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Abstract 
 
Geographically dispersed organizations are becoming increasingly common, however, 
the organizational culture is often weaker in this type of organization due to 
geographical distances. One important aspect of the organizational culture is the 
organizational values, and if shared by all organizational members they can benefit the 
company on many levels, for example by increasing motivation and communication. If 
employees, on the other hand, fail to interpret the organizational values it may lead to 
decreased working moral and overall dissatisfaction. In family businesses it is the 
values of the family that constitute the organizational values, and these may be difficult 
to communicate to non-family employees, because family businesses often rely on 
informal communication.  
 
The purpose of this thesis is to describe how non-family employees interpret the 
organizational values of a family business, as well as to increase the understanding of 
whether geographical distance affects their interpretation. In this thesis we have 
conducted a qualitative case study, in which ten semi-structured interviews were made 
in a geographically dispersed family business. We have assumed an employee 
perspective and have, thus, interviewed non-family employees on the different 
geographical locations of this family business. 
 
The findings from the empirical data showed that the case studied organization does not 
have any formally written organizational values and the non-family employees have as 
a result interpreted the values slightly differently. The employees state the 
organizational values in general terms, which would make them applicable to any 
organization, or even society at large. 
 
In the analysis we compare the theoretical framework and the empirical findings in 
order to present conclusions for the organization being studied. The analysis will be 
divided into themes; organizational structure, organizational culture and values as well 
as the relation between the non-family employees and the family business.  
 
We were able to conclude that informal communication is not sufficient in order to 
efficiently communicate the organizational values in a geographically dispersed 
organization. Nevertheless, the geographical distance for each workplace respectively 
could not be identified as the only influencing factor that affects the employees’ 
interpretation of the organizational values. The organizational structure emerged as a 
contributing factor. The non-family employees’ interpretations were broad and general 
in terms of the organizational values. One of our recommendations is for the 
organization to write down the organizational values and distribute them throughout the 
organization, which will enable the organizational values to be correctly interpreted by 
all organizational members. 
 
Key words: Family business, Geographically dispersed, Non-family employees, 
Organizational structure, Organizational culture, Organizational values, Interpretation, 
Communication.  
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1. Introduction 
This chapter will guide the reader through the background information regarding the 
thesis subject and the immediacy of further researching the area. Thereafter a research 
question will be presented, and the reader will be informed about the purpose of the 
study. For the purpose of clarification common definitions that will be used throughout 
the thesis as well as delimitations will be described. At the end of the chapter the reader 
can find an informative picture of the disposition of the thesis.  
 

1.1 Problem Background 

As a result of the recent financial crisis, stability has become an important aspect of 
most businesses. This stability can be provided by family businesses as they rely on the 
succession of generations. (Ernst & Young, 2012, p.3) Family businesses are one of the 
major forms of companies worldwide (Gersick, Davis, Hampton & Lansberg, 1997), 
which is confirmed by a NUTEK study at the University of Jönköping, which found 
that 56% of employees hired within the private sector in Sweden are working within 
family owned businesses (NUTEK, 2004:6). Family businesses are separated from non-
family businesses in two ways (Barnett & Kellermanns, 2006, p.839). First in terms of 
familiness (Habbershon, Williams & MacMillan, 2003, p.452) and secondly in terms of 
family involvement and influence, which includes power, experience, and culture 
(Astrachan, Klein & Smyrnios, 2002, p.47). Generally, family businesses are often 
more flexible and complex, as a result of their flat structure, small management teams 
and small size (Mandl, 2008, p.66). 
 
The research area of family business has for 25 years been studied and reviewed in the 
journal Family Business Review, but it is only recently that the subject has emerged as a 
significant field of study among scholars (Litz, Pearson & Litchfield, 2012; Chrisman, 
Kellermanns, Chan & Liano, 2010; Sharma, 2004). Previous studies on family 
businesses have researched the entrepreneurial spirit (Kellermanns & Eddleston, 2006), 
values in growing family businesses from the perspective of the owners (Blombäck, 
Brunninge & Melander, 2011) and how non-family members identify with the 
organization (Carmon, Miller, Raile & Roers, 2010). However, in general, little 
attention has been given to the perspective of non-family employees (Mitchell, Morse & 
Sharma, 2003, p.534) despite the fact that this important stakeholder group constitutes 
approximately 80% of family business members (Deloitte & Touche, 1999, cited in 
Mitchell et al., 2003, p.535). It can be seen from previous research that management 
studies have not paid sufficient attention to family businesses (Barnett & Kellermanns, 
2006, p.837), especially when it comes to organizational culture in family businesses 
(Fletcher, Melin & Gimeno, 2012, p.128). Moreover, Barnett & Kellermanns (2006) 
mention that empirical research on non-family workers’ opinions on the family business 
are still to be considered as scarce (p.850). In an article on cultural divergence in family 
businesses Bjursell (2011) suggests future research to study cultural value systems in 
relation to non-family members (p.75). Sharma (2004), further, acknowledges a gap 
regarding studies at the organizational level, and suggests future research to study how 
the organizational culture is communicated in family businesses (p.22).  
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The organizational culture affects a company’s workforce as well as its performance 
through its influence on the organization’s overall strategies (Marcoulides & Heck, 
1993, p.211). The culture within a company can provide a sustainable competitive 
advantage if it offers value, is unique, and cannot easily be imitated by competitors 
(Barney, 1986, p.663). Culture can, thus, be considered as the organizational glue that 
holds all parts of the organization together (Siehl & Martin, 1981; Tichy, 1982, all cited 
in Smircich, 1983, p.344). Values are an important aspect of the organizational culture 
because if all members of an organization share them they can generate higher levels of 
motivation and satisfaction as well as improved communication and coordination (Van 
den Steen, 2010, p.1718). However, if employees fail to interpret the company’s values 
as intended by management it can lead to decreased working moral and overall 
dissatisfaction (Edmondson & Cha, 2002, p.19). Interpretation of culture and values are 
connected to behavior, perceptions and emotions that individuals face every day 
(Schein, 1990, p.111). There have been many studies performed on organizational 
values as part of the organizational culture, for example how it can benefit mergers and 
acquisitions (Schraeder & Self, 2003; Chen & Nguyen, 2010), and provide a basis for 
sustainable change (Schneider, Brief & Guzzo, 1996). Fletcher, Melin & Gimeno 
(2012) mentioned that research is scarce considering culture and family firms, as only 
47 articles were written between 1988 and 2010 (p.127).  
 
When companies expand, both in terms of numbers of employees as well as 
geographically, the need for common guidelines within the organization increases. 
Geographical expansion raises the need for common values that holds together the 
company's direction, ambition and action throughout the dispersed organization. 
(Cordial, 2005, pp.30-31) This is confirmed by Scott (1997), who states that in 
geographically dispersed organizations it is especially important that employees identify 
with the company (p.493). Geographically dispersed organizations are becoming 
increasingly common as a result of, above all, new technology facilitating the work 
across geographical distances (Hinds & Mortensen, 2005, p.290; Jasswalla & Sashittal, 
1999). Research on geographically dispersed organizations have so far mainly focused 
on work across national boundaries (Ali-Yrkkö, Pajarinen, Rouvinen & Ylä-Anttila, 
2007; Gallo & Sveen, 1991), on how to facilitate communication and knowledge-
sharing (Boh, Ren, Kiesler & Bussjaeger, 2007; Zahra, Neubaum, & Larrañeta, 2007), 
and how to solve conflicts (Hinds & Kiesler, 2002; Hinds & Mortensen, 2005; 
Mortensen & Hinds, 2001). However, literature published by Hinds & Kiesler (2002) 
and Armstrong & Cole (2002) show that members of geographically distributed work 
groups experience other difficulties than ordinary employees. For example, it is more 
common to face misunderstandings in communication as well as being involved in 
conflicts as the distance between employees grows (Armstrong & Cole, 2002, p.168). 
According to Allen & Henn (2007) employees who are working in locations outside of 
headquarters (HQ) are less influenced by the organizational culture and at the same time 
have less opportunity to influence it (Allen & Henn, 2007). One reason for this can be 
lack of informal communication with other organizational members, which is a main 
source for the development of the united organizational culture. Researchers also 
acknowledged that the organizational culture is often weaker in a geographically 
dispersed business as a result of lack of informal communication. (Nahavandi & 
Malekzadeh, 1993, p.21)  
 
Informal communication enables the owners of an organization to communicate their 
values to all employees (Witt, 1998, p.167) and, thus, influences the organizational 
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culture (Sharma, 2004, p.11). In family businesses, the values of the family to a large 
extent constitute the organizational values, which can be difficult to communicate to 
non-family members as family businesses rely on informal communication to a large 
extent (Barnett & Kellermanns, 2006, p.850). Failure by employees to correctly 
interpret the organizational values can be damaging to any organization. The reliance on 
informal communication channels in family businesses as well as in geographically 
dispersed organizations further increases the risk of misinterpretation. 

1.2 Research Question 

The research gap found from previous studies has been narrowed down to a single 
research question that will be answered through this thesis; How do non-family 
employees in geographically dispersed family businesses interpret the organizational 
values? 

1.3 Purpose 

The main purpose of this thesis is to describe how the employees of a geographically 
dispersed family business interpret the organizational values and, furthermore, to what 
extent the geographical distance affects their interpretation. The research will provide 
further understanding of the organizational culture in family businesses, and the relation 
between a family business and its non-family employees. The research will benefit 
actors with an academic as well as professional interest in geographically dispersed 
family businesses, by providing additional knowledge through a real life example. 

1.4 Delimitations  

Delimitations are the active choices by the researchers to narrow the scope of the study 
(Rudestam & Newton, 2007, p.105). Culture is a broad subject consisting of a range of 
aspects, which makes it necessary to delimit. For the purpose of this thesis the focus 
concerning organizational culture will be the values of the organization. Moreover, the 
research has been delimited to one region within a country; as a result the cultural 
aspect concentrates on the organizational culture rather than national culture as would 
have been required if exploring international family businesses. Another delimitation 
necessary to highlight for the purpose of this thesis, is that the chosen focus is on the 
issue of regional dispersion within family businesses, rather than the analysis of the 
diverse industries. The geographical scope makes it easier for others to benefit from this 
study, because it is difficult to find an organization that conducts business in the exact 
same industries. Furthermore, we have chosen to delimit this study to family firms, and 
not focus on any other types of businesses. However, when other types of businesses are 
mentioned, it is in order to compare and explain how family businesses differ from 
these.  

1.5 Description of Relevant Concepts  

Many of the main concepts used in this thesis have various definitions, which may or 
may not be contradictory. Here follows the definitions we have chosen to use, for the 
purpose of this thesis. 
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Family business: “The family business is a business governed and/or managed with the 
intention to shape and pursue the vision of the business held by a dominant coalition 
controlled by members of the same family or a small number of families in a manner 
that is potentially sustainable across generations of the family or families.” (Chua, 
Chrisman & Sharma, 1999, p.25) In this thesis family business may also be referred to 
as family organization or family firm.  
 
Geographically dispersed organization: In this thesis we use this definition when 
talking about a family business that is placed in several cities of two counties within the 
same region, not over national boundaries. In this thesis it may also be referred to as 
geographically distributed organizations.  
 
Non-family employee: Will also be referred to as agent and steward in parts of the 
theoretical framework, as well as interviewee and respondent in the empirical chapter.  
 
Organizational culture: ”Organizational culture is the set of values, norms, guiding 
beliefs and understandings that is shared by members of an organization and is taught to 
new members” (Daft, Murphy & Willmott, 2010, p.399).  
 
Owner: Will also be referred to as principal in parts of the theoretical framework. 
 
Values: In this thesis values will be described through values as part of the 
organizational culture. Williams (2002) defined organizational values as “collective 
beliefs about what the entire enterprise stands for, takes pride in, and holds of intrinsic 
worth” (cited in Herbst & Houmanfar, 2009, p.50).  
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1.6 Disposition of Thesis 

Our thesis consists of seven chapters that are divided in accordance to figure 1 seen 
below. The study follows a chronological pattern and is categorized as introduction, 
scientific method, theoretical framework, practical method, empirical data, analysis and, 
finally, our conclusions of the findings from the study.  
 

 
Figure 1. Disposition of Thesis. Inspired by; Lindqvist & Olofsson, 2012, p.6. 

 
 

Introduction 

• In this first chapter the background information was provided to the reader in order to 
make it possible to understand the research gap found. A research question was 
constructed and the overall purpose with the study was presented.  

Scientific 
Method 

• In the second chapter we present our methodological standpoints and explain how these 
scientific choices affects our study.  

Theoretical 
Framework 

• In the third chapter we present a deeper theoretical framework regarding organizational 
structure, organizational values and communication, family business, interpretation as 
well as the relation between the business owner and the employees. 

Practical 
Method 

• In the fourth chapter the practical issues realized are presented and the methods used for 
collecting as well as analyzing the data is revealed.  

Empirical 
data 

• In the fifth chapter the organizational history as well as the empirical data that we 
collected from our study is presented. 

Analysis 

• In the second to last chapter the theoretical framework and the empirical findings will be 
interlinked and discussed in order to describe the situation. The categories used are; 
organizational structure, organizational culture and values, and the relation between the 
organization and its employees.  

Conclusions 

• In the last chapter we present our conclusions and suggest topics for further research from 
the analysis and discussions made in the previous chapter. This chapter moreover contains 
reccomendations for Family Business X, as well as quality criteras and limitations for the 
thesis.  
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2. Scientific Method 
This chapter will provide the reader with our choice of topic, preconceptions and 
scientific view, which forms the basis of the following choices. All the chosen 
methodological standpoints and methods have been considered in order to be in line 
with the main purpose, and to facilitate analysis and replication in the future. The 
chapter closes with discussion and criticism of the chosen literature. 
 

2.1 Choice of Topic and Our Pre-Conceptions 

We have studied four years at Umeå University, during which time numerous types of 
organizations have been studied. However, family business has rarely been recognized 
even though it is a common type of business in the Swedish society. Furthermore, both 
of us have grown up with parents working in family businesses or being self-employed. 
For these reasons it was an interesting perspective, which we wish to learn more about. 
Previous employments and exchange semesters have introduced us to differences of 
national cultures, and we now wish to extend our knowledge to the culture within an 
organization. Previous work experiences have exposed us to different business cultures 
that have been communicated both implicitly and explicitly, which has left us with a 
partial understanding of organizational values in a practical manner. However, while 
working with this thesis we hope to gain more theoretical knowledge about these 
values. Lastly, the choice of geographical area to focus on was a natural choice; because 
both of us are born and raised in the northern part of Sweden and we are glad to conduct 
research that focuses on a family business in this region. This particular family business 
will be further described in section 4.2.  

2.2 Methodological Assumptions 

Practical choices made throughout the work with this thesis, as well as the interpretation 
of the results generated, are influenced by the research philosophy that we have adopted 
(Saunders, Lewis & Thornhill, 2009, p.108). From an epistemological point of view, an 
interpretive stance was adopted in order to enable the achievement of the purpose and 
answer the research question How do non-family employees in geographically dispersed 
family businesses interpret the organizational values? The interpretive approach allows 
for the interpretation of the complex nature of people without making generalizations 
across populations (Bryman & Bell, 2011, pp.16-19). During the data collection phase it 
will be necessary to aim at understanding the participants’ meanings of different 
concepts, such as organizational values. The information gathered cannot be interpreted 
as an exact explanation of the truth, but may, nevertheless, provide an understanding of 
the organizational values from the employees’ point of view. With this being said, we 
do not find it suitable to take a positivistic stance, which highlights that theories are 
used to generate hypotheses that can be tested and/or can provide a basis for laws to be 
established. In this study, we do not make a difference between theory and research in 
order to test the accuracy. Instead theory and research are used as complements in order 
to find and analyze the observations from human interactions. Moreover, the positivistic 
stance is appropriate when studying a natural science phenomenon, but since this thesis 
has a social science focus where social phenomena are to be analyzed, the positivistic 
stance is inappropriate. (Bryman, 2008, pp.13-14) 
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Our ontological approach is constructionism, as we regard reality as constantly 
changing, requiring the actors within it to be active in its construction (Bryman & Bell, 
2011, pp.21-22). In our thesis this is visible as the employees participate actively in the 
construction of the organizational values, when working in the organization. 
Furthermore, interaction among the social actors helps to understand the meanings of 
the social world. (Bryman & Bell, 2011, pp.21-22) Our view of this company being 
studied is, moreover, influenced by one of the authors being a member of the family 
owning the business. This has resulted in that the authors already possess some 
knowledge about the organization. We regard organizational culture as something that 
is continuously developing in the interactions among the people within the organization, 
and the gathering of empirical material will, thus, aid the understanding of the actors’ 
social reality. Furthermore, we agree with the constructionist viewpoint that 
organizational culture consists of the meaning the social actors attach to social 
interactions as well as physical factors of their environment (Saunders et al., 2009, 
p.111). According to Bryman (2008) objectivism is the opposing ontological stance in 
comparison to constructionism (p.19). Objectivists believe that social phenomenon and 
their underlying meanings exist independently from social actors. However, this is not 
how we view the construction of society. In our opinion, the organizational culture is 
not to be interpreted as something that can be considered as a constraining force, but 
should rather be viewed as something that is continuously developing and influencing 
the organization through human interactions. (Bryman, 2008, pp.19-20)  

2.3 Choice of Method 

Extending what previously has been stated in this chapter, we believe that qualitative 
research is the most suitable for our study, as it emphasizes the interpretation of the 
social world, and the world as constantly shifting as a result of human interactions 
(Bryman & Bell, 2011, p.27). A quantitative research, on the other hand, would have 
led us into testing hypotheses through for example cross-sectional design or a social 
survey research (Bryman, 2008, p.141). However, it would be hard to develop new 
knowledge for our research gap through this method, when there are no indicators that 
might have been explored and pinpointed by previous researchers within this field. 
When looking deeper into the choice of method, Myers (2009) explained that qualitative 
research methods were first developed to enable researchers to study social and cultural 
phenomenon in social science contexts, and have later on become popular to use when 
studying for example cultural aspects of people and organizations. The author continues 
by explaining that a qualitative study is to be preferred if the researcher wants to study a 
particular issue in depth where information and knowledge can be extended. (Myers, 
2008, pp.8-9) This relates back to the problem background where previous research and 
future opportunities were discussed as well as the fact that we are studying a cultural 
aspect of an organization. Again, if a quantitative research approach had been used, it 
would have been difficult to achieve our purpose to gain in-depth understanding of the 
current situation. Quantitative research would set out to explain cause and effect and the 
reason why things look a certain way in an organization (Bryman, 2008, p.156), which 
makes it unsuitable for our study, as we want to describe non-family employees’ 
interpretations. Moreover, qualitative research is used in order to understand people's 
behavior, and also to understand the social context in the world we live in. According to 
Myers (2009), in qualitative studies it is highly relevant to talk to people in order to 
understand their behavior, as it is hard to carry out a qualitative study by only observing 
the participants actions. (p.5) This study requires involvement with the people in 
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question and, therefore, a qualitative study is most suitable. Gathering qualitative data 
from employees in their natural setting provides us with a better understanding of the 
real-life situation of their work place. Furthermore, this may reveal more complex 
information enhancing the understanding of the meaning the respondents place on the 
organizational values. (Miles & Huberman, 1994, p.10) This thesis deals with 
interpretations of values, which are difficult to identify and to characterize prior to 
gathering empirical data. They are most suitably presented qualitatively in terms of 
words. (Merriam, 1988, p.7) 
 
How researchers use theories in their research can be explained through inductive and 
deductive theory. Deductive theory has it foundation in existing knowledge, from which 
hypotheses are drawn and tested, in order to be either confirmed or rejected. Inductive 
theory, on the other hand, takes it departure in empirical data from which theory can be 
developed. (Bryman & Bell, 2011, pp.11-13) This research consists of elements of both 
inductive and deductive, thus, it has an abductive approach (Dubois & Gadde, 2002, 
p.559). The inductive stance in this thesis can first be seen in the research question 
where we have chosen to use a research question that addresses how the subject is to be 
explored within this rather unexplored area (Edmondson & Mc-Manus, 2007, cited in 
Eisenhardt & Graebner, 2007, p.27). The choice of method can further be explained by 
reconnecting back to the purpose, which is to understand more about the organizational 
culture without aiming at generalizing the results, which also is typical for inductive. 
The results may, nevertheless, be useful to organizations similar to this case. On the 
other hand, this study starts with the gathering of theories, which is later used as a data 
collection instrument, which is typical of deductive theory. (Bryman & Bell, 2011, 
pp.11-13) Furthermore, Dubois & Gadde (2002) explain that abductive studies are 
based on existing theories and the purpose is to extend these rather than creating new 
ones (p.559). In this thesis, this is exactly what we aim to do, by describing the situation 
among non-family employees working in family businesses. The abductive approach 
allows us to move back and forth between theory and empirical data, further increasing 
the understanding of both. Moreover, this approach enables us to develop the direction 
of theories based on the results from the empirical data. We consider that an abductive 
theory to be appropriate, because theories aid our understanding of the empirical data in 
the same way that the empirical data aids our understanding of the theoretical 
framework. (Dubois & Gadde, 2002, p.555)  

2.4 Literature Search 

The purpose of the literature review was to receive a basic understanding of the subjects 
family business, organizational values and geographically dispersed organizations, as 
well as relevant theories and models in connection to these. As a result of this narrative 
approach there was a broad scope, which is most suitable for qualitative studies such as 
this thesis (Bryman & Bell, 2011, p.101). 
 
