for Intensive Consultations

Participants complete FBS a second time

The consultant leads a structured discussion of which theme-based intensive
consultation to engage in from the three options: (1) family business history,
present and future, including succession issues; (2) honesty and trust; (3)

effective communication.

During Intensive Consultations (approximately

Consultant choosesthe theme for that day’s consultation.

three hours):

Participants complete the focus group interview onthat theme.

They engage in brainstorming about problems andneeds with regard to that

theme.

They engage in brainstorming about possible solutions to problems and

needs.

They work in groups to complete an action plan forthe next four weeks
implementing planning toward addressing their needs regarding thistheme.

After approximately four weeks:

All members of the business (not just those at the focus group) are asked to
completethe FBS a finaltime andthe “Request for Consultation” for the first

time.

Once the two groups were formed, the scheduling of the
intensive and brief consultations began. The brief
consultations took only one hour and consisted of the
components in Table 2. The consultations were scheduled
when five to ten members of each business participated.

The intensive consultation took approximately three hours
and included a focus group interview and additional
interaction with the participants. As with the brief
consultation, it required five to ten members of the business
to participate. The seven components of the Intensive
Consultation are described in Table 3.

4.4. Information Collection Methods: The Consultation
Request Form (CRF)

The CRF (Table 4) asks family business members to rate
which of the ten specific sub-dimensions (fromthe literature
review) are areas in which they believe the family business
could benefit from a consultation. Benefiting from a
consultation required the belief that the need was there and
that the conditions were such that the consultation would
provide some benefits. . It was not an indicator of business
strength or weakness, but rather reflected combinations of
factors, including the awareness of business needs and
problem areas, optimis mabout the impact of a consultation,
and optimis m regarding the ability of the company to grow
and succeed. It was designed to be sensitive to the intensity
of the consultation experience. The participants engaged in
the intensive consultation experience were expected to

request more future consultations than those not engaged in
the intensive consultation.

Table 4. Consultation Request Form

Strongly Agree Strongly Disagree
1 2 34 5 6
Our family business could benefit from consultation with regard
to:
Open communication
1 2 34 5 6
Honesty & trust
1 2 34 5 6
Mutual respect
1 2 34 5 6
Knowledge of family and self
1 2 34 5 6
Conscientious use of resources
1 2 34 5 6
Healthy decision-making
1 2 34 5 6
Conflict resolution
1 2 34 5 6
Stress management
1 2 34 5 6
Succession issues
1 2 34 5 6
Global evaluation of family & business functioning
1 2 34 5 6
Other (Please write in)
1 2 34 5 6
Other (Please write i)
1 2 34 5 6
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5. Analysis and Results

The results of the intensive consultation group indicated
that there was a 13% increase between the FBS 1 and FBS 3
scores. The average CFR score were 60.10, which meant
that the family businesses in the intensive consultation
group requested additional consultations in order to resolve
their family business issues. Moreover, the weakest
sub-dimension in the intensive consultation group was
sub-7, “Conflict Resolution.” The scores of sub-7 in FBS 3
increased by 8% compared to the FBS 1. In conclusion, the
intensive consultation was beneficial to family-owned
businesses because the overall scores of the FBS 3
increased compared to the FBS 1 and FBS 2.

The brief consultation group results are based on
companies 1, 4, 6, 7, and 8. The results of the brief
consultation indicated that there was a 14% increase
between the FBS 1 and FBS 3 scores. The average score of
the CRF was 70.02, which meant that family businesses in
the brief consultation group requested additional

consultations in order to resolve their family business issues.

Moreover, the weakest sub-dimension in the brief

Case Studies with Treatment Interventions among Ten Family Businesses in Istanbul

consultation group was sub-5, “Conscientious Use of
Resources.” The scores of sub-5 in the FBS 3 increased by
17.59% compared to the FBS 1. In conclusion, the brief
consultation was beneficial to family-owned businesses
because the overall scores ofthe FBS 3 increased compared
to the FBS 1 and FBS 2. The scores of the FBS 2 and FBS 3
increased both in the intensive and brief consultation groups,
which indicated the positive influence of such consultations.
In addition, this study was exploratory and suggestive, and
the qualitative data collections were consistent with each
other.

In this mixed-method research study, according to the
research findings the null hypothesis was in effect because
similar FBS scores were received in the intensive
consultation condition as were in the brief consultation
condition (see Figure 1). The directional hypotheses were
tentative because it was not yet known whether the subjects
would go through a stage of the problems in their family
businesses more deeply as a result of the interventions
before they experience positive change and improvement.