When reviewing existing literature we have used Google Scholar, which gave us the 
opportunity to find scientifically published journals, e.g. Journal of Family Business 
Strategy and the Journal of Family Business Review. In this process we have also used 
Business Source Premier, one of the university databases, to further develop our 
understanding and find suitable theories and previous research for this thesis. Besides 
scientific articles, we have also screened through DiVA (Digitala Vetenskapliga 
Arkivet), a Swedish electronic database for research publications and theses. The first 
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articles, books and theses were found by using keywords such as organizational values, 
corporate values, internal values, family businesses, family firms, geographically 
distributed, geographically dispersed, organizational structure, communication and 
interpretation, either separately or in combinations. Through these keywords we found 
material that frequently appeared in previous research within the field. This material 
was carefully reviewed in order to extend the search for our thesis. These keywords also 
lead us to books written by reliable authors in the field of study. These books were used 
to deepen the understanding of what was mentioned in the academic articles, as well as 
helped us in the process of describing models for the theoretical framework. Moreover, 
we also used books from previous university courses, as well as material found in the 
thesis writing manual. 
 
From the literature review on the, for our purpose, relevant subjects we have selected 
what we believe are appropriate theories in order to further develop the understanding 
of how non-family employees in geographically dispersed family businesses interpret 
the organizational values. As mentioned previously, the research within family business 
is scarce and we, therefore, decided to modify some of the models that previously have 
been used in research, in order to fit our thesis. The modified models are; the cultural 
web, person-organization fit. How these models have been chosen, modified, and are to 
be applied will be presented in the theoretical chapter under each section respectively. 

2.5 Critique of Sources 

The most used sources in this thesis are published books and peer reviewed and often 
cited scientific articles. This is a receipt of high credibility (Bryman & Bell, 2011, 
p.105) and helps strengthen our arguments. As far as possible we have tried to use the 
most recent sources of information, however, the aim has also been to use the original 
source of a theory and, thus, compromises were necessary in which cases the original 
source was chosen despite its age (ex. Jensen & Meckling, 1976; Eisenhardt, 1989). 
Furthermore, the objective was to always use primary sources, nonetheless, when we 
were unable to access these, secondary referencing was used as the second-best 
alternative. Nevertheless, we are aware that there is risk that secondary references might 
have been wrongly quoted in later works. Even though others have frequently cited 
books and articles, we have been critical to these studies because frequent application of 
theories and models does not per se imply high quality. In addition, there are often 
formulated benefits and drawbacks with applying these models, which have been 
helpful for us when applying them in our thesis. When we have used studies published 
by companies we have been extra critical to the material, but reached the conclusion 
that it was reliable. Because these organizations (i.e. NUTEK, Ernst & Young and 
Cordial) have conducted studies by own initiative, we acknowledge that the published 
documents may be influenced by their way of gathering, writing and interpreting the 
information. From these company published documents regarding values we have used 
the parts that are applicable to our study, and gives the reader important information in 
order to understand how non-family employees in geographically dispersed family 
businesses interpret the organizational values. When using these published documents 
we have always made sure to reveal the company name so that the reader know what 
organization stands behind the original information.  
 



Degree Project 30hp  Malin Becker 
Spring 2013  Lisa Öhlund 
 

10	  

3. Theoretical Framework 
In this theoretical chapter the reader will be guided through existing theories that 
discusses our field of study. The theories chosen all contribute to the end result of this 
thesis; however, they will be used differently in order to understand the surrounding 
context of non-family employees’ interpretations in a geographically dispersed family 
business. The chapter ends with a figure of the concepts and theories, and how these 
are connected and constitute the theoretical framework of this thesis. 
 

3.1 Informal and Formal Organization 

There is one commonality across all organizations – the hierarchy. Regardless of the 
nature or the context that the organization appears in all organizations have a 
hierarchical system. Hierarchies may take on various forms, either formal or informal, 
but never fade away. (Burke, 2004, p.5) All organizations also consist of both formal 
and informal elements. These elements can be described through an iceberg metaphor, 
where there are overt and covert parts of the organization that appear differently to the 
human mind. (French & Bell, 1990, cited in Senior & Swailes, 2010, p.128) What the 
human mind can see is one thing, what is hidden below the surface is another. It is 
important for companies to consider both parts and not miss out on what cannot to be 
seen by others, because the informal systems are the greater part of the organization. 
(Senior & Swailes, 2010, p.128) 

 
Figure 2. Iceberg Metaphor. Source: Senior & Swailes, 2010, p.128. 

 
As can be seen from figure 2, the formal organization includes goals, strategy, structure, 
systems and procedures, products and services, financial resources as well as 
management - all these can be seen and analyzed by external persons. The informal 
organization, on the other hand, consists of values, attitudes, beliefs, leadership style 
and behavior, organizational culture and norms of behavior, power, politics and 
conflicts as well as informal groupings, which cannot be understood without deeper 
analysis. (Senior & Swailes, 2010, p.128) Adapting both the formal and informal 
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organization is a way to ensure that the company and its strategy are aligned (Chandler, 
1962, cited in Gulati & Puranam, 2009, p.422), and can be a result of changes in the 
company’s environment (Nickerson & Zenger, 2002, p.547).  
 
Previous research shows that it is a relatively short process to change the formal 
organization, whereas the informal organization often is lagging in the adjustment 
process (Nickerson & Zenger, 2002, p.551). Even though the formal and informal 
organization differs from one another, they are at the same time interlinked because the 
“formal organization affects informal organization via its effects on who interacts with 
whom” (Gulati & Puranam, 2009, p.427). Despite the lags and limits of adjusting the 
informal organization into the new formal organization, there is a need for consistency 
between the two. There is a risk that the informal organization that is lagging hinders 
the formal organization in achieving its new goals, because the employees may not yet 
have adapted to the new structure (Gulati & Puranam, 2009, pp.427-428). It is easy to 
see that organizations differ from one another in terms of formality, but it is harder to 
realize what impact the formality may impose on the employees in the organization 
(Schein, 1990, p.112). In line with the purpose of this study, focus will be on the 
organizational culture and values, which are connected to the informal organization as 
shown in figure 2.  

3.2 Organizational Structure 

The purpose of this thesis is to understand how organizational values are interpreted, 
but because values are transferred through organizations, we believe that one must first 
understand the organizational structure. There are different types of organizational 
structures. Daft et al. (2010) mention different groupings that are common; functional 
grouping, divisional grouping, geographical grouping, horizontal grouping, virtual 
network grouping as well as the multifocused grouping. (p.106; p.113) The functional 
structure is most appropriate if the organization is divided from bottom-to-top in 
relation to the common functions, such as marketing and manufacturing etc. When 
organizations have a divisional structure their business is structured in groups, where for 
example individual products or strategic business units are in focus. It is common that 
an organization uses this type of structure when wanting to coordinate the functional 
departments. Another grouping is the geographical structure, which organizations use 
when they want to structure themselves in order to be able to meet the different 
preferences of users or customers in different regions (Daft et al., 2010, pp.107-113). 
The horizontal grouping means that employees from different functional departments 
are brought together in teams to work with a core process, such as for example market 
analysis. The most recent approach to organizational grouping is the virtual network 
grouping in which the company has most of its processes outsourced, and control and 
coordinate them from headquarters (Daft et al., 2010, p.122) Lastly, organizations can 
be structured a multifocused groupings, which are also called hybrid structured 
organizations. The organizations with this structure are often used in uncertain 
environments, where the organization needs to combine different structures in order to 
be as competitive as possible. (Daft et al., 2010, pp.105-107) By combining the 
organizational structures that best suits their strategy the organization may benefit from 
the advantages of both structures, while at the same time avoid the disadvantages of the 
individual structures (Daft et al., 2010, p.125). 
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3.2.1 Geographical Distance 

Geographical distance is one of the increasingly common types of organizational 
structures (Jasswalla & Sashittal, 1999). The aim of this study is to see whether the 
distance between the different office sites and family headquarters affects the 
interpretation of values. It is, thus, important to understand how geographical distance 
affects an organization and its members. Due to the high level of globalization today the 
world seems like a smaller place even though we know it is clearly not. Sorenson & 
Baum (2003) mention that the feeling may arise due to the fact that “transportation costs 
continue to fall as planes, trains and automobiles enable efficient transit between most 
locations (...) and unlimited information flow around the planet; and the world’s major 
corporations operate increasingly on a global scale” (p.1). Therefore, it is not 
uncommon that people ask themselves if distance between locations still matters. 
Several previous studies on geographical distance have focused on employees being 
situated in different countries, making them virtual teams, as well as the communication 
problems that may arise as a result (Cramton, 2001, pp.363-364). However, Armstrong 
& Cole (2002) found that members “of the same group treated each other as if they 
were members of different groups, with colleagues at one office site described as us and 
group member at different sites labeled them” (p.169), thus, it is clear that employees do 
not have to be located in different countries for conflicts to emerge. Therefore, when 
companies expand, both in terms of numbers of employees as well as geographically, 
the need for common guidelines increases. Geographical expansion raises the need for 
common values that holds together the company's direction, ambition and action 
throughout the dispersed organization. (Cordial, 2005, pp.30-31) 
 
Geographical dispersion within organizations is related to structuring an organization 
into different regional locations and specific service areas (Scott, 1997, p.497). 
However, the geographical structure of the organization differs among all companies in 
the way that they adapt to their specific national and regional conditions, no matter if 
being nationally or regionally dispersed. Daft et al. (2010) further state that the 
employees within an organization with a geographical structure are more likely to 
identify themselves with regional goals in comparison to the organizational vision. 
(Daft et al., 2010, p.113) Moreover, identification with the company is more common in 
family firms as a result of lower levels of bureaucracy and closeness to top management 
(Kets de Vries, 1993, p.62). 
 
Armstrong & Cole (2002) conducted a study of a company where they were able to 
examine both the differences in national culture as well as office site culture, indicating 
that perhaps the problems are similar regardless of type of culture discussed. It was also 
concluded “in many cases, the larger organizational context was a determining factor in 
the effectiveness of the distributed group”. (Armstrong & Cole, 2002, pp.175-176) 
Additionally, one of the factors contributing to bridging geographical distance is for the 
organization to have a clear mission. Although, the researchers acknowledge shared 
goals and values as an important aspect for a united and coherent organizational culture, 
it is not necessarily significant for, and limited to, geographically distant groups. 
(Armstrong & Cole, 2002, pp.183-184) Polzer, Crisp, Jarvenpaa and Kim (2006) extend 
this perspective by suggesting that managers should work toward making employees 
identify with the company as a whole, rather than the subgroups on different locations 
because a collective identity may compensate for the geographical distance. On the 
other hand, the study showed that when the employees on the different locations were of 
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the same nationality there was more conflict and less trust between them. (Polzer et al., 
2006, pp.688-689) Armstrong & Cole (2002) found that employees experience a feeling 
of closeness through for example having similar work goals and the motivation to work 
for these, as well as shared norms. Mutual understandings and expectations create a 
group identity, which in turn forms the organizational culture, regardless of the location 
of office sites. (Armstrong & Cole, 2002, pp.173-174) On the other hand, Scott (1997) 
gives an opposite recommendation to the changing business environment by mentioning 
that decentralization is an option. Companies may use teams to a larger extent as well as 
building interorganizational relationships within the existing organization. If this is 
done, there is an opportunity of opening up business offices in geographically dispersed 
locations in order to provide better customer service and contact. These solutions may 
shift the employee’s focus from the larger organization into the local departments in the 
different locations. (Scott, 1997, pp.491-492)  

3.2.2 Family Business 

Because family businesses is the context in which this research takes its departure, it is 
necessary to define this type of business; their structure and what distinguishes these 
type of businesses from other types of organizations. As previously mentioned, 
researchers have during a long period of time tried to define what family businesses are 
(e.g. Astrachan & Shanker, 2003; Astrachan, Klein & Smyrnios, 2002; Westhead & 
Cowling, 1998, all cited in Duh, Belak & Milfelner, 2010, p.478). The definitions range 
from focusing on the existence of family members in the company, to the ownership 
and management of family members, to the succession of generations within the same 
family (Chua et al., 1999, p.19). However, none of these definitions have been 
universally accepted since all family businesses are different from one another in 
numerous ways; among others structure-wise and where they are placed in the business 
life-cycle (Gersick et al., 1997, p.60). The structure of family businesses is to some 
extent influenced by the same factors as other types of companies, e.g. company 
mission. Additionally, family values and company history influences the structure of 
family firms. (Harris, Martinez & Ward, 1994; Ward, 1987; Ward 1991, all cited in 
Gersick et al., 1997, p.127) The structure of family businesses is not static, rather it 
develops according to the life cycle of the company, by moving from informal 
structures to more functional and lastly divisional and well-established structures 
(Gersick et al., 1997, p.108; p.114; p.122). The family business life cycle will be further 
discussed later in this section.  
 
Two important groupings of factors that separate family businesses from non-family 
businesses have been identified (Barnett & Kellermanns, 2006, p.839). The first 
difference highlights that what makes family businesses unique is their familiness 
(Habbershon, Williams & MacMillan, 2003, p.452). The second way to distinguish the 
two types of businesses is concerned with the family involvement and influence on the 
company and its partners, which includes power, experience, and culture (Astrachan et 
al., 2002, p.47). Family businesses are often flexible as a result of their flat structure, 
small management teams and small size (Mandl, 2008, p.66). 
 
Kets de Vries (1996) stated that the overall family spirit guides the attitudes, norms and 
organizational values within a family owned business, whereas the values that the 
owner family possesses create a framework for helping employees to identify and feel 
committed to the family business. The author continues by saying that well-organized 
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and successful family firms often succeed in bringing the non-family employees into the 
familiness in the organization and, furthermore, also create a more familiar atmosphere 
in comparison to publicly held organizations. (Kets de Vries, 1996, p.17) There are 
advantages as well as disadvantages with family businesses in general. Some of the 
advantages are the long-term orientation as well as family culture as a source of pride 
and knowledge of the business. The disadvantages, on the other hand, includes that 
family businesses are confusing organizations with messy structures, and that these 
types of businesses often face a resistance to change. (Kets de Vries, 1996, p.23)   
 
As mentioned earlier, it is common to divide family firms and non-family firms. As a 
result, it is also important to understand how the life cycle of the family firm works, as 
it is not the same as for non-family firms. Within the family firm it is mainly three 
different things that decide where in the life cycle the firm is located at a specific point 
in time, namely ownership, family and business (Gersick et al., 1997, pp.17-19), which 
can be seen in figure 3. The purpose behind the model is to make it possible to 
recognize each of the current stages, and the combination of stages, with regards to 
family, ownership and business in order to analyze the dynamics and structure of any 
family business. (Gersick et al., 1997, pp.23-24) 

 
Figure 3. The Three-Dimensional Developmental Model. Source: Gersick et al., 1997, 

p.17. 
 
The ownership axis, which consists of controlling owner, sibling partnership and cousin 
consortium, facilitates the work for professionals within this this type of businesses 
when distinguishing between different owner structures. Furthermore, the ownership 
axis also helps the family in the process of understanding how their current ownership 
affects the other parts of the organization. Next in line is the family axis, which consists 
of the steps young business family, entering the business, working together and passing 
the baton. It captures the structural and interpersonal development of the family, 
through issues like “marriage, parenthood, adult sibling relations, in-laws, 
communication patterns and family roles”. (Gersick et al., 1997, pp.18-19) Lastly, the 
business axis, which consists of start-up, expansion/formalization and maturity, shows 
powerful but hidden impacts on decisions, such as sales of family shares to outsiders or 
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the succession of family leadership. Common models of the general business life cycle 
generally make too fine distinctions between the stages in the business structure and 
development. However, similar limitations have been acknowledged with regard to this 
model as it allows family businesses to be categorized into types. Too much focus on 
categorization can lead to oversimplification. It can be harmful to family businesses as 
distinctions between the different stages are often blurred. The authors mention that 
there are many hybrid situations, and it is, therefore, hard to predict when a family 
business will be found in each of stages respectively. (Gersick et al., 1997, pp.23-24) 
We believe that the criticism from the original authors strengthens the reliability, since 
they have chosen to explain the drawbacks and not hide what is underneath the surface. 
Even though Gersick et al. (1997) have criticized the model themselves, we believe that 
the model is applicable and partly fulfills the aim of this thesis. This model will be used 
to understand the background history of the family business later on in our empirical 
section. It will aid our understanding of where the actual values come from, and where 
in the process the family business stands today. When we use this model, we interpret 
the family business lifecycle as a process of constant change, rather than a fixed 
position. Instead of focusing on a specific location, we intend to see if the life cycle 
affects the communication and, thereby, the interpretation of the values among non-
family employees. 

3.3 Organizational Culture & Values 

Organizational values are the main topic of this thesis and will be discussed from the 
wider perspective of culture to start with, but also adapted to a family business 
perspective later on. Schein (2009) mentions that in order for an organization to handle 
its culture management must understand what culture is and also the content of 
organizational culture. It can be dangerous to oversimplify the concept of dealing with 
culture. Managers sometimes fail to manage the organizational culture because of the 
illusion that “one is managing culture when one is, in fact, managing only manifestation 
of culture and, therefore, not achieving one’s change goals”. (Schein, 2009, p.1) The 
meaning of culture is widely researched and numerous definitions of culture exist. The 
definition used in this thesis is the one specifically related to the organizational culture, 
which states that culture includes the shared values, norms, beliefs and understandings 
(Daft et al., 2010, p.399). However, as was explained in the introductory chapter, this 
research has been delimited and focus will, thus, be on culture with regard to 
organizational values within a family business.  
 
In today’s organizations, and specifically family businesses, formal structures are less 
effective control measures whereas values are becoming increasingly important 
(Alvesson, 2002, p.14). Scott, Jaffe, Tobe, and Gerould (1993) believe that values can 
be seen as the essence of an organization’s underlying attitudes that helps the 
organization to reach their goals. They are central to the organizational culture and 
guide and direct the employees’ behavior. (Scott et al., 1993, p.19) Core values can 
guide the strategic direction in decision making processes and are, thus, valuable to all 
organizations (Fletcher et al., 2012, p.127). According to Daft et al. (2010) the 
organizational culture is strong and cohesive if the employees agree upon the 
importance of the existing values within the organization, but weak if the employees do 
not agree (p.412). Chatman & Cha (2003) somewhat deviate from this by claiming that 
a strong business culture often results in employees adapting their own personal values 
to be in line with the overall business values (p.21). Employees who are satisfied with 
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their work can be as much as twice as productive and innovative as their dissatisfied 
colleagues. This is because they understand the meaning and purpose of what they are 
doing and their personal values are in line with those of the organization. (Philipson, 
2004, pp.34-35) In our key concepts, in section 1.5, Williams (2002) defined values, as 
the common beliefs of the organizational members in regards to what the organization 
stands for and consider important. This is also how we have decided to interpret values 
throughout this study.  
 
There are two types of values that can be implemented and carried out through the 
internal business culture; formal and informal values (Cordial, 2005, p.26). We connect 
these values to the Iceberg Metaphor (figure 2) where they were grouped together as 
one. Formal values are the ones that the management states as important and those that 
employees should strive to reach through their actions at the workplace. On the other 
hand, the informal values are the ones that exist independently of managers’ active 
involvement. The informal values will always exist within the organization, no matter if 
the organization has formulated formal values or not. (Cordial, 2005, p.26) The Cordial 
study (2005) highlights that it is common that employees, working together within an 
organization, construct their own informal values over time. One might think that this is 
dangerous for the organization to let the employees construct their own values; 
however, as long as the informal values are in line with the formally constructed values 
it is not harmful having both types of values within the organization. It is only when the 
values differ, that management has to act in order bring the values together. (Cordial, 
2005, p.27) Differences in interpretations of values will further be discussed through 
introducing and explaining theoretical models in section 3.2.4.  
 
In the study by Collin & Porras (1998) they concluded that it is not easy to identify a 
company’s values, but it is important that it is done if the values are to fulfill the 
purpose of guiding the organization towards its mission (cited in Arvidsson, Fransson & 
Lundgren, 2010, p.6). The employees’ values will be influenced by the values of the 
different organizational levels, such as parent company, subsidiary and business unit, 
but are also affected by aspects outside of the workplace (van Riel & Balmer, 1997, 
p.344). Moreover, in order to achieve a coherent set of values organizations must find a 
way to align the individual values of all organizational members and incorporate these 
to the organizational culture (Baumüller, 2007, pp.259-260). This is also known as 
value congruence (Herbst & Houmanfar, 2009, p.51). Chatman (1989) confirms that 
employees more often constructively contribute to their workplace when they share the 
same organizational values (p.343). 
 
Previous research has found three categories in how organizations use and implement 
values. One of these categories consists of organizations that have worked with values 
from the start, through a top-down process where the management/owners have decided 
what the organizational values are. (Cordial, 2005, p.6) The formal values have been 
interpreted and transferred among the employees in order to create a strong 
organizational culture. In organizations that use this method it is common that the 
employees feel that the values have always been there, and were influenced by the 
founder. (Cordial, 2005, pp.18-25) The second category handles a bottom-up process, 
where the employees are more involved in establishing the organizational values, by 
letting them identify what the company stands for and what values should be transferred 
to others. Lastly, there is a mixture between the two prior ways of establishing 
organizational values. This method counts as the third category, where the 
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owners/managers have established values, and thereafter implemented activities that 
have included the employees in the process. Within this method, the employees’ ideas 
and definitions are often used as a basis for the final version of the formal 
organizational values. (Cordial, 2005, p.26) So far the theories have discussed how 
values are created, however, we will now move on to how the culture and values are 
understood, communicated and interpreted.  
 
Regarding organizational culture, there are many different theories relating to this area. 
An old and commonly used model is Schein’s three levels of culture (Martin, 2002, 
p.xi). These are the level of artifacts, the level of espoused beliefs and values, and the 
level of basic underlying assumptions (Schein, 1990, p.111). However, we have chosen 
not to use this model because it does not suit our purpose to describe the underlying 
assumptions of organizational values nor how they are visible as artifacts. Instead, we 
decided to focus upon describing and understanding the collective experience of the 
organization in terms of organizational values, which will be done by introducing the 
concept of the cultural web.  

3.3.1 Cultural Web 

The cultural web is applicable to all organizations since all organizations have an 
internal culture. The model is useful in any national or regional context; it is also 
independent of functional/divisional structure, organizational field and the overall 
organizational structure where there is an interest in analyzing the culture and values. 
(Johnson et al., 2011, p.176; p.169) As the purpose of this thesis focuses on family 
businesses with different geographical locations, the cultural web will be used in order 
to analyze the existing culture and values within the chosen organization that will be 
presented in the empirical chapter. 
 

 
Figure 4. The Cultural Web. Adapted from source: Johnson et al., 2011, p.176 

 
The concept of the cultural web is used in order to understand the existing culture and 
values, and the effects of these concepts on the internal organization. As mentioned by 
Johnson et al. (2011) “the cultural web shows the behavioral, physical and symbolic 
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manifestations of a culture that inform and are informed by the taken-for-granted 
assumptions” (p.176). The elements of the cultural web, see figure 4, contribute to the 
paradigm - the collective experience in an organization concerning assumptions that are 
taken for granted. In order to be aligned with the delimitation and purpose of this study, 
the elements will be analyzed in terms of how they relate to the organizational value 
paradigm of a family business. When considering the rituals and routines within an 
organization it provides the reader with an understanding of how the everyday work is 
carried out, as well as it highlights the important activities and events regarding the 
organizational culture. The internal stories is a way to understand how the already 
existing employees would describe the culture to an external person, and to see which 
things the employees frequently tell to others when talking about their organization. 
Another important thing that contributes to the paradigm is the symbols that the 
organization uses to create a meaning in line with their functional purpose. The power 
structure relates to the way that employees induce others into achieving the 
organizational goals etc. This category contributes to the understanding of how the 
power is distributed within the organization. But it is not only the power structure that 
decides what the structure looks like; the organizational structure also plays a major 
role. This category makes it possible to understand who is responsible of what in the 
organization. Last but not least, the control system also affects how the paradigm in the 
organization is viewed upon. The control systems describe the ways of how the 
organization monitors and supports people internally. This could be done both through 
formal and informal means. (Johnson et al., 2011, p.176-178) Organizational values are 
often communicated in symbolic terms, such as in stories or myths. This is because it 
creates a feeling of unity among organizational members, at the same time as it allows 
for individual interpretations. (Eisenberg, 1984, p.231) When organizations grow, 
managers need to adapt existing strategies and develop new ones that most likely will 
challenge, question and eventually change the culture within the organization. This is, 
however, a change that will take time and requires patience from the manager. (Johnson 
et al., 2011, p.181)  

3.3.2 Values in Family Businesses 

As previously introduced, there are many differences between family firms and non-
family firms, of which organizational culture and values are included. According to 
Vallejo (2008) family firms in general experience greater commitment between their 
employees and the firm. The author mentions that it can be a result based on a better 
working environment and organizational harmony that focuses on long-term 
sustainability. In general family firms have a stronger organizational culture compared 
to non-family organizations. (Vallejo, 2008, cited in Duh, Belak & Milfelner, 2010, 
p.479) The comparison between family-firms and non-family firms is also discussed in 
research by Ward (2008) where the author mentions that values in family firms are 
“often more humane, more emotional and more fundamental” in comparison to non-
family firms where values are seen to be “more transactional, more impersonal and 
directed toward economic outcomes” (Ward, 2008, cited in Arvidsson et al., 2010, p.7). 
However, this is not the only way to talk about family businesses’ internal values. 
According to Koiranen (2002) “Family business values are explicit or implicit 
conceptions of the desirable in both family and business life. Given that there are often 
conflicts of interest between the two realms (business and family goals), family 
business values should be defined and shared so that they create a common ground for a 
durable value system that benefits both realms” (p.177). 



Degree Project 30hp  Malin Becker 
Spring 2013  Lisa Öhlund 
 

19	  

Organizational values are central to family businesses and one of the success factors to 
why this type of companies has managed the recent global recession so well (Ernst & 
Young, 2012, p.3; p.25). In family businesses, the values of the family to a large extent 
constitutes the organizational values, which can be difficult to communicate to non-
family members as family businesses rely on informal communication (Barnett & 
Kellermanns, 2006, p.850). As explained by Jensen & Meckling (1976), it is important 
that non-family employees feel involved, in order to be motivated to work towards the 
family-set goals of the organization (cited in Schulze, Lubatkin, Dino & Buchholtz, 
2001, p.100).  

3.3.3 Communicating Values 

The purpose of this research is to understand the interpretation of values among non-
family employees, but in order to do so it is necessary to first understand how the values 
have been communicated from the owner family. Communication with others help 
people to express external events and to interact with others in order to share knowledge 
about things in the society (Narula, 2006, pp.2-3) and it is also important in creating a 
cultural identity among organizational members (Heide, Johansson & Simonsson, 2005, 
p.36). Research by Kreps (1990) show that internal communication strongly influences 
the culture and values within the organization, at the same time as the culture and values 
affect the communication. Because these concepts are closely related to each other it is 
important for the organization to focus on them in order to be able to communicate the 
values throughout the whole organization and not just between a few actors. (Kreps, 
1990, cited in Arvidsson et al., 2010, p.7). As pointed out in the study by Collin & 
Porras (1996), organizational values cannot be imposed on employees. Instead, they 
need to be communicated in a way so that the employees feel attracted and retained in 
order to connect their personal values to the organizational values. (cited in Arvidsson 
et al., 2010, p.71) Communication can be described as “the patterns of social 
communication constitute the world, as we know it” (Narula, 2006, p.3). Since the 
world is continuously developing, people face a constant demand of developing their 
communication skills in order to communicate internally and externally with each other. 
The underlying reason for why people communicate with each other is that it helps to 
transfer personal commitments, attitudes, and feelings (Narula, 2006, pp.2-3). There are 
both benefits and drawbacks to internally communicating and sharing values as “shared 
beliefs lead to more delegation, less monitoring, higher utility or satisfaction, higher 
execution effort or motivation, faster coordination, less influence activities, and more 
communication, but also to less experimentation and less information collection” (Van 
den Steen, 2010, p.1718).  
 
There are different ways of communicating; formal communication and informal 
communication. Formal communication is often predetermined and the content to be 
communicated is planned beforehand. This type of communication is connected to the 
organizational structure, in the way that the structure makes it possible to see how the 
employees are positioned in the hierarchy and, thereby, also shows the potential 
communication channels there are within the organization. Informal communication, on 
the other hand, is unplanned, spontaneous and the content to be communicated is not 
predetermined. Generally, there is no need to follow the organizational structure when 
communicating informally within the organization. (Kraut, Fish, Root & Chalfonte, 
1990, pp.2-8) As connected to the formal and informal communication, the 
organizational structure plays a part. Within formal communication there is 
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commonalities in having a top-down communication structure; both in writing and in 
meetings. (Heide et al., 2005, pp.101-102) On the other hand, when it comes to the 
informal communication, researchers have seen increasing usage of this type of 
communication within organizations, as a result of the decentralization process in 
society, where the focus on hierarchy is diminishing. This increases the flexibility 
regarding work tasks and responsibility at the workplace, as well as the informal 
communication decreases the distance between top-managers and the employees. With 
informal communication there is a higher involvement of people in the decision process. 
(Heide et al., 2005, pp.82-85) Informal communication becomes more difficult to 
uphold, as the geographical distance between workplaces increases (Bruegge, Dutoit & 
Wolf, 2006, pp.140). This hampers the distribution of implicit knowledge (Bruegge et 
al., 2006, pp.139) and, thus, increases the need for formal policies (Noll, Beecham & 
Richardson, 2010, p.72). 

3.3.4 Interpretation of values 

After understanding the process of communication it is time to understand how the 
message communicated is interpreted. In line with the purpose of this thesis, it is 
important to understand the different ways through which non-family employees 
interpret the organizational values and whether these are aligned. Interpretation of 
information and facts depends on the perspectives, attitudes, experiences and not least 
values held by people. It may also be affected by the ways of communication that is, 
whether it is communicated formally or informally, which was discussed in the previous 
section. (Heide et al., 2005, pp.35-36) Employees interpret the organizational culture by 
observing the physical settings of the company, searching for meaning in public 
statements and actions, as well as by asking questions and observing the responses 
(Bloisi, Cook & Hunsaker, 2007, p.767). The organizational values support employees 
when it comes to acting and behaving in line with what the owners expect, and it also 
gives the owners the possibility to guide the employees without interacting in every 
situation. It is important that the interpretation of values is in line, both from the owner-
perspective as well as the employee-perspective, since values are an important tool in 
the everyday work. (Philipson, 2004, pp.34-35) However, the different organizational 
members may interpret the values of an organization differently. Likewise, there may be 
several meanings applicable to a single value, further complicating the interpretation 
process (Young, 1989, p.190). If the values are not in line among the members of an 
organization, it can lead to inefficiency, conflicts and even sick leaves and other types 
of innovative absenteeism (Philipson, 2004, p.130).  
 
Every organization has its own symbols and stories, as explained in the section about 
the cultural web that are to be shared internally through patterns of behavior and 
interpretations among employees. These interpretations and behaviors are what the 
employees refer to when identifying with the organization. According to Dutton, 
Dukerich & Harquail (1994) “organizational identification is the degree to which a 
member defines him- or herself by the same attributes that he or she believes define the 
organization” (p.239). As understood, the concepts of interpretation and identification 
are complex, as all employees are different, and so are the personal ties to the 
organization. Moreover, organizational identification is strong when an employee 
considers that the personal values and the organizational values are linked together and 
support each other. Employees become attached to the organization by linking their 
personal concepts with the ones of the organization. If the employee cannot support and 
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act in the manner of the organizational values, the person has a hard time identifying 
with the organization, and this may often lead to disengagement or leaving the 
organization. (Dutton et al., 1994, pp.239-243)  

3.3.4.1 Model Person-Organization Fit 

Person-organization fit is defined as “the congruence between the norms and values of 
organizations and the values of persons” (Chatman, 1989, p.339). The model (please see 
figure 5) is centralized around values and describes the extent to which the values of 
individuals and their organization are in agreement with each other. The model enables 
the prediction of whether individual values change as a result of belonging to an 
organization, and to what extent an individual conforms to the organizational values. 
Moreover, it is possible that the values of an organization change as a result of the 
organizational members, and the model helps predicting this likelihood. When the fit 
between person and organization is low there are three possible alternatives; either the 
individual’s or the organization’s values must change or the individual will leave the 
organization as a result of the lack of congruence. Chatman (1989) acknowledges that 
too high or too low levels of fit is undesirable, and concludes that there is probably an 
optimal level of fit between person and organization, but that such a level is difficult to 
establish. (Chatman, 1989, pp.339-344) 
 

 
 

Figure 5. A Model of Person-Organization Fit. Source: Chatman, 1989, p.340. 
 
The model originally describes the fit between the individual values of employees and 
the organizational values of the organization. For the purpose of this thesis the model 
will be used to analyze whether there is a fit between the organizational values and the 
employees interpretation of these. Furthermore, it will be used as a tool when trying to 
describe the connection between the non-family employees and the family business 
being studied. By applying this model to the empirical findings, it is possible to analyze 
the interpretations of the organizational values. Depending on whether, and to what 
extent, there exists a fit between the owners and the non-family employees 
interpretations of values, agency theory and stewardship theory can be used to analyze 
the current situation.  
 



Degree Project 30hp  Malin Becker 
Spring 2013  Lisa Öhlund 
 

22	  

In line with the purpose of this thesis, it is important for us to explore the relation 
between the family and the non-family employees, in order to understand how the 
organizational values are interpreted among the non-family employees. This can be 
done through looking into the theories of agency and stewardship. Agency theory was 
chosen over other commonly used theories for studying family businesses, because of 
its focus on organizational relationships, and possibility to generate new theoretical 
frames in the subject (Chrisman et al., 2010, p.22). It is, furthermore, useful when 
examining conflicting objectives at the organizational level (Westhead & Howorth, 
2006, p.302). Stewardship theory, on the other hand, is useful for this thesis as it 
suggests that trustworthy relationships, environments influenced by involvement of 
employees as well as empowering organizational structures increases the family 
business’ performance. These factors all contribute to conflict minimization and, 
therefore, contribute to family business success in many cases. (Corbetta & Salvato, 
2004; Davis, Schoorman & Donaldson, 1997) The theories originally describe the 
relationship between managers and shareholders, but for the purpose of this thesis they 
will be used to describe the relationship between the owner family and the non-family 
employees. Both of these theories will now be introduced and discussed further.  

3.4 Agency Theory  

Agency theory originally describes the separation between ownership and control, 
which have been interesting for business researchers for many years (Peng & Jiang, 
2010, p.253). The separation of ownership and control is common in different types of 
organizations; from large corporations to nonprofit organizations. The agency theory 
can describe several organizational relationships, of which the relationship between the 
employer and the employee is one, and best suits the purpose of this thesis. Within an 
organization, agency relationships appear when the principal delegates some parts of the 
decision-making authority to an agent. (Eisenhardt, 1989, pp.58-60) By delegating parts 
of the authority, the agent faces risks that cannot be fully compensated. This gives the 
agent a reason to seek additional compensation from the organization through non-
compensatory means, such as free riding. (Jensen & Meckling, 1976, cited in Schulze et 
al., 2001, p.100) Agency theory assumes that both parties seeks to maximize their 
individual utility, which if they have diverging interests leads to conflicts (Davis et al., 
1997, p.22). 
 
One of the conflicts in this principal - agent relationship can be a result of information 
asymmetries between workers within the same organization, which may cause agents to 
engage in activities that could potentially threaten firm performance and further damage 
the welfare of the principle and the whole organization (Schulze et al., 2001, p.100). 
Previous research within this field of study shows that information irregularities and 
encouragements between the principal and agent can lead to an agency problem. This 
problem can be reduced and managed by the principal through observing agent 
behavior, monitoring the firm’s internal information channels, and providing the agent 
with motivational incentives that encourage agents to work towards the owner’s goals 
(Chrisman et al., 2004, p.337). Furthermore, Jensen & Meckling (1976) have seen 
patterns of agency problem being at its lowest point when the owner of the organization 
is engaged in the management of the firm. By having an owner that is involved, the 
separation of control and ownership is limited and, therefore, the underlying reason 
behind agent and principal relationships is also limited. (cited in Chrisman et al., 2004, 
p.337) 
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An agency problem can also occur when the parties have different, or even conflicting, 
objectives and is likely to affect the efficiency and performance within the organization 
(Eisenhardt, 1989, pp.58-59). However, one of the aims of agency theory is to lower the 
costs associated with agency problems through for example implementing internal 
control mechanisms. In order to prevent the agency problem from harming the 
organization, as well as lowering the costs associated with them, suggestions are to 
implement control mechanisms such as monitoring and monetary compensation to 
achieve certain performance targets. (Davis et al., 1997, pp.22-24; Westhead & 
Howorth, 2006, p.303) According to Chrisman et al. (2004) the most efficient way to 
pinpoint the issue of agency cost is to study underlying behavior in terms of decisions 
between principals and agents in family businesses. By doing this it is possible to see 
how values and motivational factors affect the agency relationship. (p.340) 
Furthermore, the authors highlight the difficulties of having one general framework for 
handling and dealing with agency costs. It is important that each firm is individually 
evaluated in order to get the most accurate result. However, it is important to keep in 
mind that different types of firms differ in other aspects than just agency cost, and these 
differences (for example family involvement) must also be considered to be able to 
understand the underlying actions. Moreover, Van den Steen (2010) acknowledges that 
when organizational members share values the agency problem can be eliminated 
(p.1718). 
 
Agency costs are often lower in family businesses compared to non-family businesses. 
(Chrisman et al., 2004, p.342; p.349) Moreover, Jensen & Meckling (1976) stated that 
family businesses are less likely to have agency costs because the objectives of the 
different parties are more likely to be aligned, and management and control are often 
kept within the family (cited in Fama & Jensen, 1983, p.332). Becker (1974) argued that 
family businesses need special exemption with regards to the agency problem. He 
further justifies this reasoning by saying that “[family] members are motivated to 
maximize family income and consumption, even if their welfare depends on their own 
consumption alone” (p.1080). This statement has been challenged multiple times. 
Sharma, Chrisman, & Chua (1997) mention that family businesses are not necessarily a 
homogenous group with similar interests or with identical individual values. 
Furthermore, Schulze et al. (2001) argues that family businesses are not spared from 
problems regarding conflicts as their private and self-dealing tendencies affect their 
business. Moreover, La Porta, Lopezde-Silanes & Shleifer (1999) describes family 
businesses as extraordinary troublesome in regards of internal dysfunction, as the family 
often prevent employees with other opinions from participating in the decision making 
process as they are afraid of being revealed (cited in Chrisman, Chua & Litz, 2004, 
p.338). 
 
It is important to mention that if both principal and agent have the same interests and 
share the same underlying motivational factors, there will be neither agency conflict nor 
agency cost. (Jensen & Meckling, 1976, cited in Chrisman et al., 2004, p.337) Schulze 
et al., 2001, however, contradicts what Jensen & Meckling (1976) found by concluding 
that it is essential that family-managed businesses invest in internal control 
mechanisms, which they consider are necessary for an organization with several 
shareholders (Schulze et al., 2001, p.108). On the other hand, Westhead & Howorth 
(2006) claim that agency theory may not be suitable when analyzing “closely held and 
managed family firms associated with little outside influence or representation, where 
the firm’s objectives are entangled with family objectives” (p.303). Furthermore, 
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agency theory is said to disregard the complexity of organizational life (Davis et al., 
1997, p.20). Instead it is argued that stewardship theory is more useful as it emphasize 
the soft values of an organization rather than its financial objectives (Westhead & 
Howorth, 2006, p.303).  

3.5 Stewardship Theory 

Whereas agency theory claims that the goals between the principal and the agent differ, 
stewardship theory takes the view that individuals’ goals are in line with the goals of the 
organization and its owners (Davis et al., 1997, pp.20-21). The collectivist behavior of 
the steward implies that even if the objectives between the steward and the principal 
differ, the common organizational goals will prevail over any individual goals. The 
steward is, thus, motivated to attain the organizational goals and her/his utility is 
connected to the utility of the organization. This will naturally satisfy the principal, 
which has been found to positively affect the performance of the company. As a result, 
there is no need for internal control; in fact, control may even be detrimental to the 
efficiency of the steward. Instead governance structures are important in order to 
empower stewards and motivate them towards collectivist behavior. (Davis et al., 1997, 
pp.24-25) The chance of the steward working towards the objectives of the company 
increases when he or she is committed to the values of the company (Davis et al., 1997, 
p.43).  
 
When Donaldson & Davis (1991; 1993) introduced the concept of stewardship theory 
the underlying reason was to complement what agency theory was lacking (cited in 
Pastoriza & Ariño, 2008, p.3). However, the theory can sometimes be interpreted as 
limiting flexibility due to the fact that the relationship is based upon one single 
observation at a fixed point in time. Moreover, stewardship theory lacks reflections 
regarding the motivational differences between the principal and the steward. As 
Pastoriza & Ariño (2008) state, the relationship between the two parties may develop 
over time and, therefore, the results of this principal - steward model can be somewhat 
misleading. (p.3) 
 
To conclude the last two concepts of agency theory and stewardship theory, previous 
empirical studies have tried to decide which of the two theories that is the best choice to 
corporate governance, but so far the research has not been able to provide an answer 
(Davis et al., 1997, cited in Pastoriza & Ariño, 2008, p.2). Therefore, the challenge is to 
mix the two governance choices in order to proceed with the best possible (Hambrick, 
2005, cited in Pastoriza & Ariño, 2008, p.2) 

Summary of Theoretical Framework 
This theoretical section of the thesis aimed to provide the reader with deeper knowledge 
about existing theories in relation to the important concepts of organizational structure, 
family businesses, organizational culture and values. The overall context is 
geographically dispersed family business. The theories on structure, culture and values 
as well as communication contribute to describing how the non-family employees 
interpret the organizational values (see figure 6). Whether this interpretation is in line 
with the organizational values as intended by management will support our 
understanding of the connections between family business and non-family employees 
through the theories of agency and stewardship.  
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Figure 6. Summary of Theoretical Framework.  

 
Moreover, the theoretical framework supports development of further understanding the 
organizational culture in family businesses in particular, as well as the interpretation of 
values among non-family employees, which is in line with the purpose of this thesis. 
When moving further in this thesis, the theoretical framework will in itself work as a 
foundation, both in terms of gathering the empirical data, as well as analyzing the 
material in the analysis chapter.  
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4. Practical Method 
The following chapter provides information regarding the practical approach applied 
to this study. It includes our choices of research design, collection of data and 
instrument for data analysis as well as ethical considerations. The choices have been 
made on the basis of the previously stated purpose of this thesis and should facilitate 
future analysis and replication. 
 