Effect of Brief and Intensive Consultation

100.00 *\/
80.00
60.00—
40.00—
20.00—
0.00-
1.FBS
2.FBS 3.FBS
1.FBS 2.FBS 3.FBS
B Brief Consultation Group 64.55 64.98 73.67
¥l Intensive Consultation 63.42 65.99 72.07
Group

Figure 1.

Effects of brief and intensive consultations
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Referring to the research findings presented in Table 5, the
consultation request in the brief consultation group was
higher than in the intensive consultation group. During the
brief consultations, family business members were deeply
interested in the content of the study and demanded
additional treatment interventions about the ten
sub-dimensions of family business dynamics. According to
the notes and observations of the consultant, the time
duration of the brief consultation was short and limited so as
to cover the family issues that family members wanted to
discuss. However, during the intensive consultation, the
situation was the opposite—the time duration of the
intensive consultation was long enough to cover the
important family business themes. Family focus group
interviews provided sufficient and detailed information
about the weaknesses and strengths of family businesses
during the intensive consultation. Overall, both the intensive
and brief consultation groups managed to increase their final
FBS scores compared to their first FBS scores, which meant
that either the intensive or brief consultation was effective
and beneficial to the ten family businesses in Istanbul,
Turkey.

Table 5. Average Scores of Briefand Intensive Consultation Groups and
CRF

Average L FBS 2 FBS 3 FBS Consultation
Scores Request
Brief

Consultation 64.55 64.98 73.67 70.02
Group
Intensive
Consultation 63.41 65.98 72.07 60.11
Group

Table 6. FBS 1 Results

Firms sub sub sub sub sub sub sub sub sub sub Score
1 2 3 4 5 6 7 8 9 10
cl 43 53 51 55 4 45 42 46 51 38 453
c2 52 57 52 49 41 48 39 45 46 37 461
c3 4 42 4 43 32 43 29 32 31 38 378
c4d 43 46 43 48 35 4 4 43 46 4 415
c5 46 48 48 54 4 44 3 39 44 39 438
c6 47 5 51 49 44 41 3 34 45 41 447
c7 44 438 44 48 38 46 4 49 505 38 411
c8 4 43 39 41 35 41 4 46 42 37 386
c9 35 4 43 47 35 33 32 31 36 37 389
clo 41 48 46 43 39 42 33 36 39 41 417
AV.e 43 47 46 47 38 42 36 4 43 38 419

Note. sub 1 (sub-dimension 1), sub 2 (sub-dimension 2), sub 3 (sub-dimension 3),
sub 4 (sub-dimension 4), sub 5 (sub-dimension 5), sub 6 (sub-dimension 6), sub 7
(sub-dimension 7), sub 8 (sub-dimension 8), sub 9 (sub-dimension 9), sub 10
(sub-dimension 10)

It was assumed that participants in the intensive
consultation condition would be more likely to want
additional consultations, as measured by the CRF.
Consequently, the CRF was presented as nominal level data
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with frequencies of responses compared on each
sub-dimension. No assumptions would be made that the
items could be summed to a total score and no significance
tests were applied.

Another assumption of this study was that respondents
would answer the survey truthfully and participate in an
intensive or brief consultation. According to observations of
the consultant, respondents answered the surveys truthfully,
but the number of participants was lower than as expected in
the beginning of the study due to the global economic crisis
and time constraints of busy family business members. In
this study it was noted that the weakest sub-dimensions of
the ten families were “Conflict Resolution” and
“Conscientious Use of Resources,” which needed more
treatment interventions. However, because this study was (a)
exploratory, (b) would use a case study approach, and (c) had
relied on a small, non-representative sample of volunteer
family businesses in Istanbul, it could not aspire to
generalize for all of Turkey.

In this study, some bureaucratic difficulties in gathering
data from Turkish family businesses developed as well as
some time constraints during the implementation of the
consulting with family business members. Another
important key factor of this research study was the difficulty
of setting up appointments for intensive and brief
consultation with the ten family businesses in Istanbul.
Because of their demanding work schedules, some of the
family members were either out of town or out on business
and could not join the study even though they had demanded
such consultations in the beginning of the study. Moreover,
some of the older non-employed shareholders could not
attend the consultations due to health issues.