4.1 Research Design 

Within the area of qualitative research we have performed a case study of a single 
organization operating in the northern part of Sweden. Case studies are appropriate 
when aiming at developing existing knowledge on a relatively unexplored area 
(Merriam, 1988, p.10; Yin, 2009, p.4). According to Eisenhardt (1989), building 
theories from case studies are typically appropriate in new topic areas (p.532), which 
made it suitable for this thesis, as little research has been conducted on this subject as 
mentioned in the introductory chapter. Case studies are commonly used in business 
research (Bryman & Bell, 2011, p.59; Yin, 2009, p.4) and previous research on 
organizational culture have also used case studies of organizations as their research 
design in order to understand the unique situations (Bryman & Bell, 2011, p.59; Yin, 
2009, p.47). We believe that this made case study an appropriate research design, and 
the findings were used to develop an understanding of the dynamics found within the 
chosen family firm. The choice of research design is further confirmed by Yin (2009) 
who claims that case studies are particularly useful when answering a research question 
of how something works in a current situation that is not controlled by the researcher 
(p.13). Furthermore, it has been motivating for us to use a case study design, as 
Bartunek, Rynes, & Ireland (2006) found that these papers are often considered as the 
most interesting research designs for the readers (cited in Eisenhardt & Graebner, 2007, 
p.25). Moreover, case studies are in line with the interpretivist as well as the 
constructivist stance (Stark & Torrance, 2005, p.33), and we do believe that this further 
strengthened our choice of research design as both of these methodological standpoints 
have been guiding the work of this thesis. As described in the scientific method, we 
were not interested in understanding how the organizational values may have changed 
over time, we considered a longitudinal research design to be inappropriate. Moreover, 
cross-sectional research as well as multiple case studies was excluded, because they rely 
on the examination of more than one case in order to compare and detect variations and 
we did not wish to make comparisons. (Bryman & Bell, 2011, pp.54-63) These are not 
suitable as the purpose for this thesis was to use a single case study as a descriptive 
example rather than to make comparisons and generalizations. 
 
As has been acknowledged previously, organizational values are a wide subject and we 
have for the purpose of this thesis chosen to delimit the research. For this reason it was 
appropriate for us to conduct a descriptive influenced, also known as illustrative, case 
study as it allowed us to focus on certain aspects, i.e. geographically dispersed family 
businesses (de Vaus, 2001, p.225). Moreover, descriptive research is useful when 
wanting to understand a social phenomenon (de Vaus, 2001, p.1), and is commonly 
used when researching family businesses (Bird, Welsch, Astrachan, & Pistrui, 2002, 
p.345; Sharma et al., 1997, p.1). When comparing different types of case studies, the 
exploratory case study can often be used as a pre-study before carrying out the actual 
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research and, therefore, sometimes works as a pilot study (Yin, 2011, p.30). If we had 
chosen to conduct an exploratory case study our goal would have been to observe a 
social phenomenon and, thereafter, justify and discover theories within this area (Glaser 
& Strauss, 1967, cited in Yin, 2011, p.29). However, the theoretical point of departure 
of this research provided us with a basic understanding of the already existing 
knowledge on the subject, making the small scale fieldwork origin of exploratory 
research unsuitable (Zainal, 2007, p.3). The same thing applied to the explanatory case 
studies, as this type of case study is trying to explain the underlying reasoning (Yin, 
2011, p.89) and is commonly used when conducting causal investigations as a part of 
research (Tellis, 1997). As could be seen from previous argumentation of why 
descriptive case study approach was chosen and compared to the facts about the other 
two perspectives, we feel satisfied with our choice, and believe that the study benefit 
from this research design. 

4.2 Choice of Research Subject  

In line with what is stated by Yin (1994), a company was chosen because it enabled us 
to gain research access and helped us to present trustworthy and interesting information 
for further research within this field of study (cited in Eisenhardt & Graebner, 2007, 
p.27). The family to one of us owns the chosen family business, which has been 
beneficial for us in this research since it provided easy access to the organization in 
terms collecting necessary data. The family business, and the companies owned by it, 
are located in different cities within the northern region of Sweden, which makes this 
organization relevant to study and learn from. The level of analysis will be the non-
family employees of a family business in order to see how they have interpreted the 
organizational values.  

4.3 Data Collection Method 

The data we have collected for the empirical section includes primary as well as 
secondary data; the former comprising interviews as well as personal meetings, and the 
latter includes organization specific informal documentation assigned from the owners 
of the chosen family firm.  

4.3.1 Personal Meetings with Owners 

Because there is no formally written and published documentation of the organization’s 
values, there was a need to set up a meeting with the owners, in order to increase our 
understanding of the organizational values in order to have something to analyze the 
interviewee responses with. The first meeting was held at the organizational 
headquarters where both of the owners have their offices, and the meeting lasted for 
about 70 minutes. The themes discussed during the meeting were; organizational 
structure, family businesses, culture and values, as well as communication of values. 
The formulated questions we prepared before the meeting worked as a framework, but 
the meeting was not arranged as an interview. This first personal meeting with the 
owners was less formal and was used as a complement to the informal document 
regarding the organization. Therefore, the personal communication was not recorded 
and transcribed, but instead summarized directly after the meeting by both of us 
collectively. For the complete summary, please see appendix 1. After we had compiled 
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the answers from the meeting with the owners as well as the interviews with the non-
family employees, we still had some gaps in the empirical data. At this point we decided 
to formulate additional questions to the owners in order to fill the existing gaps with 
knowledge that further deepened our understanding. These questions were then asked at 
a second personal meeting with the owners that lasted for about 60 minutes. This 
second meeting was structured in the same way as the first personal meeting, and was, 
therefore, neither recorded nor transcribed, only summarized. For the complete 
summary of the second meeting, please see appendix 2.  
 
We were not interested in knowing each of the owners’ personal values for this study; 
rather, we wanted to use their answers as a complement to the informal document. Since 
the meetings were not formally held interviews we decided to send the owners the main 
questions and topics for the meeting beforehand, so that they had time to reflect and 
prepare. We agreed upon that it was more beneficial for us to talk to the two owners 
collectively, providing them the opportunity to fill in what the other may have forgotten 
to say, and, thereby, most efficiently describe the organizational values. If we only had 
talked to one of the owners, or the owners separately, we saw a potential risk in 
mistaking that owner’s personal values for the organizational values, since the other 
owner had no opportunity to highlight if something was remarkably wrong or needed to 
be adjusted. 

4.3.2 Interviews with Non-Family Employees 

When examining a single case, qualitative methods are commonly, but not exclusively, 
used for gathering data (Bryman & Bell, 2011, p.60). We chose to conduct qualitative 
interviews, as we are interested in the perspectives of the non-family employees. This is 
a preferred method when interested in the values and attitudes of people (Byrne, 2004, 
p.182). We decided not to conduct focus group interviews because we wanted to 
understand the individual’s interpretation of the values in a family business rather than 
bringing forth emotional views from a group of non-family employees (Kvale & 
Brinkmann, 2009, p.150). Instead, the interviews were conducted with only one 
interviewee at a time. Moreover, these individual interviews were semi-structured 
because we wanted to ensure that all respondents were asked the same questions as it 
helped the following analysis of the answers. Both researchers were present at each 
interview occasion, which was beneficial for our case study as two perspectives increase 
the likelihood of noticing nuances in the respondents’ answers as well as it “enhances 
confidence in the findings” (Eisenhardt, 1989, p.538). Furthermore, these semi-
structured interviews allowed us a larger degree of flexibility in terms of what questions 
to ask, in what order to ask them and provided the possibility to ask follow-up questions 
if needed (Bryman & Bell, 2011, pp.466-467; pp.485-487). 
 
Distributing questionnaires to every employee of the organization would have enabled 
generalizations to be made, but less in-depth understanding. Additionally, we did not 
wish to limit the respondents’ answers to, by us, written response options. Furthermore, 
as a result of our ontological view; that the actors in an organization are not separate 
from the organization itself and its values, it is not appropriate to use quantifiable data. 
(Bryman & Bell, 2011, pp.163-169) Observations of the employees would have been 
possible to conduct, nevertheless, analysis of their interpretation of the organizational 
values, whether explicit or implicit, would be difficult (Bryman & Bell, 2011, p.285). 
Since these above stated characteristics are not in line with the purpose of this thesis, 
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these types of data collection approaches was disregarded and semi-structured 
interviews were chosen. For the interview questions, please see appendix 3. 

4.3.2.1 Sampling Method 

Sampling describes how many respondents have been interviewed and how they were 
chosen (Bryman & Bell, 2011, p.489). It is important to mention, because it affects 
what the researcher will be able to discern from the data and, thus, affects the 
conclusions drawn from the study (Patton, 2002, p.240). When selecting respondents 
for the interviews in this thesis, the strategies applied were a mix of convenience and 
judgment sampling. Convenience sampling is when respondents are selected due to the 
researchers’ easy access to them. When using judgment sampling, on the other hand, 
respondents are selected on the basis of carefully identified variables with the 
possibility to affect the respondents’ contribution. There was no requirement of specific 
knowledge on behalf of the interviewees and it was, therefore, possible to interview any 
of the organization’s employees. (Marshall, 1996, p.523) In order to receive the most 
extensive answers we believe it is important that the respondents want to participate. As 
has been discussed earlier, the fact that one of us is part of the owner family provided us 
with easy access to the organization and, thus, an email was sent to all non-family 
employees asking for volunteers to the interviews. This convenience sampling strategy 
was chosen because it is associated with low costs in terms of time and money, and at 
the same provides accessible respondents from the company (Marshall, 1996, p.523). 
Next, in line with the sub-purpose of this thesis, to analyze whether geographical 
distance is a significant variable, judgment sampling was employed. From the 
volunteers who answered our email, we chose the first one responding from each 
location to make sure that all office sites of the organization were represented, which 
entails 10 persons. Far from all employees responded to our e-mail, and we cannot say 
if it is a result of one of the authors belonging to the family. Furthermore, one person 
from each office site was chosen, regardless of number of employees at that particular 
location, in order to facilitate the analysis. When the interviews were done, we had 
interviewed more than 10% of the total amount of the employees within the studied 
organization, which we consider to be a sufficient number of respondents. This is 
confirmed by Marshall (1996) who states that an “appropriate sample size for a 
qualitative study is one that adequately answers the research question (p.523), which we 
believe we are able to do based on the material gathered from these interviews. 

4.3.2.2 Interview Settings 

The interviews were carried out individually with each of the interviewees. The reason 
why we decided to collect the empirical information this way, was that we were 
interested in knowing how each of the non-family employees interpreted the 
organizational values in this family business. We decided not to send the interviewees 
the questions beforehand because we wanted each of the interviewees to be as 
independent as possible, not risking receiving their collectively agreed arguments and 
answers to the questions. According to Kvale & Brinkmann (2009) it is important to 
provide the research participants with information about the purpose of the research 
being conducted. Moreover, it is important that the researchers inform potential 
interviewees about their right to withdraw their interest of participating at any time, 
which supports that the interviewees participate in the study by their own free will. 
(Kvale & Brinkmann, 2009, p.70) These factors were upheld by the sending all 
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employees an email with information about the study, so that all employees have the 
same possibility to make informed choices regarding whether to participate in the study.  
 
The interviews were held at the organization’s premises in order to make the 
interviewees feel comfortable and relaxed. Because the subject of this thesis concerns 
the organizational culture, it is possible that the physical surroundings and symbols of 
the interview settings would help the respondents answering the questions. (Blomberg, 
Giacomi, Mosher & Swenton-Wall, 1993, p.135) Moreover, the interviews were 
conducted in Swedish as it is the native language of all respondents as well as ourselves. 
We believe it resulted in the most extensive and accurate answers. The interviews were 
recorded and transcribed in order to enable as accurate interpretations by us as possible. 
Furthermore, the recording and transcribing was helpful as the answers were later 
translated into English (Bryman & Bell, 2011, p.476; pp.482-483).  
 
The interviews began with a short presentation of our research and us. Thereafter, the 
purpose of the research and the interview was repeated to the interviewee, to ensure that 
the person was well informed before starting the interview. At this point we also 
introduced the interviewee to the important definitions presented in section 1.5 (i.e. 
organizational culture and organizational values), in order to make sure that the 
interviewee had the same definition in mind when answering the questions during the 
interview. As a last step before introducing the interview questions, the respondent was 
asked to agree upon the recording of the interview, and we further informed the 
interviewee about the confidentiality of this thesis. After these formal procedures the 
interview could be started. Each of the interviews lasted for approximately 20 minutes.  

4.3.2.3 Transcribing Interviews 

When considering empirical data, it is common to talk about the quality of the 
interview, but ignoring the quality of the transcribed information. When proceeding 
from the actual interview interactions to the next step of transcription, focus is upon 
transferring the oral information into the written word, where one form is changed to 
another. Transcribing the interviews will result in an abstracted and fixed text of the oral 
interview between the researcher and the respondent. The transcribed document can 
thereafter be considered as the strong basis for the empirical section of the interview-
based report. (Kvale & Brinkmann, 2009, pp.177-178)  
 
Before being able to transcribe the interview, the interview of course needs to be 
recorded. Since we recorded the conversation we had the possibility to go back and 
make sure that every word is included (Kvale & Brinkmann, 2009, p.179). We 
transcribed the interviews ourselves, and where there are several transcribers, Kvale & 
Brinkmann (2009) highlight the importance of using the same procedures of typing the 
transcriptions (p.180). The transcriptions were written word by word in order to 
facilitate our analysis of the material, but also to ensure as accurate analysis as possible. 
Last but not least, ethical issues related to transcription are of high importance for 
bringing out a valid and strong thesis. Since we want to keep the level of confidentiality 
throughout the whole process, it is important to take care of the information gathered 
from the interviews, even after it being used. In line with the ethical suggestions by 
Kvale & Brinkmann (2009), we will erase the digital files from the interviews whenever 
we are done transcribing them and the thesis is published, in order to make sure that the 
interviewees cannot be revealed in the future (p.187). As the interviewees will be 
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anonymous in the study the transcribed material will, therefore, not be published as an 
appendix in this thesis.  

4.3.3 Method of Analysis  

The analysis was the phase of this study where the gathered data was structured in a 
way that made it appropriate and possible to interpret in relation to the initial problem 
statement (Backman, 2008, p.31). There are no general guidelines on how to analyze 
qualitative data, nevertheless, multiple methods exist and one commonality across them 
is the necessity to categorize or code the data in order to reduce the amount available 
(Miles & Huberman, 1994, p.55; Rudestam & Newton, 2001, pp.156-157). When 
analyzing the qualitative findings from the interviews, it all comes down to finding 
categories, descriptions and/or models that describes a phenomenon (Larsson, 1986, 
p.8). The phenomenon in our case is the organizational values in the surrounding family 
business environment of the studied organization. The categories in the analysis 
emerged from our research question as well as from the theories and models that were 
provided in the theoretical framework in chapter 3. The categories are; Organizational 
Structure, Organizational Culture & Values, and Relation between Family Business X 
and its Non-Family Employees. Other types of research would, on the other hand, try to 
use beforehand determined categories to describe the environment through 
measurement or hypothesis testing (Larsson, 1986, p.8). However, that is not in line 
with our qualitative study used in this thesis. Moreover, we did not aim to conduct a 
philosophical analysis, because we do not wish to include our own frames of references 
in the interpretation of the respondents’ answers (Larsson, 1986, p.13). Rather we used 
the empirical information gathered from the interviews as a basis in order to describe 
and understand the organizational environment in the studied organization. The analysis 
is influenced by the empirical data, since we have analyzed and provided the reader 
with a descriptive summary of what non-family employees have answered during our 
interviews, in order to understand how they interpret the phenomenon of organizational 
values. By using this type of analysis, we wished to describe how ordinary non-family 
employees interpreted the phenomenon, by analyzing the content of the interview 
findings rather than describing explanations and/or frequencies in the answers.  

4.4 Ethical Considerations 

According to Kvale & Brinkmann (2009) there are ethical issues facing all steps of the 
research process. These ethical issues arise in the thematizing, designing, interview 
situations, transcriptions, analysis, verifications and reporting sessions. By studying the 
potential issues that may arise researchers have the possibility to make reflected choices 
when creating the framework for the study, as well as critically observe and analyze the 
sensitive issues. (Kvale & Brinkmann, 2009, pp.63-64)  
 
There are four main ethical principles stated by Diener & Crandall (1978) that we did 
our best to consider and eliminate during this thesis; harm to participants, lack of 
informed consent, invasion of privacy and deception (cited in Bryman & Bell, 2011, 
p.128). In order for our study to be acceptable and reliable we decided to uphold a high 
ethical standard throughout the thesis. Because we were dependent on interaction and 
communication with other human beings in our empirical collection it was in our best 
interest to treat them as well as possible during the interviews. All respondents were 
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informed about the purpose of this research and that the collected data will not be used 
for any other purpose. We, furthermore, informed about the recording of the interviews, 
and great care was taken when transcribing and translating the respondents’ answers in 
order to ensure as correct interpretation by us as possible. Invasion of privacy was 
avoided by maintaining confidentiality and anonymity of the organization as well as the 
interviewees, and the gathered material was handled carefully and not disclosed to 
others at any circumstances. Anonymity also enabled respondents to feel free to share 
information, which provided us with more reliable data to analyze. (Bryman & Bell, 
2011, pp.128-131) Kvale & Brinkmann (2009) continue on this path by explaining the 
importance of informing and allowing the participants to agree upon the material being 
published, if it is potentially recognizable to others who have said what (p.72). 
 
Another ethical consideration that we have kept in mind during this thesis is protecting 
data and previously written research, in order to avoid plagiarism. (Myers, 2009, p.47) 
Last but not least, it was important for us to have a mutual relationship with the studied 
organization, in order to benefit their future business, but also in order to uphold the 
level of writing an academic thesis. Because we were the ones entering and observing 
their environment we did our best to respect and conform to their routines.  
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5. Empirical Data 
This chapter starts with an introduction of the case studied organization to provide the 
reader with relevant background information. It is followed by a compilation of the 
qualitative data collected. The results will be presented in the main categories from our 
theoretical chapter; organizational structure, geographical distance, organizational 
culture & values and communication. Because the organization wishes to be kept 
anonymous it will be referred to as “Family Business X” or the organization from now 
on. The dispersed office sites will be referred to as companies, in order to avoid 
confusion.  
 

5.1 Presentation of Family Business X 

5.1.1 History 

Family Business X dates back to the late 1960s when a man, who had experience from 
working within different industries, founded the first company. In the end of 1986 the 
founder entered the fuel industry, and started to rent out tanks that he acquired. Around 
ten years later, in 1996, the founder developed the existing business within the fuel 
industry, and further expanded his business by entering the property industry. Around 
the same time the founder’s two children became involved in the organization, which 
gave the family business the opportunity to expand even further. Later, the founder 
handed over the business to his children, who today run the family business together. 
However, as a passive party the founder still owns 40% of the family business, whereas 
the two children own 30% each. (Family Business X, 2012, p.2)  
 
When the family business first started in the late 1960s it was all concentrated to the 
same city, but during the last 15 years, Family Business X has grown within the 
municipality and also spread to surrounding municipalities and counties within the same 
region. (Family Business X, 2012, p.2) See figure 7 for exact years of acquisitions and 
start-ups. However, Family Business X is centralized and is still operated and controlled 
from the city where company E is located, which also is the HQ of the organization 
today (The owners, 2013a). 
 

 
Figure 7. Acquisitions & Start-Ups within Family Business X. Adapted from source: 

Family Business X, 2012, p.2 and The owners, 2013b. 
 
As of today, the founder and the two children represent the parent company that holds 
the family business together. Family Business X is active in three different industries 
today; fuel, property and chemicals. These industries together have ten different offices 
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in the equal amount of locations within the northern part of Sweden. See figure 8 for an 
illustration of the organizational structure and the distance, in terms of kilometers, away 
from headquarters (HQ). The office that is located farthest away from the headquarters 
is company A, and the total distance between company A (the most northern one) and 
company H (the most southern one) is 598 km.  

 
Figure 8. Organizational Structure of Family Business X. 

 
The family business expansion has been a conscious choice from the family’s side since 
they wanted to establish themselves in areas where they already had customers but no 
office sites. This in order to create even stronger ties to these existing customers as well 
as new ones in the surrounding cities. Family Business X has acquired strong 
competitors, and by this move increased their market shares and become a reliable and 
strong actor in the region. Moreover, the owner family has made investments with the 
purpose of making the companies in the different geographical locations benefit and 
complement each other, in order to establish a strong business portfolio that makes the 
organization a strong competitor within the region and nationwide. (Family Business X, 
2012, p.2) Today, Family Business X has 76 employees. Out of these 76 employees, 
there are 5 family members and 71 non-family employees working for Family Business 
X. (The owners, 2013d)  
 
Family Business X has never had the organizational values written down, however, the 
owners wish that this had been done earlier, as they believe that it would have improved 
the communication of the values to their employees (The owners, 2013c). The owners 
consider the organizational values to be trustworthiness and reliability, and in general 
connected to moral and ethics (The owners, 2013a).  

5.1.2 Respondents 

As mentioned in the practical method (chapter 4), interviews were conducted with 10 
non-family employees working in Family Business X. In order to allow the respondents 
to remain anonymous their names and workplace will not be revealed. Instead the 
interviewees will be separated by using the distance in kilometers to HQ as can be seen 
in figure 9. 
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Non-Family  
Employee 

Office distance from 
HQ location 

(adjusted to nearest 
km)  

Industry 

A 390 km Fuel 
B 290 km Fuel 
C 120 km Fuel 
D 50 km Fuel 
E 0 km Fuel 
F 10 km Property 
G 80 km Fuel 
H 210 km Fuel 
I 20 km Chemical 
J 15 km Property 

Figure 9. Interviewees’ Office Locations in Relation to HQ.  
 

We have chosen to name the interviewees the same letter as we used earlier when 
talking about each of the dispersed companies within Family Business X. This means 
that the reader can keep in mind that person “A” works at company A etc., which we 
believe will make it easier to follow the discussion in the final chapters of this thesis. 

5.2 Organizational Structure 

The owners of Family Business X described the organization as a familiar and flat 
organization (Family Business X, 2012, p.7). Some of the respondents also mentioned 
the organizational structure of Family Business X in their answers. Person “E” said that 
there is no ranking within the organization, and persons “G” and “I” mentioned the lack 
of hierarchy within Family Business X. Person “G” acknowledged that the employees 
within Family Business X have their right to express their thoughts, independent of who 
they are communicating with. Respondent “E” used the expression “having the feet on 
the table” when meeting with the owners, in order to illustrate the informality in the 
organization. Person “G” considers the organization to be even too flat at times. On the 
other hand, person “A” believes that the organization is managed through a top-down 
structure where the owners run the family business from the HQ.  
 
From the owner perspective, the family business structure is contributing to making 
quick decisions, and that the communication process is faster without intermediaries 
(The owners, 2013a). Person “D”, who has previous experience from working in a 
larger organization within the same industry, mentioned this rapid process. He described 
that what took the large organization days or weeks, takes Family Business X only 
hours. He said that he considers the rapid process to be beneficial, both for customers as 
well as internally within the organization. Moreover, the owners believe that the short 
process of making decisions also increases the possibility for employees to affect the 
organization through ideas and opinions, as management can quicker act them upon. On 
the downside, there are fewer career opportunities in this type of organization, but the 
owners believe that this issue is more related to the organizational structure in general, 
rather than a result of being a family firm. (The owners, 2013a) Person “D” mentioned 
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career opportunities, and said that he wishes for more information and education for the 
employees as a complement to the flat organization and the limited career paths.  
 
One of the things that has inspired and directed Family Business X from the start is to 
work with long-term relations towards investors, advisors, customers and other 
stakeholders. When in doubt regarding whether the investments would benefit the 
business in the long run, the family have used their collective experiences and relied 
upon their gut feeling. The driving forces behind all investments and developments have 
been courage and never to be satisfied. The owners see these as maybe the key factors 
within the organization, both in past and present. (Family Business X, 2012, p.3) Person 
“D” acknowledged that the organization cares about its customers and is interested in 
creating a sustainable relationship with them by never overcharging products even if an 
opportunity would arise. This was something that he said that he appreciated. 
 
The owners mean that they are a continuously expanding organization. Expansion is not 
occurring simultaneously in the entire organization, but rather there is always some part 
of it, which is developing. (The owners, 2013c) The family business has both goals and 
growth ambitions for the future, but rather than creating a timetable for this, the family 
encourages carefully thought through investments whenever an opportunity is given and 
fits their existing business portfolio (The owners, 2013a). Respondent “D” also believed 
that Family Business X is an expanding organization, but claimed that the lack of long-
term plans affects the organization and its employees negatively in the way that they do 
not know where they are going. He explained that the organizational goals and 
directives can change from one day to the next if the owners are not satisfied, which 
adds to the confusion among employees. Person “I” considers that the organization 
should prioritize written policies as well. “I” continued by saying that, today the only 
policies, which are formally written, are those who are a minimum requirement by law. 
According to him, other larger, organizations all have policies for transportation and 
environment etc. and he believes it signals professionalism. He, further, believes that 
formal policies would increase his motivation as it provides him with clearer directives 
of what management wants him to do. Formally written owner directives are also 
mentioned by “J” who agrees that it would increase motivation. At the same time he 
explained that what he likes about his job is the freedom to work independently from 
the owners and, thereby, get the opportunity to exert what he is best at.  
 
Family Business X has always had the regional area in mind when investing, and the 
owners can today see that this is an opportunity, because they know the play-field better 
than the major actors on the nationwide market. This allows them to be a competitive 
actor, even if still being considered as a relatively small organization when compared to 
other actors with a national market interest. (Family Business X, 2012, p.3) Person “G” 
believes it to be hard to work on the regional arena and describes the two alternatives as 
being either a local or a national organization. However, he pointed out that this is his 
own personal opinion and he supports that the organization is conducting business on a 
local level. On the other hand, the owners believes that Family Business X definitely is 
a regional organization, as it has office sites in different locations, and covers many 
cities over two counties in the northern part of Sweden (The owners, 2013c).  
 
The organization has chosen not to have formal descriptions of work tasks but rather 
informally delegate functions, so the employees can feel as being part of the 
entrepreneurial spirit by using their creativity in their everyday work (Family Business 
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X, 2012, pp.7-8). Person “E” said that lack of hierarchical levels within the organization 
leaves the non-family employees with a large individual responsibility where they have 
the possibility to use their own creativity and ideas in their everyday work. Respondent 
“J” explains that what he likes about his job is the freedom to work under own 
responsibility without formal demands from the owners. Moreover, person “G” 
mentioned that all employees more or less are entrepreneurs, both at his workplace and 
within Family Business X as a whole, as everyone wants to take on new challenges 
within the organization. This person also mentions flexibility and says that as long as 
people are delegated to work with the things they are good at, they want to have a large 
responsibility in their work. Only in seldom cases are people improperly placed within 
the organization.  
 
When meeting with the owners the second time they said that the organizational 
structure will have to change in the future as the organization continues to develop. The 
structure has to adapt to the size and logistics of the organization. Furthermore, the 
owners believe that the need for hiring middle managers will also grow in the future. 
(The owners, 2013c) Person “G” is, together with one employee working at the HQ, the 
only two employees, besides the owners, that have a manager position within Family 
Business X today. Person “G” had this position when his company was acquired by 
Family Business X, whereas the other person with a managerial position has been 
assigned this title after having worked for the business a couple of years. (The owners, 
2013c) The choice of investing in non-family managers in the fuel industry was a result 
of losing control over the geographically dispersed office sites in addition to the time 
available for the owners. The owners said that it is not impossible that the same will 
happen in the companies within the property industry. If the companies in the property 
industry face the bright future that the owners have a vision of, due to a planned future 
project, the need for employing a middle manager will be high. However, the owners 
said that middle managers have not been of interest previously as their employees have 
been really good at putting in the extra effort and always helped and supported each 
other. (The owners, 2013c)  

5.3 Geographical Distance 

Regarding the geographical distance the owners sees it as a hindrance to create a 
workforce in cohesion, as the distance limits the possibilities for common activities 
outside of work hours. (The owners, 2013a) The interviewees also acknowledged that 
the geographical distance is a factor that may affect the organization. The majority of 
the respondents, “B”, “C”, “D”, “E”, “F”, “I” and “J”, consider there to be a separation 
between the different companies. Persons “B” said that it is a little bit of us and them 
maybe. But he does not think that it has with the business to do, but rather that the 
acquisition of his office site took place less than a year ago. Therefore, he said that he 
speaks in terms of us and them, when talking to his manager. The manager tries to point 
out that “we” refers to the family business now, even though person “B” does not really 
believe that is the case. Furthermore, “B” believes that the separation has to do with the 
office site location, and the fact that he never interacts with the HQ. Respondent “D” 
believes that the separation is related to the fact that there was an organizational culture 
in company G and one in Family Business X, and thereafter the owners have never tried 
to unite these two. Respondent “E” considered the separation to be related the 
geographical boundaries, especially over the county boundaries, where he believes that 
the difference occurs. “E” mentioned that there is never time to meet and, therefore, he 
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believed that two groupings are created. Person “I” confirmed this, however, he believes 
the poor communication between the office sites to be a contributing factor to the 
separation. “F” said that she believes that it is a feeling of us and them if considering the 
organization as a whole. She sees it as a result of the different industries the 
organization is operating in, and that there might be different goals and directions for 
these.  
 
Furthermore, “F” mentioned a desire at the workplace to have common activities with 
all other office sites in order to get to know each other better. She thought it would 
benefit everyday work by facilitating contact and communication across the relatively 
long distances. Finally, respondent “J” said that there is not too good connection 
between the office sites within Family Business X. He believes that to be something 
that the owners should work with in the future, to unite the workforce. “J” did not 
consider the separation to be a result of the geographical distance, as he did not believe 
that the distance is that long. Rather, he believes that creating cohesion among the 
different companies has not been prioritized or considered as a necessity by 
management. He, furthermore, believed that he would have felt more of us and them if 
he had not been so genuinely interested in the firm. He often talks to one of the owners 
and, thereby, receives the information necessary in order to feel involved in the whole 
organization, and not just his office site. Person “G” and “H” did not consider it to be a 
separation of us and them. Person “G” said that there is no separation, and that he has 
never considered a potential separation as either positive or negative. He mentioned that 
they are entrepreneurs within company “G” and company “H” and have their own way 
of communicating at these two office sites. He pointed out that company “G” and 
company “H” have an everyday exchange in terms of communication, but as reality 
looks today, it is hard to maintain the relation between the two office sites. Respondent 
“H” said that his office site talks to the HQ only when they have customers interested in 
buying fuel in the others’ county. He also mentioned that when he get directives from 
the HQ, he strains a bit more than usual. Person “A” did not answer the question in an 
either or format, but said that he believes that everything is decided upon and 
communicated at the HQ, and then communicated to the geographically dispersed office 
sites.  
 
The owners wish to increase the communication and sense of belongingness between 
the cities, however, they acknowledged that it becomes harder and harder when the 
workforce is increasing and becoming more geographically dispersed (The owners, 
2013a). The owners wish that they were communicating the same way to all of their 
employees, but admitted that the communication probably differs. They highlighted that 
it is not an active and deliberate choice of theirs, but the difference is more connected to 
how often they keep in touch with each of the companies. Some offices are more 
independent than others, and therefore, are not communicated to in the same way as 
others. The owners believe that it by nature is easier to have a daily contact with the 
companies closer to the HQ, whereas the offices further away often call the HQ and the 
owners if they have any questions (The owners, 2013c). Person “A” also said that he 
cannot attend all meetings at the other offices due to the geographical distances, 
however, he believes that the meetings that the family business have a few times a year 
facilitate and support his involvement in the organization. Furthermore, the owners 
believe that there may be one way of communicating to the acquired companies and 
another to the companies they have started themselves. When they thought about how 
the respective companies communicate among each other they believe that the 
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groupings occur due to acquisitions as well as counties. (The owners, 2013c) Person 
“D” was hesitant as to whether management of the organization has realized exactly 
how large they have become. He, furthermore, acknowledged that this requires more 
information, which he considered to be lacking today. He believes it to be insufficient to 
tell the employees to call them if they have any questions. Respondent “C” said that 
decisions are made at HQ and it may sometimes take time before that information 
reaches his office. Nevertheless, he stressed that the geographical distance should not be 
a contributing factor due to today’s communication technology.  

5.4 Organizational Culture 

The owners of Family Business X believe the organizational culture is a very important 
aspect of the organization. Because the employees can be regarded as an extension of 
the owners it is important that they are aware of the owners’ opinions and intentions. 
The owners have not actively tried to influence the culture of the acquired companies, 
but claim that if they had deviated too far from their intentions, they would take actions 
to change it. (The owners, 2013a) During the interviews, all respondents mention that 
the organizational culture within Family Business X is to be considered as positive. 
Person “A” mentioned that even though he has not been a part of the organization for a 
long time, he has a positive feeling. Person “B” mentioned that the culture is kind of 
positive, moreover, person “C” connected the positivity to that it is different than 
working in other larger organizations. Person “D” connected the positive organizational 
culture to the feeling of always being welcome within the organization. Moreover, 
person “F” connected the positive culture to the positive future prospects, which 
contribute to her way of interpreting the organizational culture.  
 
Respondents “C”, “D”, “E” and “J” all mentioned that their positive picture of Family 
Business X was a contributing reason to why they started to work for the organization. 
According to “C” he valued the fact that it was a local business, whereas the other three 
mentioned the organization’s good reputation. Persons “F”, “G”, “H” and “I” did not 
claim to have paid any attention at all to the organizational culture and values before 
starting to work for Family Business X. Respondent “F” said that the organizational 
values are something that have grown over time and that the staff has participated in 
developing. Both “G” and “I” said that they were involved in the startup of their 
respective companies and, thus, never considered the organizational culture as a reason 
for employment. Respondent “H” said that he was unemployed when offered the job, 
and the organizational culture and its values was not the top priority at that time.  
 
The owners of Family Business X believe that the feeling of belonging to a family 
business creates motivation and commitment towards the organization. Furthermore, 
they consider the employees to be price sensitive in their decisions, which can be 
influenced by the close involvement in a family managed organization. (The owners, 
2013a) Respondents “C”, “D”, “E”, “F”, “G”, “H”, “I” and “J” acknowledged that the 
organizational culture and values affect their motivation at work. Person “G” even went 
as far as to say that the organizational culture and values are the foundations of his 
motivation. Respondent “C” said that the fact that the organization develops and grows 
makes it fun to be a part of, and person “E” said that he knows that what he 
accomplishes is appreciated, which he finds motivating. “D” acknowledged that if the 
organizational and personal values are in line with each other, work is easier and more 
inspiring. Both respondents “F” and “I” said to be working towards the values of 
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Family Business X. For “F” it was the feeling of familiarity, which she is motivated to 
make customers sense. “H” claimed to be motivated by clearly pronounced 
organizational goals, such as caring for the employees. Person “J” said that he is 
motivated by the freedom that comes with his work tasks, which he believes enables 
him to perform better. At the same time he requested clearer owner directives. The 
involvement of and among the employees is of high priority for the owner family, so 
that all employees feel encouraged when being at their workplace. The employee 
turnover is low, and the organization has seldom experienced that their employees are 
on long-term sick leaves. (Family Business X, 2012, p.12) This was confirmed by 
respondent “G” who said that few people leave the company, but rather change position 
within the organization, which he thought indicates employee satisfaction at the 
workplace.  
 
The owners believe that the fact that they are representing and running a family 
business is an advantage, with regards to organizational culture in comparison to other 
businesses, and thought that it is illustrated through a sense of familiness, closeness, 
local presence and the ownership being central to the business (The owners, 2013a). 
The owners said to have personnel activities periodically in order for the employees to 
engage in a closer relation to each other. The owner family also tries to include the 
families of the employees in some of these activities in order to create a feeling of 
“being one large family”, rather than just a workplace to go to for the non-family 
employees working within Family Business X. The owners have seen this as an 
opportunity to get to know their employees better and spread the family spirit that has 
characterized the organization until today, and will continue to influence the family 
business in the future. (Family Business X, 2012, p.8) Persons “A”, “F”, “I” and “J” 
mentioned the familiness factor. Person “A” also included closeness to each other, 
which he connected to the good teamwork that he believes characterizes the 
organization. He highlighted the positive feeling of being as much worth as everyone 
else, independently of the position within the organization. Respondent “F” also 
mentioned that there is a fundamental feeling of familiarly and of “coming home”, 
which is also confirmed by person “I” who mentioned a feeling of being down to earth. 
Person “I” further believes that the sense of familiarly can become a disadvantage as 
many of the organizational members may find it difficult to separate work life from 
private life, and internal recruitment is frequently occurring within Family Business X. 
This is something he considered as a possible future issue as external recruitment may 
bring additional, new knowledge to the organization. Moreover, person “B”, “D” and 
“E” mentioned the local presence during the interviews, where all of them considered 
being local as a benefit for the organization.  
 
Respondents “E”, “F”, “H” and “J” mentioned the common design of the logos of all 
companies owned by the family as a symbol that unites the organization and its culture 
and organizational values. The remaining interviewees could either not think of any 
special symbol or could not think of any symbol that unites the organizational culture. 
Respondent “D” considered language and symbols to be something the organization 
should work for as he believes it would strengthen the company brand and, furthermore, 
thought that all companies should share the same name, not only logo, in the future. For 
a long time, ever since the founder was active within the organization, the owners 
mention that the logos have been a debated issue. The process of implementing a 
common logotype for all companies was one of the missions that the founder had, but 
has ever since he chose a passive role, been set aside and not been as prioritized as he 
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may have wished. The owners believe that it is important that all companies share the 
family name and, thereby, can be connected to the family and the entire family business 
no matter where the offices are located. This is something that the owners believe is 
crucial for the future in order to not confuse customers. However, the owners believe 
that it is a good thing to step by step establish the family name in the acquired 
companies in order for the customers to adapt and connect with the new identification 
of the company. Furthermore, they wish and hope that all office sites are proud of their 
workplace and, thereby, also emphasize the family name and the owners behind the 
company. (The owners, 2013c) However, person “G” revealed that he thinks that the 
offices are too much connected, and that his office will always be his office and nothing 
else, no matter if the company shares symbols and/or language.  

5.5 Communication of Organizational Values 

Within Family Business X there is no written documentation of the organizational 
values, but the owners hope that by leading by example the values are still being 
implicitly communicated to all employees. The owners mentioned that they are the ones 
recruiting all employees, so they believe that they communicate the organizational 
values orally and maybe in an informal way during the recruiting process. The owners 
are aware that the communication of the organizational values is highly informal and 
may, thus, not be the exact same every time. (The owners, 2013c) Moreover, the owners 
admitted that this informal way of communicating the organizational values provides a 
risk for misinterpretation by the non-family employees. (The owners, 2013a) 
Respondent “C”, who said that he has worked within the organization for more than 10 
years, mentioned that even though the organizational values have not been directly 
communicated from the owners, he still thinks that the organizational values are visible 
over time. Moreover, persons “B”, “D”, “E”, “H”, “I” and “J” said that they have not 
had the organizational values communicated to them. Respondent “B” said that the 
owners have not communicated the values directly, so if the communication of values 
has taken place, it is from his nearest manager working at HQ. Person “D” believes it is 
because there are no clearly formulated values and “E” mentioned that as long as the 
employees work in line with what the family wants there might be no need to 
communicate them. “H”, on the other hand, considered it to be a result of the 
organizational structure in which his office site is a “sub company” to company G, 
which in turn is owned by Family Business X. He indicated that this structure places 
him far from the owners and that is why he has not had the values communicated to 
him. Person “I” believed that the lack of communication arise from lack of prioritizing 
as well as ignorance. Person “J” believes that the owners, instead of communicating the 
values, let their employees work without restrictions. Respondent “A” considered the 
organizational values to have been communicated to him through his closest manager, 
whereas person “F” described it as a fundamental spirit in the organization.  
 
The owners carefully explained that the larger Family Business X becomes, the more of 
a challenge it becomes to keep the familiness alive throughout the organization. If and 
when Family Business X is to implement middle managers in the different companies, 
the owners are more or less forced to physically visit the geographically dispersed office 
sites in order to maintain the closeness between the employees and the family. If this 
way of personal communication and appearance is not prioritized, the owners believe 
that the employees will lose out on the feeling of being employed by a family business. 
The owners believe that the employees work by “practice what you preach”, and if the 
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interactions with the family in the future becomes more seldom, it is important that even 
the office sites farthest away have something to learn from and be inspired by. (The 
owners, 2013c) 
 
Respondents “A”, “B”, “C” and “J” claimed that they do not wish the values had been 
communicated differently. “A” said they have been communicated through his nearest 
manager working from company E. “B”, on the other hand, stated that the values have 
not been formally communicated, but after having thought for a while he said they 
perhaps have been communicated orally at some point. Person “C” thought that the 
values have been communicated at some point in time, but in that case indirectly, during 
the years that he have been working for Family Business X.  Respondent “J” thought 
communication of owner directives is of higher priority than communication of the 
organizational values. As he has been working for the company for so long, he 
considered to have been participating in the development of a common value system at 
his workplace. Persons “D”, “E”, “F” and “I” emphasized that they wish the values had 
been more clearly communicated, as it would have been a motivating factor. 
Respondents “B”, “C”, “D”, “I” and “J” did not consider that improved communication 
of the values would have affected their daily work. “I” mentioned that he has the same 
vision as the organization and it would, hence, not make any difference. Respondents 
“E”, “F”, “G”, and “H”, on the other hand, all claim that more information would have 
made it easier for them to work in the best interest of the organization. 
 
The owners wish that the organizational values had been written down at an earlier 
point in time, and believe that it would have facilitated the communication of the values 
to their employees. Regarding written documentation, the owners mentioned that one of 
the property companies have an ISO2000 document, where keywords are documented 
as a proof of the service and business they run at their specific office site. It required 
lots of time and effort to write down the information and complete the certification, and 
the owners believe that is why the formally written documentation has been set aside for 
so long. However, the owners agreed upon the fact that when this process of 
formulating the keywords is done the first time, it becomes so much easier the next 
time. If adapting the documentation and certification on a regular basis, it is not time-
consuming at all. (The owners, 2013c) The time aspect was also a reason why the 
previously used intranet was discontinued (The owners, 2013a). Respondent “G” also 
mentioned the intranet that the organization previously had, with the purpose to 
facilitate information exchange between the office sites in the organization. However, it 
was difficult to uphold in practice and was eventually abandoned.  

5.6 Interpretations of Organizational Values 

The organizational values are to a large extent connected to moral and business ethics 
(Family Business X, 2012, p.11) and the owners specifically mentioned words such as 
trustworthiness and reliability (The owners, 2013a). The owners believe that the values 
stem from their upbringing and personalities, and even though the values are mainly the 
same as when the organization was founded by their father, the values have been 
developed and perhaps modified over the years. One of the owners said that they are 
their values. (The owners, 2013a) Person “F” mentioned that the organizational values 
are influenced by the owners and their personalities of course affects the organizational 
values. Moreover, “F” said that the organizational values does not only come from the 
owners of Family Business X, but are rather collectively developed within the 
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organization over time. Respondent “F” went on by saying that as the region Family 
Business X is conducting business in is sparsely populated, there is a limited amount of 
possible clients and customers, and so it is vital to be able to deliver what has been 
promised. The owners believe that honesty is one of the things that customers mention 
in connection to Family Business X (The owners, 2013a). 
 
When asking the interviewees about what the organizational values are most of them 
answered quickly, whereas respondent “C” felt uncomfortable and asked for another 
question. However, in the end all respondents provided answers and hereafter follows 
what the non-family employees consider to be the organizational values; 
 
Respondent “A”: “I think the organization seems to be caring for their employees and 
that one should work as a team”. 
 
Respondent “B”: “What is kind of important when growing bigger is that you still have 
to be humble. Because I do not believe it is very successful towards customers to see 
that one is growing bigger and bigger and bigger, but rather at the same time one should 
be the small company.” 
 
Respondent “C”: “I have been involved for quite some time so what I think is that one 
tries to build a trademark, and a trademark to be proud of, that one can show this is what 
we stand for. To directly state what we stand for, that was difficult. It should be possible 
to trust us and we should be a good partner and we should be there for the customers.” 
 