Another limitation of this study is that the quantitative
measures are still in the development and exp loratory stage.
Future research is under way to investigate the validity and
reliability of the FBS. When an adequate sample size is
collected, the instruments will be subjected to exploratory
factor analysis to determine if the proposed sub-scores are
empirically supported. Once factor scores are derived, their
internal consistency will be investigated. In addition, their
correlational relationships with one another will be
investigated for descriptive purposes to determine whether in
these contexts some sub-factors are more related than others.
It is worth noting that the quantitative scores and the
qualitative in formation converged on similar findings in this
study, providing some validity evidence.

Although many studies of family businesses have taken
place in Western settings, there have been few (if any)
similar studies in settings like Istanbul. Because Istanbul is
one of the oldest trading centers in the world with a long
history of family business, future research should be
implemented in order to learn more about the strengths and
the weaknesses of family-owned businesses. More
quantitative research studies with larger populations, perhaps
nationwide, could bring new insights into family businesses
in Turkey, or to other nations for a better and longersurvival.
The importance of consulting and educating family business
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members  should be taught professionally or
nonprofessionally such as in schools and in universities. For
example, workshops about conflict resolution in family
businesses could improve communication issues within
family business members. Moreover, future research in
different religious and ethnic backgrounds of family
businesses might bring new insights and new outlooks into
family business dynamics. In summary, since we know from
family business literature, the majority of businesses is
family-owned businesses and as such has significant control
on the global economy; future research should always be
recommended and supported. In order to investigate the
internal validity of the FBS, it was subjected to exploratory
factor analyses, and principle components with a varimax
rotation (Linn, 2000). If items loaded on the factor identified
in the Literature Review or in other ways that reflect
language, cultures and traditions in Istanbul would be
unknown. In any event, internal consistency reliability
estimates were computed for all the derived factors and for
the total scores on the FBS used in the subsequent analyses.
In the event that the FBS proved to be unreliable or that
different dominant sub factors emerged, its use in pairing off
and randomly assigning a business to a consultation
condition was reviewed and perhaps replaced or
supplemented by othercharacteristics ofthe businesses, such
as the number of employees, business type and volume, or
demographics.

5.1. Methodol ogical Analyses

The rationale for this approach to internal validity is well
grounded in instrument develop ment literature (Linn, 2000).
When a set of constructs are extracted and used to construct
an assessment instrument (Braun et al., 2002; Kane,
2007)[10],[29], the next step is to investigate the diverging
and converging item characteristics with regard to the
identified constructs. Therefore, an exploratory factor
analysis would be appropriate for this study. However, the
number of total surveys was somewhat limited for a factor
analysis of a 48 item survey. Because of the risk of unstable
results, a factor analysis was postponed for future research.

6. Example for a Case Study with
Treatment Interventions

1) Company 3

Company 3 is a typical family business with a
combination of first- and second-generation family business
members. This company has been in the tourism sector since
1963 as a small hotel on the Marmarian Sea coast of Turkey
in a city called Erdek. Three sisters work during the summer
season with their parents. There were four participants in the
FBS 1, 2, 3, and in the intensive consultation. Moreover, four
family business members filled in the CRF. Company 3 had
the lowest FBS 1 scores, which put the company in the last
rank among other family businesses. As stated in Table 7 for
Company 3, the first weakest sub-dimension was sub-7

Case Studies with Treatment Interventions among Ten Family Businesses in Istanbul

“Conflict Resolution” the second weakest sub-dimension
was sub-9 “Succession Issues” and the third weakest
sub-dimension was sub-8 “Stress Management.” The
consultant did not give any information about the weakest
sub-dimensions scores of the FBS 1 to family business
members during the intensive consultation. However, these
sub-dimension scores assisted the consultant during the
family focus group interviews, especially in the brain
storming session in the intensive consultation. The Intensive
Consultation lasted approximately three hours. After
participants completed the FBS a second time the consultant
submitted the Family Business Focus Group Interview
Guide to family business members. The purpose of the focus
group interview was described by the consultant to the
participants. Moreover, the consultant told the subjects to
think about the past, present and future of their family
business and lead into the discussion for the intensive
consultation. The family business members decided to
discuss effective communication, including succession
issues. The participants brainstormed about issues and needs
with regard to a selected theme. During the brainstorming
session the consultant took notes about the events and
discussions in order to help the family members to complete
their action plan for the following four weeks. According to
the observations of the consultant during the intensive
consultation, the three sisters were willing to improve their
communication skills and willing to solve their succession
issues. However, during the brainstorming session it was
noted that the father, who was the founder of the company,
was experiencing some communication problems with his
three daughters because he was talking most of the time and
was not listening to the other family members. Therefore, the
consultant decided to give equal time for all of the family
business members in order to discuss the theme during the
family focus group interviews. In this company there was a
succession problem because nobody knew who would run
the company in the second generation when the father retired.
The consultant asked some questions about this succession
issue to the family members such as who would like to
volunteer to run the business and how? Figure 2, indicates
Company 3, and the FBS 1 results for each sub-dimension.