Respondent “D”: “Yes, well the values are service. Local connection that, that is 
emphasized.” 
 
Respondent “E”: “The organizational values? Yes, what could that be? I think both 
customers and coworkers and all suppliers should feel a bit that it is a small or local 
business, even though it is getting pretty big in size.” 
 
Respondent “F”: “Yes, but it is a feeling of coming home and feeling comfortable and... 
If we think from the perspective of the guests, that is what is important for us to 
convey.” 
 
Respondent “G”: “Yes, well, we are profitability oriented, we have always been that. 
We want to make money. And that has been expressed from the beginning. But in 
contrast we want to invest money. So it is not contradictory but we want to develop. 
And in addition we want to be entrepreneurs, that is for me almost the most important.” 
 
Respondent “H”: “Yes, considering that I do not know them... what management has 
written down. I mean that we, of course we should conduct good business for our 
owners and all that, but that is something obvious. And that we should behave well 
towards customers and then how you write that is something different. That we should 
represent the organization in a good way both during working hours and also during 
leisure time so to speak so that yes, it does not have to say XXXX (name of 
organization) in our forehead but that we are perceived as a homogeneous and nice 
organization which makes university students or anyone who know about us and receive 
a positive picture of the organization as such.” 
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Respondent “I”: “Knowledge, quality and service” 
 
Respondent “J”: “A big, solid family business that wants to invest in the future and 
develop both XXXX (name of city) and XXXX and XXXX (names of regions) But they 
seem to be taking care of the staff too so.” 
 
The owners wished that the organizational values should be visible throughout the 
organization in the daily work in contact with customers, both in terms of deliveries and 
appointments. The owners of Family Business X hope that the message is informally 
communicated to their employees, in the way that the employees transfer the 
organizational values in all activities, where truthfulness is always in focus. (The 
owners, 2013a) Persons “D” and “I”, furthermore, mentioned service as the main 
important thing that the company stands for, and “D” also said that he did not believe 
that the owners understand how good the company really is at this. Moreover, person 
“C” mentioned that it is important that the customers can rely upon the company as a 
retailer, and person “D” mentioned honesty as an important organizational value.  
 
The owners believed that the acquired companies still have their own values, but that 
these are in line with what the family business is striving for. If the acquired companies’ 
values would have differed from the family business values, the owners said that there 
would have been a higher interest to change the values in these acquired organizations. 
(The owners, 2013a) Respondent “G” who is working for one of the acquired 
companies also acknowledged this. He believed that the organizational culture of the 
acquired company and that of Family Business X were quite similar at the time of the 
acquisition and there was, thus, no need to change anything. Furthermore, he 
acknowledged that there has been a mutual exchange and the organizational cultures 
have influenced each other. According to the owners of Family Business X, the only 
things that have been changed until today in the acquired companies is the logotype and 
a modification of the brand name in order to align it with the other companies in the 
organization. No changes have been made to the workforce or the internal structure of 
the individual acquired companies to this day. (The owners, 2013a)  
 
The owners mentioned the recruitment more like a scouting process and as a part of the 
business network, where everyone knows each other. The two owners collectively 
stated that if you know the person, or know someone that knows this person, the values 
and personalities are often seen and can be taken into consideration when hiring, 
without explicitly asking the potential employee for their personal values. (The owners, 
2013a) Person “E” said that before he started to work for the company he knew one of 
the owners and one of the non-family employees working at company E, and he knew 
what type of organization he entered into. He described the introduction process more 
like an informal “hello” and then he was off to work. In terms of how the employees 
would describe the values to a new employee, respondents “A”, “B”, “E”, “F”, “G”, 
mentioned that they would use histories in some ways. Person “D” pointed out that he 
would have described the organization as it was from the beginning and how they have 
acquired the companies. “F” said that she would have explained her company, and 
thereafter introduce what the Family Business represents. “C” and “I” mentioned that 
they would point out the key words, whereas “D” mentioned both histories and key 
words. Respondent “J” could not answer the question, because he said never to have 
experienced this situation of interacting with a new co-worker. Person “H” mentioned 
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the lack of clearly formulated values, as it would have helped him explain what the 
organization represents.  
 
Regarding identification, persons “C”, “D”, “E”, “F”, “G”, “H”, “I” and “J” all agreed 
that the organizational culture and values of Family Business X help them to identify 
with the organization. Respondents “C” and “J” claimed that they would not be able to 
work for Family Business X if they were not able to identify with it. “D” emphasized 
that the identification could be even stronger among the employees if the owners had 
communicated the values more actively. Persons “E”, “F”, “G” and “H” all mentioned 
that they are proud to be working for Family Business X and that the feeling of pride is 
important for identification. “J” exemplified that he demands service in others when he 
for example goes shopping and, thus, he aims at providing a high level of service in his 
own work. 

Summary of Empirical Data 
Family Business X has a flat and informal organizational structure. Both the owners and 
the employees feel that the organizational culture represents a positive and familiar 
spirit at the workplaces. The owners claim to be aware of that the organization uses 
mostly informal ways of communicating. They also understand that this can be a 
drawback since misunderstandings may arise among the non-family employees when 
interpreting the organizational values. From the interviews it was seen that the non-
family employees have different opinions, both regarding whether communication of 
values have taken place, and what the organizational values are. Moreover, the wishes 
of having the values communicated or not also differ between the respondents. 
Regarding organizational language and symbols about half of the respondents 
connected this to the logotype, whereas the others could not mention/distinguish 
something that they feel is shared among the different workplaces. The interviews 
showed that the non-family employees in Family Business X relates to their individual 
workplaces in varying degrees. However, most of the respondents believe that their 
interpretations of the organizational values connected to the family business as a whole 
and not only to their respective workplaces. The motivation and identification among 
the non-family employees was to a large extent influenced by the organizational values. 
This information gathered in the empirical section, both from personal communication 
with the owners, interviews with non-family employees as well as unpublished data, 
will now be analyzed in order to describe how the employees of a geographically 
dispersed family business interpret the organizational values. The empirical data will 
also enable us to analyze and understand the organizational culture within Family 
Business X as well as see if, and in that case, how the geographical distance plays a part 
in the interpretation process.  
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6. Analysis 
This chapter will analyze the data presented in the previous chapter by combining the 
theoretical framework and empirical evidence. From earlier chapters in this thesis 
different categories have appeared, and the categories also relate to our purpose. These 
categories are organizational structure, interpretation of organizational culture & 
values, and relationship between non-family employees and Family Business X. These 
categories will hereby be guiding the reader throughout this analysis chapter. 
Categorizing the most important factors enables analysis and understanding of the 
organizational culture within Family Business X. Furthermore, it facilitates the analysis 
of whether the geographical distance plays a part in the value interpretation process 
among non-family employees. The geographical distance will, moreover, be considered 
in relation to all the other categories. 
 

 
By further developing figure 6 presented in the end of the theoretical framework, we 
would like to explain how each of the interview questions are connected and interlinked 
with each of the topics mentioned, by presenting figure 10. As shown, the tenth 
question is not included, however, that is because that question was a concluding 
question where the interviewees could add whatever they wanted or they thought we 
had missed during the interviews. From this model, we will now connect the material 
stated in the theoretical framework in chapter 4, with the empirical data in chapter 5.  

 
Figure 10. Connections Between Theoretical Framework and Empirical Data  
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As we have explained earlier in this thesis, we conduct a descriptive case study, which 
will be seen in this analysis chapter as we describe the organization as it looks today 
and the interpretation among non-family employees with regards to the organizational 
values. 

6.1 Organizational Structure 

As previously mentioned, we believe that it is important to describe the organizational 
structure of Family Business X in order to understand the interpretations of culture and 
values among the non-family employees. According to theory, the divisional structure 
represents the grouping of strategic business units where focus lies upon the output in 
terms of either products or services (Daft et al., 2010, p.107). In the case of Family 
Business X this is shown by the different products and services, which also represents 
different industries. The geographical structure concerns geographically dispersed 
locations with the purpose to meet customer preferences throughout the region (Daft et 
al., 2010, p.114). This is also what Family Business X has chosen to do, when acquiring 
competitors in cities around the region, in order to be able to serve more customers. As 
mentioned in the theoretical section, it is common for organizations to have a mixed 
structure (Daft et al., 2010, p.105), which we believe Family Business X exemplifies.  
 
The empirical evidence revealed that the non-family employees regard the 
organizational structure differently. One of the respondents located close to the HQ and 
working within the property industry described the organizational structure as separated 
between the different industries. Therefore, we can see that this respondent has the 
divisional structure in mind when discussing Family Business X. About half of the 
respondents, with varying distances from the HQ, as well as the owners mentioned the 
geographical locations and being a local partner in order to satisfy the local customers’ 
needs. These persons have, thus, identified the geographical structure of Family 
Business X. However, we understand that it is easier for the non-family employees to 
identify their business environment to the structure they find most connected to. We 
believe that the reason to why some connect more to the divisional structure and others 
to the geographical structure can be a result of the expansions that Family Business X 
has made in terms of acquisitions. As Family Business X has acquired new companies 
without making any changes to the organizational structure in the family business or the 
acquired companies, confusion is not hard to understand from the non-family employee 
perspective. When once again considering the acquired companies, some respondents 
indicate that a few of the acquired companies do not wish to be fully integrated into the 
organizational structure and the organizational culture and values, but rather protects 
their individuality. We consider the structure to have changed over time, from the 
beginning it had a clear divisional structure, but as they have acquired companies 
around the region they have attained a more geographical structure. This has resulted in 
that Family Business X today possesses a hybrid structure. We would like to argue that 
having two so different structures as divisional and geographical may work as a 
disadvantage because it may create confusion among organizational members as the 
different structures may require different types of management and/or communication.  
 
The owners mentioned that the organization conducts business on a regional level, 
whereas one of the employees considered it to be a local company. Many of the 
respondents, as well as the owners, mentioned the local presence of the organization to 
be a great strength. The variance in these opinions is most likely due to which 
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perspective is being considered. We believe that the owners regard the organization as a 
whole, whereas the employees who consider Family Business X to be a local company 
probably discussed it from the perspective of the individual workplace. The 
organization, thus, possess local presence in different cities across the region through 
the individual companies, however, the family business as a whole operates regionally. 
This was just one of several situations where we understood that some of the employees 
seem to be identifying more to their individual workplace, rather than to the entire 
family business.  
 
The flexibility and flat structure characterizing family businesses was revealed in theory 
(Mandl, 2008, p.66) and was also mentioned in the empirical evidence collected from 
the interviews and personal meetings. The owners describe the organization as flat 
where all employees have the opportunity to be creative and participate in the 
entrepreneurial spirit of the business. A few of the respondents working relatively close 
to HQ agree that it is a flat structure without hierarchies, whereas one of the respondents 
working farthest away from HQ considers it to be a top-down structure as everything is 
operated from HQ. Nevertheless, many respondents showed a positive attitude towards 
the organizational structure and mentioned examples such as that everyone is on the 
same level and that it enables decisions to be made faster. It was interesting, and 
surprising, to see that many of the interviewees mentioned the organizational structure 
even though none of the interview questions were directly related to that subject, thus, 
indicating its importance in relation to employee satisfaction. Furthermore, Family 
Business X today has few middle managers, which further illustrates the flat structure. 
The owners claim to be satisfied with this, however, at the same time they, together 
with one of the respondents, recognize it as a downside as it provides fewer career 
opportunities. Nevertheless, the owners acknowledge that as the organization expands 
the need for them to delegate certain responsibilities increases and middle managers 
may, therefore, be necessary in the future. As with all changes and decisions, it is not 
easy to satisfy all people as our interests and opinions differ. We understand that the 
situation of career paths as well as the organizational structure is a sensitive question, as 
there is no right or wrong.  

6.1.1 Informal & Formal Organization 

As has been acknowledged in our theoretical chapter, the informal part of an 
organization is larger than the formal; nevertheless, it also constitutes the less visible of 
the two. For this reason it is important for organizations not only to focus on what can 
be seen, but also what is hidden under the surface. (Senior & Swailes, 2010, p.128) 
When considering the iceberg metaphor (French & Bell, 1990, p.18, cited in Senior & 
Swailes, 2010, p.128) presented in the theoretical framework, we realize that Family 
Business X has focused on the formal organization, where structure as well as products 
and services have been important to the owners. We believe that the focus on the formal 
organization has resulted in non-written down values in Family Business X. From the 
empirical data it is clear to us that the structure is formal to the extent that the 
companies owned by the family are clearly separated by industries, but also by the 
geographical distance as mentioned earlier. As the organization has developed over 
time, the owners admit that their focus has been on the visible and formal parts of the 
organization whereas the informal parts, such as the organizational culture, have been 
lagging. This is supported by what was written in the theoretical chapter where previous 
research shows that it is a relatively short process to change the formal organization, 
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whereas the informal organization often is lagging in the adjustment process to the new 
formal organization (Nickerson & Zenger, 2002, p.551). However, we believe that it 
should not matter if the change requires a lot of time or not, as it is crucial for the 
organization to adapt all organizational parts if aiming for success.  
 
Furthermore, there is a risk that the informal organization that is lagging can hinder the 
formal organization in achieving its new goals because the employees may not yet have 
adapted to the new structure (Gulati & Puranam, 2009, pp.427-428). Considering the 
current situation at Family Business X, we believe that it is almost impossible to adapt 
to the organization’s continuous changes as it is extremely difficult to interpret the 
informal organization, such as culture, values and goals, as it has not been prioritized. 
The owners, as well as one of the non-family employees, agree upon the fact that the 
soft values have been set aside for a while due to expansions and lack of time, and that 
focus now have to shift from the formal to the informal organization. This in order to 
align the two parts better and bring the different office sites closer together and make 
sure that they connect to the overall organizational structure. As mentioned in the 
theoretical framework, the need to align the two parts of the organization can be a result 
of changes in the organization’s environment (Nickerson & Zenger, 2002, p.547), which 
in the case of Family Business X relates to the expansions made over the years. We 
believe that the organization cannot be stuck in the past, if they want to continue being a 
successful actor on the regional market. It is, however, common that family businesses 
have a blurred boundary between the informal and formal organization as they have 
been called confusing organizations with messy structures (Kets de Vries, 1996, p.23). 
We have seen patterns of confusion among the non-family employees when asking 
them about Family Business X informal organization, such as the organization’s culture 
and values. It has been easier for them to talk about the structure of the organization 
than the organizational culture and values.  
 
However, the owners as well as the non-family employees believe that the informal 
organization needs to be prioritized in order to catch up with the formal organization. 
We believe this to be related to the organization’s position in the family business 
lifecycle. In terms of organizational structure, theory mentioned that the structure of a 
family business cannot be considered as static, but rather as developing over time 
(Gersick et al., 1997, p.108; p.114; p.122). Considering the organizational aspect of this 
model, the empirical material showed that Family Business X has moved from the 
original controlling owner and now resides on the middle of the axis as a sibling 
partnership. Regarding the family aspect, the two owners are working together 
collectively, which means that Family Business X is placed somewhere on the second 
half of the axis, as they are not yet to pass on the ownership to another generation. 
Lastly, in terms of the business aspect, the owners of Family Business X described the 
organization as expanding, but in a different way than before. Previously Family 
Business X expanded throughout the organization, whereas they today strategically 
expand where they believe the best opportunity is. We would, on the other hand, 
describe Family Business X as a mix of expanding and mature, as the organization 
today is making fewer expansions at one time. We believe this to be a sign of maturity, 
as the organization is more stable and focuses on the industries they are currently 
operating in. We believe that as focus changes from expanding everything to 
maintaining what exists and develop it further, the owners have the possibility to 
analyze the latest years of development, and thereby recognize what has not been 
prioritized. We, furthermore, consider it as important to acknowledge where in the life-
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cycle Family Business X is located as it complements what has been previously stated 
regarding the organizational structure, but in an aspect which directly relates to family 
business. 
 
Theory acknowledged that there are some characteristics, which are typical for family 
businesses. First, family involvement and influence on the organization and its 
stakeholders; including power, experience, and culture (Astrachan et al., 2002, p.47). 
Secondly, the flat structure, small management teams and small size of family 
businesses make them flexible (Mandl, 2008, p.66). Next, family businesses are often 
long-term oriented (Kets de Vries, 1996, p.23), and have their own types of values. 
Finally, this type of businesses is characterized by their familiness (Habbershon et al., 
2003, p.452) and familiar atmosphere (Kets de Vries, 1996, p.17). We found from our 
empirical study that about half of the non-family employees consider the owner family 
to have influenced the organizational values, and the fact that the owners say that they 
“are” their values shows their involvement in the organizational culture. However, we 
have not been able to distinguish the owners’ level of involvement and influence with 
regards to power and experience. Family Business X to a high degree conforms to the 
characteristics of flat structure, which has been recently discussed, as well as the small 
management team and its relatively small size. In contrast, we have found it difficult to 
draw any conclusions regarding the organization’s long-term orientation based on the 
empirical data. Lastly, two of the respondents mentioned words such as familiness and 
familiar feeling in relation to the organizational culture and values. The organization, 
thus, possesses many of the typical features of a family business, although, not all of 
them. This should be considered when discussing other theories about family business, 
as Family Business X may, thus, not be directly applicable to all these. 

6.2 Organizational Culture & Values 

From the empirical evidence we have seen that the family business has experienced a 
steady growth during the last decades. We believe that the growth, in terms of acquiring 
already existing organizations, has affected the organizational culture in that the 
expansion has made the organization geographically dispersed. We think that Family 
Business X today is moving from a point where the organization believes that the 
culture is something that the organization has, to something that the organization is, as 
we believe that the organization has understood the importance of organizational 
culture. Therefore, we believe that the organizational culture in Family Business X has 
to be modified and adapted from its current state. As could be seen in our theoretical 
framework, researchers have found that values are an important aspect of organizational 
culture because they can generate higher levels of motivation and satisfaction if they are 
shared among all employees (Van den Steen, 2010, p.1718). Therefore, we believe that 
Family Business X cannot ignore the fact that the organizational culture and values are 
crucial, and should focus on this in the future.  
 
In order for us to be able to see how the non-family employees interpret the 
organizational values, we saw a need of asking them about what Family Business X’s 
culture and values are like. One tool that we have used in order to understand the 
organizational culture is the cultural web, which shows the internal, cultural, taken for 
granted assumptions in an organization (Johnson et al., 2011, p.176). The empirical 
evidence showed proof of that the elements in the cultural web do contribute to the 
collective experience in Family Business X, through for example when respondents 
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mentioned the shared logotype as a symbol promoting and symbolizing coherence in the 
organization. When asking how the employees would describe the organization to a new 
employee, explanations like historical timeline, using key words, acquisitions as well as 
general stories about the family and the founder were mentioned. We believe that it was 
of interest to ask this question in order to understand how the non-family employees 
would describe the organizational culture to others. We cannot exclude the possibility of 
having received biased answers, as histories were one of the examples we mentioned 
during the interviews. However, some of the respondents still provided different 
alternatives. Since the answers were of a general nature, and many of the respondents 
would have used histories about the organization rather than clear explanations of the 
values, we believe to see patterns of confusion regarding the organizational values 
among the workforce in Family Business X.  
 
In terms of symbols, one common answer that we collected during the interviews was 
the logotype of Family Business X. However, whether the answers were affected by our 
interview questions is difficult to say, as some of the cultural web categories were 
mentioned as examples. Some of the respondents wish that Family Business X should 
take care of what is collectively symbolizing the organization, like stories and symbols 
in order to unite the organization. One of the respondents had a contradictory opinion, 
as he believes there is too much things connecting the respective office sites to the 
family business, and does not want any more symbols that add on to what already 
exists. The respondent mentioning this works for one of the acquired companies, which 
we believe implies that he still considers his office site as it was before the acquisition 
and, therefore, does not see the need of a united organization. We believe that the 
elements symbols, stories, routines and structure in the cultural web affect the business 
culture. Therefore, we suggest the same logotype across the organization as well as 
written documents in terms of for example a historical timeline as it could further 
strengthen the organizational culture and aid the non-family employees’ commitment 
and identification with Family Business X. 
 
Concerning values in family businesses, they are “often more humane, more emotional 
and more fundamental” in comparison to non-family firms where values are seen to be 
“more transactional, more impersonal and directed toward economic outcomes” (Ward, 
2008, cited in Arvidsson et al., 2010, p.7). The owners as well as some of the 
respondents in the interviews supported this, as they mentioned familiness, caring for 
others, ethics and moral to mention a few. One of the non-family employees mentioned 
that he has previous experience from working in a large multinational corporation and 
used this to illustrate what he believes is good with working for Family Business X 
instead. He believes that the organizational environment in Family Business X 
encourages teamwork and rapid decisions, which he sees as the major difference from 
his previous experience from the non-family firm. Contradictory to this opinion, one of 
the other respondents emphasized that his company is profitability oriented, which 
contradicts what is stated in theory about family businesses. We believe this indicates 
that this person is more related to the company before the acquisition and, therefore, did 
not answer in terms of Family Business X, but rather from the perspective of his office 
site.  
 
The empirical data showed that all of the non-family employees considered Family 
Business X to have a positive culture, which we believe is contributing to a strong 
business culture and the familiar environment they are working in. We believe that this 
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indicates that they have a large commitment towards the organization. This is in line 
with what was presented in the theoretical framework, where it is described that family 
businesses have a larger commitment to the organization due to harmonization and 
long-term sustainability in comparison to non-family firms, resulting in a stronger 
organizational culture (Vallejo, 2008, cited in Duh, Belak & Milfelner, 2010, p.479).  
 
As mentioned previously, familiness is a word significant for family organizations 
(Habbershon et al., 2003, p.452). This word, or synonyms to it have been mentioned 
when asking about the organizational culture and values in Family Business X. 
Interesting for this study, on the other hand, is that one of the non-family employees did 
not feel at all that he worked for a family business. However, he mentioned things like 
humility and localness as the organizational values, which we believe indicate that his 
answer is affected by the lack of interaction with the owners, as his descriptions of the 
organizational values indeed describes what is specific for a family business. The same 
respondent mentioned that he seldom gets to see the owners, but rather just meets with 
other employees that are located geographically closer to him. He believes that the 
geographical location of the office site affects the interpretation of working for the 
family business. 
 
As seen in the theoretical framework, employees who are working in locations outside 
HQ are less influenced by the organizational culture, and at the same time have less 
opportunity to influence it (Allen & Henn, 2007, ch.3). The respondent mentioning the 
lack of feeling of working for a family business is working for one of the latest acquired 
organizations, as well as one of those farthest away from HQ. One explanation can, 
therefore, be that he has not been a part of Family Business X for very long and has, 
thus, not had time to be influenced by the organizational culture. One of the other 
respondents mentioned profitability as the most important value for Family Business X, 
which according to the theoretical section is more connected to non-family firms (Ward, 
2008, cited in Arvidsson et al., 2010, p.7). The office site that this person works at, is 
also one of the acquired companies, which previously was not a family business. This 
can either mean that the non-family employee connects more to the past when the 
company was an independent actor, or the employee has not had the organizational 
values and culture of Family Business X communicated to him.  
 
We informed the respondents about what we meant by the concepts organizational 
culture and values. However, as we described in the theoretical framework there are 
multiple ways of describing and interpreting organizational values (Young, 1989, 
p.190). It is, therefore, hard to say whether all respondents had the same interpretation 
of the word organizational value when answering our questions. We also want to 
highlight that it is not possible to ignore the fact that, even though we explained to them 
what we meant with the key concepts, they may have stated their own personal values 
or the values that they believe that the organization should have, instead of the actual 
organizational values within Family Business X. As the purpose of this thesis does not 
touch upon their personal values, we do not wish to go deeper into this issue.  

6.2.1 Communication  

Values are predetermined and as such, theory suggests that they should be 
communicated formally through the organizational structure (Kraut et al., 1990, pp.2-8). 
However, this can be difficult in family businesses as they often communicate 
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informally (Barnett & Kellermanns, 2006, p.850). The empirical evidence showed that 
the owners of Family Business X try to communicate the organizational values 
informally, which may provide an explanation to the diverging interpretations on behalf 
of the non-family employees. Informal communication is also commonly used in flat 
organizations as it decreases the distance between managers and employees (Heide et 
al., 2005, pp.82-85). As we have already established, Family Business X has a flat 
structure and the empirical evidence shows that informal communication is used by the 
owners when communicating the organizational values. This since none of the 
respondents said that they have received any written or formally communicated values, 
but rather have interpreted the values through oral communication or over time. The 
owners also admit to not actively communicating the organizational values but, 
nevertheless, wish that the employees will take after their actions, as they believe the 
values are visible in what they do. This was confirmed in theory, which states that the 
organizational values give the owners the possibility to guide the employees without 
interacting in every situation (Philipson, 2004, pp.34-35). Moreover, theory 
acknowledged that the benefits of informal communication and shared values are higher 
involvement of people in the decision process (Heide et al., 2005, pp.82-85), more 
delegation, less monitoring, higher satisfaction and motivation, faster coordination 
and more communication. The downside is less experimentation and information 
gathering. (Van den Steen, 2010, p.1718) We believe that this theory fails to 
acknowledge the factor of the employees being situated in different geographical 
locations. In addition, we believe that the owners of Family Business X have neglected 
an important factor in terms of the geographical distance of their organization, as 
informal communication requires closer interaction between the owners and the 
employees. This was confirmed by theory, which revealed that geographical distance 
hampers informal communication and the distribution of implicit knowledge (Bruegge, 
Dutoit & Wolf, 2006, pp.139-140). The owners as well as some of the employees of 
Family Business X acknowledged that, in order to improve the informal 
communication, the owners would have to visit the different office sites more often than 
they do today.   
 
Noll et al. (2010) suggest formal policies as a complement to the informal 
communication (p.72). We believe the informal communication is a result of the lack of 
formally written values in Family Business X. According to the owners, the values have 
not been formally written due to lack of time as well as differing values never having 
been an issue. One of the respondents mentions that the organization only has 
formalized those policies that are a minimum requirement by law. Other respondents 
also mentioned a desire to have the organizational values, and other policies, formally 
written, as it would limit misinterpretations and strengthen the feeling of working in line 
with the owners’ interest. Furthermore, one of the respondents wished for more 
directives, but on the other hand mentions that he likes working independently from the 
owners. We believe that the above stated reasons are key factors to improve non-family 
employees’ interpretation of the organizational values. The values today consist of non-
specified values, both from the owners as well as the non-family employees’ 
perspective. These informally constructed values make it hard for us to analyze the 
interpretation of the values in the organization. 
 
As seen from the theoretical framework, the need for common guidelines increases 
when the organization expands. Moreover, geographical expansion in particular, raises 
the need for common values that holds together the organization's direction, ambition 
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and action throughout the dispersed organization. (Cordial, 2005, pp.30-31) One of the 
factors contributing to bridging geographical distance is having a clear mission. 
Moreover, shared goals and values are important aspects for an united and coherent 
organizational culture (Armstrong & Cole, 2002, pp.183-184) We have seen that Family 
Business X has a strong organizational culture, as all of the respondents mentioned it to 
be positive as well as said that the organizational values helps them to identify with the 
organization. The culture of Family Business X is strong and positive without having 
any formal documents of the organizational values, or other types of formal 
communication. Therefore, we believe that theories from previous research lack some 
factors that should have explained what brings the positive feeling in Family Business 
X. 
 
As a result of the informal communication, we believe that the non-family employees 
have interpreted the informal signals differently. This is based on the empirical 
evidence, which showed that the respondents have different views regarding whether 
the organizational values have been communicated to them. Some said that they have 
not had the values communicated to them at all, whereas others believed that they had 
been communicated informally. These answers cannot be related to whether the office 
sites of the respective respondents are located close or far away from HQ. Some of the 
employees, who have not had the values communicated to them, anyhow said that they 
know the organizational values. We believe that this can be the result of a combination 
of the informal communication as well as the amount of time they have worked for the 
organization. The owners said that if the interpretations and actions among non-family 
employees were remarkably wrong, in relation to their intentions, they would of course 
have communicated the values differently. This is also suggested by theory, showing 
that management have to act only when the informal and formal values differ, in order 
to bring them closer to each other (Cordial, 2005, p.27). This is also supported by some 
of the respondents that said that if their interpretations of the communication had been 
wrong, the owners would probably have communicated the information in another way. 
Even though both parties representing the organization agree upon that communication 
would have change if the interpretations of values had been an issue, we do not believe 
that it is beneficial to wait until such an issue arises. By clearly communicating the 
values to all non-family employees, the owners of Family Business X could eliminate 
the risk of facing misinterpretation.  
 
The owners, as well as a few of the non-family employees, mention that communication 
has to be improved as the organization grows. This has, however, not been prioritized 
within Family Business X until this point. As theory show, the process of developing 
new strategies takes time (Johnson et al., 2011, p.181). The respondents wanting clearer 
communication of the values, of which the majority is working close to HQ, thought it 
could benefit their work and, thus, the organization. However, other respondents do not 
wish the communication of the organizational values to be changed. The empirical 
evidence revealed that the employees who claimed not to have had the organizational 
values communicated to them were the ones who did not wish to change that fact. The 
main reason being that they were satisfied with the current situation and did not believe 
it would change their daily work. As seen from the theories presented earlier, employees 
who are working far from HQ are less influenced by the organizational culture and, 
thus, the values (Allen & Henn, 2007). We believe that this can be connected to the far 
geographical distance from HQ, which affects how often they interact with the owners. 
The non-family employees knowing the owners better, may not see a change as a 
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problem, whereas the ones farther away may not know what to expect and, therefore, 
are more resistant to change as the owners more seldom influence them. As we did not 
ask the interviewees of how long they had worked for Family Business X, but some of 
them revealed the information in their answers, it is not possible draw any definite 
conclusions about how the years within the organization affects their interpretation.  
 
Moreover, the respondents that did not want to change the communication also 
represent the acquired companies. We believe that it could reflect that these companies 
are more independent from Family Business X than the companies that originate from 
the owner family. It is interesting for us to see that the persons who did not wish to 
change the communication also considered the organizational culture as positive, which 
can be a further explanation to their satisfaction as well as resistance towards change. 
We, furthermore, believe that the fact that each of the geographically dispersed office 
sites has their own office culture indicates that they rather identify with their company’s 
values rather than the entire organization’s values. This can, furthermore, be connected 
to the theoretical framework where we found that it is common that employees 
construct their own informal values over time. This is not dangerous as long as the 
informal values are in line with the formally constructed values. It is only when the 
values differ, that management has to act in order bring the values together. (Cordial, 
2005, p.27) We believe that the use of informal communication of the organizational 
values in Family Business X may provide an explanation to the non-family employees’ 
interpretation of the organizational values.  

6.2.2 Interpretation 

The empirical evidence showed that Family Business X has elements of and informal 
structure, which is among others illustrated by the lack of formal work descriptions. 
Theory showed that family businesses today often have an informal structure as a result 
of formal structures becoming more inefficient, which increases the necessity of shared 
organizational values. (Alvesson, 2002, p.14) As we found from previous research on 
this topic, values of the family are what constitute the value system in family businesses 
(Barnett & Kellermanns, 2006, p.850). In Family Business X we believe to have seen 
proof of this, as the owners said that they are their values, when asked where the values 
in Family Business X originate from. Furthermore, as theory show, values within family 
businesses have to consider the goals of the family, as well as the business, which often 
can lead to conflicting interests (Koiranen, 2002, pp.177-178). As it is the owners that 
have influenced the organizational values, there should be no conflicting interests in 
Family Business X. Even if the non-family employees mentioned different 
organizational values, the words mentioned are not conflicting. Therefore, we believe 
that the theory may be more suitable in family businesses that consist of a larger share 
of family members than Family Business X. We can see that the owners’ opinion 
regarding that they constitute the values can be connected to the theory talking about 
different ways of establishing values. As the owners consider themselves to be the 
origin of the organizational values, we believe that Family Business X have top-down 
created organizational values (Cordial, 2005, p.6), from the owner perspective. 
However, on the other hand, some of the respondents located close to HQ believed that 
they, together with the owners, have collectively built up the organizational values over 
the years. From their perspective, the values have been created from a mixed setting, 
rather than top-down. (Cordial, 2005, p.26) The reason to why the geographically 
closest companies had this opinion could be because they more often interact and 
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physically meet with the owners, in comparison to the employees at office sites located 
farther away. A second explanation could be that the office sites farther away from HQ 
are relatively new to the organization and, therefore, have not established the same 
relation to the owners and the organizational culture and values. We believe that the 
non-family employees closest to HQ have got the impression of collectively having 
formulated the values as they have been able to observe the actions by the owners and, 
thereby, interpret and act in similar manners. Lastly, when analyzing the answers from 
the interviews, we can see that many of the respondents believe that the owners 
influence the culture and values by their appearance and the lack of appearance at the 
geographically dispersed companies can, thus, provide a further explanation.  
 
Williams (2002) defined organizational values as “collective beliefs about what the 
entire enterprise stands for, takes pride in, and holds of intrinsic worth” (cited in Herbst 
& Houmanfar, 2009, p.50). According to the owners the organizational values are 
closely related to ethics and moral, which are very general, and more specifically 
mention trustworthiness and reliability. Moreover, the owners wish that the feeling of 
working for Family Business X should be that the employees wish to belong to one 
large family, and treat each other that way. We believe that this supports what theory 
meant by familiness and the feeling of being part of the organization (Kets de Vries, 
1996, p.17). As these are the values that the owners state as important, they are what 
theory acknowledges as the formal values of the organization (Cordial, 2005, p.26). 
 
When looking at the organizational values from the non-family employee perspective, 
half of the respondents mentioned values such as: caring for both employees and 
customers; being a good partner; work as a team and help each other; and, finally, to 
be a good representative for the organization both at work and off-work. Even if these 
words are not formulated exactly in the same way, the words all connect to how to treat 
people and the importance of helping each other as was mentioned by the owners. As 
there is a slight difference in the non-family employees’ words, and the owners’ 
formulation of the organizational values, we cannot exclude the possibility that the non-
family employees answered our question with the informal organizational values. 
Theory describes these informal values as existing independently of managers’ active 
involvement, no matter if the organization has formulated formal values or not. 
(Cordial, 2005, p.26) Moreover, the fact that values may be interpreted differently, and 
that there may be several meanings applicable to a single value further complicates the 
alignment of values (Young, 1989, p.190). It is not possible to see any correlation 
between the interpretation of values and the geographical distance, or whether the office 
site was acquired or originated from Family Business X. However, it is interesting that 
two of the respondents first claimed not to know the organizational values due to lack of 
communication, but still gave similar answers to the others who said that they have had 
the values communicated to them. The answers that we received from the interviewees, 
when asking for the organizational values, may have been affected by the fear of 
answering the wrong thing, even though there is no right or wrong answer. We saw that 
some of the employees were uncomfortable when receiving the question and may, 
thereby, have provided us with broad values that all companies more or less include as 
their core values. We believe that the confusion and fear arising from not exactly 
knowing what the organization stands for and work towards may have resulted in these 
general terms. Another possible explanation can be that they unconsciously have 
understood the values. It is possible that the employees, who have been working for the 
organization for a long time, have understood the values as the owners have informally 



Degree Project 30hp  Malin Becker 
Spring 2013  Lisa Öhlund 
 

57	  

communicated them, whereas it is more difficult for newer employees or employees 
working in a location farther away from headquarters. The impression we received from 
the interviews is that the uncertainty regarding the organizational values is high. 
Therefore, it is important that this issue is being prioritized so that the employees feel 
more motivated and connected to the organization in the future.  
 
Theory highlighted that employees, working together within an organization, construct 
their own, informal, values over time. One might think that this is dangerous for the 
organization to let the employees construct their own values; however, as long as the 
informal values are in line with the formally constructed values it is not harmful having 
both types of values within the organization. (Cordial, 2005, p.27) This was also 
mentioned by some of the respondents who meant that they have participated in the 
development of the organizational values. A few respondents also acknowledged that 
they were not exactly sure about the values as intended by the owners but believe they 
have a fairly good understanding from working for the organization for some time. 
Furthermore, theory also emphasized the importance of aligned interpretation of 
organizational values by all members of an organization. If values are interpreted 
differently it can result in inefficiency, conflicts and even sick leaves and other types of 
innovative absenteeism. (Philipson, 2004, pp.34-35; p.130) This was also acknowledged 
by one of the respondents who said work is easier and more inspiring if the 
organizational and personal values are in line with each other. We have found that the 
values are not completely aligned in Family Business X, but have not found any 
evidence of this having led to inefficiency or conflicts as mentioned by Philipson (2004, 
pp.34-35; p.130). 
 
Theory showed that when the fit between the values of employees and the organization 
is low, there are three possible alternatives; either the individual’s or the organization’s 
values must change or the individual will leave the organization as a result of the lack of 
congruence. (Chatman, 1989, pp.339-343) As was put forward in the empirical data 
there is low employee turnover within Family Business X, which indicates that 
employees are satisfied and that their interpretations of the organizational values at least 
to some extent corresponds to the actual organizational values. Nonetheless, we believe 
this congruence could have been even stronger if the values had been directly and 
formally communicated as was desired by some of the respondents. By including the 
employees in the development of the organizational values, congruence is likely to be 
stronger because the non-family employees’ interpretations are more likely to in line. 
 
Even though the interpretations of Family Business X’s values did not differ remarkable 
among the non-family employees or between the employees and the owners, we believe 
that the way the employees viewed the organizational structure somewhat affected the 
final answers regarding what they considered the organizational values to be. This since 
the ones connecting more towards the geographical structure mentioned localness and 
teamwork as examples of the organizational values, and the ones with the divisional 
structure in mind mentioned familiness and closeness. When acknowledging the 
geographical aspect it was evident from the empirical material that the employees 
working farther away from HQ were unsure about the values, but still gave similar 
answers to the other respondents. Moreover, the owners claimed that all acquired 
companies had similar organizational culture and values to Family Business X and there 
was, hence, no need to make any changes. As a result, the employees of the acquired 
companies, if unsure of Family Business X’s values, might have answered what they 
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consider to be the values of their individual company. Theory explains that the values of 
the employees are influenced by the values of the different organizational levels, such 
as parent company, subsidiary and business unit (van Riel & Balmer, 1997, p.344). This 
could be related to Family Business X and the fact that all respondents believe the 
values to be the same, or at least similar, across the entire organization. On the other 
hand, one have to remember that some of these respondents also believed there to be a 
separation in the organization, which we believe indicates that the employees found it 
easier to talk for the entire organization when insecure of the answer.  
 
From the empirical material we believe it to be impossible to say if the interpretations 
among the non-family employees are considered to be corresponding to the actual 
organizational values, since not even the owner family can exactly pinpoint what the 
explicit organizational values are within Family Business X. However, as could be seen 
from the additional questions that we asked the respondents, the interpretation and 
identification of the organizational values are important and, thus, contribute to the 
relationship between the non-family employee and the family business. 

6.3 Relation Between Family Business X and its Non-family Employees 

In terms of relation between the organization and its employees, it was argued in the 
theoretical framework that family businesses are not applicable to the agency problem 
because family members are motivated to maximize the income of the family (Becker, 
1974, p.1080). However, this has been challenged by many researchers (Chrisman, 
Chua & Litz, 2004, p.338). We believe that Family Business X is not applicable to this 
statement, as the vast majority of the organizational members do not belong to the 
family. We, therefore, see no reason to rule out Family Business X and the possibility of 
agency relationships within it based on solely that statement. 
 
Theory acknowledged that it could be harmful to the organization if the employees have 
received different information (Schulze et al., 2001, p.100). The information asymmetry 
in Family Business X was revealed in the empirical material in that the non-family 
employees had different opinions on whether or not the organizational values had been 
communicated to them. When analyzing the respondents’ interpretation of the 
organizational values, we found them to be similar but not exactly corresponding. This 
implies that even though the owners consider themselves to have informally 
communicated the organizational values to all members the employees have interpreted 
them differently. We would like to emphasize the importance of ensuring that all 
employees have been informed about the organizational values, as well as interpreted 
them accordingly, as there is otherwise a risk of some individuals performing activities, 
which are not in the best interest of the organization. This was confirmed by theory, 
which states that when employees share the same organizational values they are more 
likely to constructively contribute to their workplace (Chatman, 1989, p.343). 
 
A solution to these agency problems was presented in the theoretical chapter, where it 
was stated that when all members of an organization share values, these problems are 
eliminated (Van den Steen, 2010, p.1718). We acknowledge that information 
asymmetry has not evolved into a problem yet for Family Business X. Nevertheless, the 
fact that several of the respondents raised a desire to receive improved means of 
communication as well as clearly formulated organizational values leads us to 
recommend Family Business X to take the time necessary to do this as this will help 
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them to avoid agency problems. Theory also revealed that agency problems are less 
evident in organizations where the owner is engaged in the management of it (Jensen & 
Meckling, 1976, cited in Chrisman et al., 2004, p.337). From the empirical data it was 
clear from both the perspective of the owners and the employees that the owners are 
highly involved in the management of the organization as there are only two middle 
managers. A possible reason why Family Business X is not facing agency problems is 
its organizational structure, which facilitates fast decisions and shorter communication 
channels. On the other hand, it was presented in theory that family businesses often face 
lower agency costs than ordinary organizations (Chrisman et al., 2010, p.18), which we 
believe is the second contributing reason in favor of Family Business X. A reason for 
this can be that the objectives of the organizational members are more often aligned in 
family businesses and, moreover, that management and control are often kept within the 
family (Jensen & Meckling, 1976, cited in Fama & Jensen, 1983, p.332). Nevertheless, 
the empirical evidence did not show any sign of aligned objectives as some respondents 
mentioned that the employees did not know the direction of the organization, whereas 
other respondents claim to have a fairly good understanding of the direction. However, 
we have seen that management and control is kept within the family to a large extent, as 
there are only a two middle managers and the owners are, thus, highly involved in the 
operations of the organization.  
 
Theory shows that the organizational values helps non-family employees commit to the 
organization (Kets de Vries, 1996, p.17). Employees who are satisfied with their work 
can be as much as twice as productive and innovative as their dissatisfied colleagues. 
This is because they understand the meaning and purpose of what they are doing and 
their personal values are in line with those of the organization. (Philipson, 2004, pp.34-
35) As we have seen from the case study of Family Business X, none of the employees 
were dissatisfied with the organizational culture and had only positive things to say 
about the organizational culture and values. We, nonetheless, believe that it is important 
that the owners take advantage of the positive characteristics that influences the 
employees, and make sure to reduce possible issues that could lead to dissatisfied 
employees in the future. We suggest that the changes must be adopted in a manner so 
that the employees do not feel run over by the organization and the owners in particular. 
It was confirmed in theory that the organizational values need to be communicated in a 
good and effective way so that the employees feel attracted and retained (Collin & 
Porras, 1996, cited in Arvidsson et al., 2010, p.71) in order to better commit to the 
organization. Our empirical material showed that the non-family employees have not 
interpreted the organizational values exactly as intended by the owners and it is, 
therefore, likely that the informal communication is not suitable in this organization. 
The owners admitted that the different companies need different ways of 
communication. The organization should, hence, aim at improving their communication 
process in order to ensure that the organizational values are communicated to the 
employees in a more efficient manner than they are today. However, we believe that the 
communication channels are not forced to be the same to all companies, as far as all 
non-family employees interpret the values the same way.  
 