As illustrated in Table 6, the FBS 1 results, sub-dimension
7 “Conflict Resolution” had a score 0f38.30, sub-dimension
9 “Succession Issues” had a score of 43.70 and
sub-dimension 8 “Stress Management” had a score of 45.00.
The FBS 2 results summarize the average scores of the ten
sub-dimensions (see Figure 3).

As illustrated in Table 8, the FBS 2 results, sub-dimension
7 “Conflict Resolution” had a score of 36.60 sub-dimension
9 “Succession Issues” had a score of 55.00 and
sub-dimension 8 “Stress Management” had a score of 36.60.
It is noted that the overall scores of the ten sub-dimensions in
the FBS 2 had decreased compared to the FBS 1. A fter four
weeks of the intensive consultation, the consultant went to
Company 3 and submitted the FBS 3 for the last time. The
FBS 3 results summarize the average scores of the ten
sub-dimensions (see Figure 4).
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As illustrated in Table 9, the FBS 3 results, sub-dimension
7 “Conflict Resolution” had a score of 38.30, sub-dimension
9 “Succession Issues” had a score of 66.20 and
sub-dimension 8 “Stress Management” had a score 0f45.00.
It is noted that the overall scores of the ten sub-dimensions in

the FBS 3 had increased compared to the FBS 1 and FBS 2.
In addition to the FBS 3, family business members were
asked to fill in the Consultation Request Form (CRF) for the
first time (see Figure 5).
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Figure 5. CRF score results of Company 3
Table 7. Ten Sub-dimension Scores of Intensive Consultation Group after FBS 1
sub 1 sub2 sub3 sub4 sub 5 sub 6 sub 7 sub 8 sub 9 sub 10
Weakest (3) Weakest (2) Weakest (1)
c2 84.68 94 8571 79.19 62.37 76.5 59.16 71.66 73.75 5437
Weakest
e3 60 65 6142 6625 45.62 66 Weakest (1) - Weakest 3) ) 56.87
38.33 45
43.75
Weakest (1) Weakest (3) Weakest(2)
c5 7291 7733 77.14 89.16 60.41 69.33 AL11 55,88 68.16 58,08
Weakest
c9 5158 6133 67.61 74.16 50.41 3) Weakest 2)  Weakest (1) 5, cc 54.58
45.77 42.44
47.33
Weakest (3) Weakest (1) Weakest (2)
cl0 62.04 76 7337 67.27 5875 65.81 47.27 5303 59.09 62.54
Mean 66.24 7473 73.05 75.21 55.51 64.99 46.33 54.38 59.48 57.29
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Table 8. FBS2 Results

Firms sub 1 sub 2 sub 3 sub 4 sub 5 sub 6 sub 7 sub 8 sub 9 sub 10 Score
cl 5.00 520 540 530 4.10 470 420 470 490 4.12 474
c2 540 5.70 540 520 430 490 420 5.00 5.00 3.70 479
c3 4.10 430 3.80 460 320 390 2.80 230 3.70 3.80 376
c4 440 480 450 480 3.70 4.10 4.00 420 460 4.00 426
c5 450 550 480 550 4.60 470 320 3.80 430 390 459
c6 5.10 5.10 5.60 540 490 460 3.50 420 5.10 430 486
c7 3.80 390 390 4.10 330 3.70 3.60 390 3.80 340 3.66
c8 3.70 3.80 420 390 3.30 3.80 4.00 440 4.00 3.10 3.70
c9 3.80 430 4.60 480 370 3.70 330 330 3.80 3.80 4.09
cl0 430 470 480 430 4.10 4.10 3.10 330 400 4.10 424

AV.c 440 470 470 480 3.90 420 3.60 4.00 430 3.80 427

Note. sub 1 (sub-dimension 1), sub 2 (sub-dimension 2), sub 3 (sub-dimension 3), sub 4 (sub-dimension 4), sub 5 (sub-dimension 5), sub 6 (sub-dimension 6),
sub 7 (sub-dimension 7), sub 8 (sub-dimension 8), sub 9 (sub-dimension 9), sub 10 (sub-dimension 10)

Table 9. FBS 3 Results

Firms sub 1 sub 2 sub 3 sub 4 sub 5 sub 6 sub 7 sub 8 sub 9 sub 10 Score
cl 80.83 84.00 89.52 86.67 62.50 74.67 64.44 75.56 78.33 62.50 74.96
c2 87.99 95.00 89.80 84.38 66.88 79.50 65.00 80.00 80.63 55.94 75.93
c3 62.50 67.00 57.14 72.50 44.38 58.00 36.67 36.67 55.00 56.25 55.32
c4 68.13 76.00 71.43 76.25 55.63 63.00 60.00 65.00 73.75 61.88 65.32
c5 71.25 90.27 77.14 91.67 72.33 74.27 45.56 57.78 66.67 59.08 71.97
c6 83.93 83.43 92.24 89.29 78.21 72.57 51.43 65.71 82.14 66.79 77.26
c7 56.56 58.00 58.57 63.13 47.50 54.00 52.50 59.17 56.88 49.06 53.19
c8 55.00 57.33 64.29 58.33 47.92 56.00 60.00 68.89 60.83 42.08 54.18
c9 57.17 67.33 72.86 76.83 54.17 54.67 46.67 47.78 56.67 57.50 61.86
cl0 66.50 75.20 76.00 67.00 62.00 62.40 42.67 46.67 60.00 63.50 64.85

AV.c 68.99 75.36 74.90 76.60 59.15 64.91 52.49 60.32 67.09 57.46 65.49

Note.Table 8 illustrates second FBS scores of 10 family businesses. FBS 2 results indicated an increase in scores in comparison with FBS 1.Table 9 illustrates
third FBS scores of 10 family businesses. FBS 3 results indicated an increase in scores in comparison with FBS 1 and FBS 2

The CRF scores of Company 3 indicated additional
consultation requested on sub-dimensions 1, 3, 6, 7, 8, and
10 because their scores were above the average of 58.50.
The family members submitted their action plan to the
consultant which consisted of a succession and stress
management plan. According to their action plan, the eldest
sister will run the business for five years. The other sisters
will share the investment costs during those five years and
will earn 25% of the net profit at the end of each year. On
the other hand, the older sister will earn 50% of the net
profit at the end of each year for the total the five years, but
will also cover her parents’ monthly expenses. After the
five years, one of the other sisters, who will take over the
family business management will be responsible for the
administration for the total of three years and will earn 50%
of the net profit just like her elder sister. This rotation plan
seemed to be practical and useful for Company 3. Moreover,

the father, who was the founder of the company, agreed to
retire, but also agreed to share his business experiences with
his daughters if necessary. They also decided to have
regular meetings every three months in order to discuss
their business issues. As far as stress management was
concerned, they have decided to get some professional
assistance as soon as possible. Even though, Company 3
had the weakest FBS 1 scores, at the end of the intensive
consultation it came up with radical solutions regarding its
family business problems. In conclusion, the FBS 3 and
CREF score results indicated that the intensive consultation
for Company 3 has been beneficial.

7. Conclusions

In conclusion, each of the family businesses that were
surveyed has a unique culture and its own ambience and
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environment particular to that business. Their self-ratings on
the FBS are based on their individual standards and
perspectives. As a result, a business that rates itself low on
using its resources might objectively be using resources in a
more productive manner than a business that rates itself
higher. This is not a weakness of the study, but rather a
natural outcome of self-assessment and can lead to further
discussion. Because two thirds of all enterprises worldwide
are family businesses and the life span of family businesses
is short, with a limited number surviving into the second
generation and even fewer reaching the third generation,
consulting with, and educating members of family
businesses are of utmost importance to increase
communication and reduce conflicts of interest, allowing
family-o wned businesses to survive longerand become more
successful.
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Ap]Bendix A: Family Business Survey
xample

Family Business Survey

Directions: Please rate the extent to which the following
statements are true for your family-owned business, using
the scales below. Circle the number on the scale that best
reflects your agreement or disagreement with the item as it
pertains to your family business.

Strongly Strongly

DisagreeAgree

123456

1. Members in our family business are

outspoken about issues and problems.

Strongly Strongly

DisagreeAgree

123456

Comments:

2. Shareholders in our family business don’t

bring family issues to the business.

Strongly Strongly

DisagreeAgree

123456

Directions: For each of the following 10 topics, please
indicate whether you agree or disagree that consultation on
that topic is needed. Please respond by circling the number
on the scale that best represents your level of agreement or
disagreement with the statement that your family business
could benefit. After you have finished selecting numbers for
the scales, write comments about any of the specific items to
clarify your ratings.
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