The empirical material showed that many of the non-family employees consider the 
organizational values to be important for the motivation. This was confirmed in theory 
by Jensen & Meckling (1976) who claim that employees are more motivated to work 
for the common goals of the organization if they feel that they are involved and 
important (cited in Schulze, Lubatkin, Dino, & Buchholtz, 2001, p.100). From the 
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empirical material we could see that familiness and a close relation to each other was 
included in what the non-family employees mentioned as the organizational values in 
Family Business X. This strengthens our argumentation that the relationship with the 
owner family and the family firm is important if having a motivated workforce that 
identifies themselves with the business they are working in. We find it interesting that 
some of the employees that mentioned that the organizational values would not affect 
their everyday work also said that they find the organizational values as a crucial tool 
for increasing motivation and identification with the family business. We believe that 
this could be the result of a workforce in confusion due to the lack of formally written 
organizational values. If the employees regard the values as something that is important 
for their motivation, we believe that they cannot avoid working towards the 
organizational values in their everyday work. We believe that this implies a high degree 
of confusion, as the respondents are contradicting themselves in their answers regarding 
the organizational values in Family Business X.  
 
It is interesting to see that the respondents working geographically closest to the HQ are 
those who consider it to be a division between the geographically dispersed companies. 
However, as can be seen in the theoretical framework it is not uncommon that people at 
different geographical locations talk about us and them (Armstrong & Cole, 2002, 
p.169). Most of the respondents agree that they at some point think of their respective 
companies as separate entities rather than Family Business X. The people working at 
the office sites that are placed on the farthest distance from the HQ all agree upon that 
there is no division between the companies when asked. However, we believe that this 
is contradictory, since some of the interviewees showed signs of answering the 
questions with their respective company in mind throughout the interview. Others have 
more frequently talked about the family business as one when not asked about their 
office site directly. We believe that this is proof of a separation between the companies.  
 
We also find it interesting to see that there were specifically two office sites that most of 
the respondents had in mind when talking about a separation between the individual 
companies in Family Business X. However, this separation is not only connected to the 
geographical distance, but also to the process of acquiring the company, as well as the 
county boundaries separating them from the other office sites in the organization. This 
is also what the owners believe to be the reason behind the separation among the 
companies in Family Business X. Respondents from other office sites than the two 
recently mentioned believe that the owners could, and should, have been more stringent 
during the acquisition process. The owners, on the other hand, say that they have 
actively let the offices keep their own organizational culture as long as it has not clashed 
with the overall organizational standpoints. This can be connected to the person-
organization fit model where it is seen to be difficult to say what the optimal level of fit 
is and when it is reached (Chatman, 1989, pp.343-344). Nevertheless, not all employees 
seem happy with the current situation as some of them mentioned these two office sites 
discussed above as those standing out from the rest of the companies within Family 
Business X. We acknowledge that this is a potential conflict, especially as the owners 
aim for a coherent organizational culture. Moreover, the respondents from these same 
two office sites often used terms such as us and them and, furthermore, one of them 
stressed that there is no separation between the different office sites. This is interesting, 
and we believe it is a result of these two office sites previously being one company, 
which has been acquired by Family Business X. We could see tendencies of them not 
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being interested in being fully integrated into the larger organization, which is an 
additional issue that we would like to bring attention to as a possible conflict. 
 
According to theory the geographical distance can be a hindrance, however, it can be 
overcome by implementing a clear mission for the entire organization (Armstrong & 
Cole, 2002, pp.183-184) as well as by creating a collective identity among all 
organizational members. Both aim at minimizing the risk of employees identifying with 
the individual workplaces, which may create subgroups and hamper collaboration 
between the geographically separated office sites. (Polzer et al., 2006, pp.688-689) In 
geographically dispersed organizations, it is especially important that employees 
identify with the organization as they are working away from HQ (Scott, 1997, p.493). 
On the other hand, employees within a geographically dispersed organization are more 
likely to identify themselves with local goals in comparison to the overall organizational 
vision (Daft et al., 2010, p.113). The empirical evidence revealed that the owners 
believe the geographical distance is a barrier, primarily because it limits the possibility 
for common activities outside work hours. Additionally, they believe that belonging to a 
family business will create motivation and commitment and, thus, fostering a common 
identity. We have identified a problem in this argumentation, which relates to the fact 
that not all employees sense that the organization is a family business. These employees 
will, therefore, require other things than the simple fact that it is a family business in 
order to identify with the organization as a whole. When asking the respondents of the 
importance of values in terms of identification, all of them considered that they were 
strongly correlated. We believe an explanation could be the organizational structure, 
because as theory mentioned, employees working in a family business more often 
identify with the organization, because of lower levels of bureaucracy and closeness to 
top management (Kets de Vries, 1993, p.62). One of the most surprising things found in 
relation to identification, is that one of the respondents said not to know the values, but 
on the other hand mentioned that the values were the underlying reason to why he chose 
to apply for a job in Family Business X. This is an additional justification to why we 
can see that the confusion in the family business is high when it comes to interpreting 
values, and relating to Family Business X.  
 
When analyzing the situation of Family Business X, in terms of the relation between the 
organization and the non-family employees, we do not see any patterns of agency 
theory being an issue. However, as the family business is continuously expanding, in 
terms of companies as well as employees, ownership and management are more likely 
to move towards being separated, which would increase the risk for agency problems. 
The empirical evidence showed that there are two persons besides the owners that have 
a managerial position. As described in the theoretical framework, we can see that the 
principal delegates some parts of the decision-making authority to an agent, which may 
result in an agency problem if the two parties have different interests and goals 
(Eisenhardt, 1989, pp.58-60). The fact that Family Business X has two middle managers 
today could be a contributing factor for an agency problem to occur, if there are 
differences in how to guide and lead the companies in the organization. This is a risk-
taking move by the owner family since it can result in that the owners and middle 
managers have different goals and ambitions for Family Business X, which may lead to 
inefficiency in the organization. (Eisenhardt, 1989, pp.58-59) However, as we 
mentioned earlier, with the same interest and motivation factors in mind, there will be 
no agency costs. We believe that the risk of ending up in an agency problem would be 
decreased if the organizational values were written down, in order for the owners to 
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ensure that nothing could be misinterpreted by any of the non-family employees, 
regardless of their position and location within the organization.  
 
As we described in the theoretical framework, agency and stewardship theory can 
complement each other (Davis et al, 1997, p.21). There are patterns showing that 
stewardship theory is more collectivistic and long-term oriented in comparison to 
agency theory (Davis et al., 1997, p.37). Considering that theory mentioned that family 
businesses often are long-term oriented (Vallejo, 2008, cited in Duh, Belak & Milfelner, 
2010, p.479) indicates that stewardship theory is more suitable when considering family 
businesses. Furthermore, when it comes to stewardship theory, one of the cornerstones 
is that the values of the non-family employees and the organization being studied are 
aligned (Davis et al., 1997, pp.20-21). From the empirical material gathered, it is 
difficult for us to say if the values are aligned or not in Family Business X. We cannot 
say that the interpretation of the organizational values differ remarkably between the 
non-family employees and the owners, which would indicate the situation of agency 
theory. Rather we can describe that the owners of Family Business X as well as the non-
family employees connect the organizational values to general values that could be 
applicable in all organizations or even society at large.  
 
In line with what previous studies mention it is difficult to say if stewardship theory or 
agency theory is the most suitable for an organization (Davis et al., 1997, cited in 
Pastoriza & Ariño, 2008, p.2). Moreover, theory also stated that it is a challenge for 
organizations to mix the two theories and their governance choices in order to proceed 
with the best possible solution (Hambrick, 2005, cited in Pastoriza & Ariño, 2008, p.2). 
We believe that many of the arguments that previous research showed in terms of 
relation between the owner and the employees may hold if the family business where 
only consisting of family members. However, that is not the case with the family 
business we have studied, as 71 out of 76 workers are non-family employees. We 
believe that this could be one of the reasons to why we have received the feeling that the 
relation is a combination between agency and stewardship and, therefore, also a mix 
between the two theories. We believe that the organization being studied has opened up 
the understanding of how non-family employees interpret organizational values in a 
geographically dispersed family business.  
 
Summary of Analysis  
Figure 10, described in the beginning of the chapter, helped us to analyze the current 
situation in Family Business X. The three factors influencing interpretation; structure, 
communication and culture & values may be interrelated. However, we have, in this, 
study, chosen not to study this connection as it is not in line with the purpose. We have 
recognized that two of our interview questions, 8 and 9, relate to two of these factors, 
namely structure and culture & values. Implying that these two factors are to some 
extent interlinked, how they are related will not be described in this study. Rather than 
searching for connections between the factors we have focused on their connection to 
non-family employees’ interpretation of organizational values. This analysis has 
enabled us to draw conclusions and, thereby, answer our research question.  
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7. Conclusions 
In this chapter we will present the main conclusions that were discussed in the previous 
chapter. We have come to seven conclusions that are all related to our purpose for this 
thesis, and formulated so that they all contribute to answer the research question. These 
conclusions emerged from the analysis as a combination of the empirical data the 
theoretical framework. The patterns distinguished the non-family employees’ 
interpretation of the organizational values. The chapter ends with recommendations for 
Family Business X, suggestions for future research, quality criteria as well as 
limitations.  
 
 
From the background research we identified a research gap and formulated a research 
question as follows; How do non-family employees in geographically dispersed family 
businesses interpret the organizational values? This research question will now be 
answered by the conclusions that we have reached.  
 
The first conclusion deals with the issue of geographical distances in family businesses. 
When starting the work with this thesis we believed that the geographical distance 
would be the critical factor for the interpretation of the organizational values. After 
having gathered and analyzed the empirical material, we have come to the conclusion 
that the geographical distance from the HQ plays a part in the interpretation process. 
However, we cannot conclude that it is the only influencing factor, but rather that the 
geographical distance in combination with the organizational structure affects the 
interpretation of organizational values among non-family employees in this particular 
family business. This extends previous research on geographically dispersed 
organizations. 
 
Secondly, when describing how the non-family employees interpret the organizational 
values in a geographically dispersed family business, we have come to the conclusion 
that the period of employment may be affecting the way of interpreting the 
organizational values. Employees that have been working within Family Business X 
longer have over time had the opportunity to interpret the informally communicated 
values. The employees that have been employed for a shorter period of time were more 
doubtful when asked for the organizational values. We can, therefore, conclude that 
informally communicated organizational values are easier to interpret over time.  
 
Thirdly, when analyzing our interview material we have reached the conclusion that the 
way that the non-family employees interpret the organizational values also depends on 
if the company they work for has been started or acquired by the owners of Family 
Business X. If the office site has been acquired, the employees are more likely to 
interpret the organizational values as they were before the acquisition. These 
interpretations of values were more imprecise in comparison to the non-family 
employees’ working at an office site that was started by the owner family. If the office 
site was started by the owner family the employees, on the other hand, we found larger 
congruence in the interpretation of the organizational values.  
 
Fourthly, we have seen that the interpretation of the organizational values differ 
between the various office sites in the geographically dispersed locations, which we 
conclude is related to the lack of formal communication from the owners of Family 
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Business X to the non-family employees. We are, thus, able to conclude that informal 
communication is not sufficient, in order to communicate the organizational values 
through a geographically dispersed organization. 
 
Fifthly, in terms of the informal communication of organizational values and how the 
non-family employees interpreted them, it was hard to see common patterns among the 
respondents. It was difficult to establish whether the employees had made 
interpretations in line with the organizational values, as described by the owners 
because they have not been formally written. What we can conclude, though, is that the 
employees’ interpretations of the organizational values did not deviate much from the 
values mentioned by the owners when asked, but were rather synonymous wordings. 
After analyzing theory and empirical findings, we have reached the conclusion that it is 
difficult for the non-family employees to interpret informally communicated 
information, and the organizational values mentioned by the respondents were so 
general that they could describe any company, and not just Family Business X. We 
believe that the informal communication results in confusion among the non-family 
employees regarding what the organizational values are. 
 
Sixthly, one of the reasons for us to include the geographical distance in this thesis was 
that we thought it would affect the non-family employees’ interpretation of the 
organizational values. However, it proved to be less influencing than we had thought, 
instead the geographical distance seems to be affecting how much the employees 
identify with the organization. We found that those working at office sites far away 
from HQ identified more with their individual workplace and company than with the 
family business as a whole. Moreover, we can conclude that the closest relation and 
identification between Family Business X and the non-family employees exists when 
their company was started by the owner family and the employees have been working 
within the business for a long time.  
 
Lastly, all employees agreed upon that Family Business X have a positive 
organizational culture, even though they were not sure of the organizational values. 
Nonetheless, all of the non-family employees consider the values to be an important 
reason to why they chose to work for the organization, as well as that the organizational 
values work as a motivating factor for their everyday work. We can, therefore, conclude 
that the organizational culture and values are not as interlinked as the theories in our 
theoretical framework demonstrate. We, furthermore, conclude that the organizational 
culture and values is an area of confusion for the non-family employees within Family 
Business X, as many of the non-family employees provided contradicting answers about 
their interpretations of the organizational values.  
 
Having presented our conclusions it is necessary to demonstrate how they relate to the 
purpose of the study. Conclusions 2, 3, 4, 5 and 7 all relates to the main purpose of this 
study; how non-family employees of a geographically dispersed family business 
interpret the organizational values. Next, conclusions 1 and 4 connect to the extent to 
which the geographical distance affects non-family employees’ interpretation. As seen, 
our forth conclusion relates both to the geographical distance as well as the 
interpretation of values, indicating that there is a connection between the two. 
Conclusion 6 contributes to our sub purpose; the relation between the family business 
and its non-family employees. Finally, we believe all conclusions provide further 
understanding of the organizational culture in family businesses. 
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7.1 Recommendations to Family Business X 

These recommendations presented below will also work as managerial implications for 
practitioners. We would like to start by saying that all employees we talked to were in 
general very satisfied with the organizational culture as well as the organizational 
structure. Nevertheless, there is always room for improvements and we have identified 
some things that we believe could assist the owners of Family Business X.   
 
First of all, we suggest that the organizational values are formally written because it 
enables clearer communication to the employees and allows them to go back and 
remind themselves of them from time to time. Furthermore, the employees could be 
included in the development of the organizational values, which will act as an 
opportunity for the owners to gain an understanding of all employees’ opinions of what 
the organization stands for today. It is later up to the owners if they wish to use this in 
the formally written document. However, we believe that the employees are more likely 
to act according to the organizational values if they have been allowed to participate in 
their development.  
 
Secondly, according to our findings there is at least to some extent a feeling of 
separation between the different office sites, and several of the employees we 
interviewed mentioned that they wish this was not the case. One suggestion raised was 
common activities with all employees working for Family Business X. We understand 
from the meetings with the owners that they are aware of this and there is also a great 
interest from their side to change this. We strongly suggest that this is prioritized, as we 
believe it to be of great importance for the organizational culture.  

7.2 Suggestions for Future Research 

Suggestions for further research have emerged during the process of this study, which 
have not been possible to include within the frames of this study.  
 
This research found that the employees have a fairly good understanding of the 
organizational values, even though they have not been written down. It would be 
interesting to know if this is a result of family businesses recruiting individuals with 
personal values similar to the owner family, or whether the employees adapt to the 
prevailing informal values of the organization.  
 
Furthermore, other methods for gathering data will provide additional knowledge to the 
field of family businesses. A quantitative study including all employees could 
complement this qualitative study by exploring the correlation between the factors 
found in this thesis such as; number of years as employed; priority of values with 
individuals; geographical distance to HQ; as well as acquired versus originated from the 
family business. Moreover, by making observations, rather than interviews, it would be 
possible to determine whether the interpretation of the organizational values has any 
impact on the employees’ behavior.  
 
One of our recommendations to Family Business X was to formalize the organizational 
values and distribute them throughout the organization in order to ensure that all 
organizational members are aware of, and have the same interpretation of, them. By 
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allowing Family Business X to implement this and go back in a few years and conduct 
the same study it would be possible to see whether formal organizational values 
improves the interpretation among non-family employees. 
 
It would be interesting to conduct a similar study to this, but from the perspective of 
family member employees, and analyze whether their interpretation of the 
organizational values is different from the non-family employees’ discussed in this 
thesis. 
 
We believe our study on family businesses provides a foundation for future studies in 
management theory as it has shown that there is a connection between the 
organizational structure and the organizational culture. We suggest future studies to aim 
to examine how they influence the other or whether they can exist independently. 
 
Another contribution to management theory is that we were able to conclude that the 
geographical distance affects the non-family employees’ interpretation of the 
organizational values. Future studies should, therefore, aim to examine whether the 
geographical distance also affects the relation between the principal and the 
agent/steward in family businesses. We have researched this relation from the 
perspective of the non-family employees, but suggest that future research explores the 
relation from the reversed perspective as well in order to see how they relate to each 
other. 

7.3 Quality Criteria 

Quality criteria are used to evaluate our study. The criteria for assessing quantitative 
research; reliability and validity, may not be appropriate to apply to qualitative research 
and, thus, alternatives have been developed (Bryman & Bell, 2011, p.394). According 
to Guba & Lincoln (1994) trustworthiness and authenticity are two criteria to assess 
qualitative research. The former consists of four sub-criteria; credibility, transferability, 
dependability and conformability. (cited in Bryman & Bell, 2011, p.395) These will 
now be discussed in more detail.  

7.3.1 Trustworthiness 

Credibility - credibility is achieved through the use of “good practice” as well as the 
confirmation of empirical findings by the research subjects (Bryman & Bell, 2011, 
p.396). As has been discussed previously we have gone to great length to ensure that no 
harm will be done to any of the participants. Furthermore, all interviews were carefully 
transcribed to enable dual compliance of the findings as well as the possibility to 
directly quote the interviewees in order to strengthen the data. Moreover, both 
researches were present at all interview occasions and have reviewed all material 
gathered. The empirical material was sent to the organization in order for the owners to 
confirm the written words. We believe these actions strengthen the credibility of this 
study. 
 
Transferability - a study has transferability if the results can be transferred to other 
contexts than the one currently being studied (Bryman & Bell, 2011, p.398). A way to 
ensure this is through detailed descriptions of methods and the specific context (Geertz, 
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1973, cited in Bryman & Bell, 2011, p.398). The purpose of this thesis is not to be able 
to make generalizations, but rather to increase the understanding in the context of the 
company being studied. For the potential opportunity that other researchers would like 
to replicate this study we have aimed at providing detailed descriptions of the methods 
used throughout this thesis, as well as of the family business studied.  
 
Dependability - to ensure dependability of a study proper documentation should exist 
and should show that relevant procedures have been followed during the research 
process (Bryman & Bell, 2011, p.398). By thoroughly discussing our research 
philosophy (i.e. methodological assumptions) and other choices relating to the method 
applied in this thesis our aim has been to give a detailed description of the research 
process underlying this study. 
 
Conformability - this criterion implies that the researchers have tried to ensure 
objectivity and not allow any “personal values or theoretical inclinations” affect the 
study in certain directions (Bryman & Bell, 2011, p.398). By presenting our ontological 
and epistemological stances, as well as our preconceptions we have informed the reader 
of how these may have affected the research. Furthermore, our figure of the analytical 
method (figure 10) shows how each of the questions asked during the interviews relates 
to the theoretical framework of the thesis. 

7.3.2 Authenticity  

In addition to the trustworthiness of the findings the correctness of the same must also 
be possible to establish (Bryman & Bell, 2011, pp.398-399). As the responses received 
during the interviews was interpreted by us, great effort was put forward in the exact 
transcription of these, in order to facilitate for as accurate interpretations as possible. 
Nonetheless, it should also be acknowledged that it is difficult to equally focus on the 
opinions of every respondent because they may have emphasized different aspects, and 
the nature of semi-structured interviews allow the interviews to go in different 
directions.  

7.4 Limitations 

Limitations are those issues and happenings that cannot be influenced or managed by 
the researchers (Rudestam & Newton, 2007, p.105). One of us belongs to the owner 
family of the organization being studied. We believe the benefits of this situation, such 
as easy access to organizational members and documentation, to outweigh the possible 
drawbacks. It is possible that this author has preconceptions and a subjective view of the 
organizational values. Furthermore, the presence of this author during the collection of 
data could affect participants’ answers if they would answer in terms of what they 
believe the family wants to hear. However, as we wish to get a deeper understanding of 
the phenomenon regarding values, the relation to the family is beneficial. Moreover, as 
the interviews were held in Swedish it is, thus, possible that translation errors occurred 
when writing the empirical chapter as well as when conducting the analysis. However, 
we believe that our four years of university studies in English as well as studies abroad 
have entailed very accurate translations of the respondents’ answers. Lastly, it should be 
acknowledge here that the meaning of the words organizational culture and 
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organizational values can be different to different people and this should be kept in 
mind when reading the results of our empirical investigation.  
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Appendix 1. First Personal Meeting With the Owners  
 
How do you view the organizational culture in Family Business X today? 
 
How do you use the organizational values in a recruitment process? 
 
What are the family business’ organizational values? Where do these come from? 
 
How do you wish that the values should be visible in the everyday work among the 
employees? 
 
Have the values changed during the expansions? 
 If yes, how/why? 
 If no, why not? Is this something that you should wish had changed? 
 
Do you consider to have a united organizational culture throughout the entire 
workforce? Explain! 
 
Do you actively communicate your values to the employees? 
 If yes - how? 
 If no - why not? 
Is there anything you wish to add before we finish the meeting? 
 
Summary of the notes from the personal meeting with the owners; 
The owners believe the organizational culture is a very important aspect of the 
company. Because the employees can be regarded as an extension of the owners it is 
important that they are aware of the owners’ opinions and intentions.  
 
They acknowledge that some decisions may be less beneficial for an individual office 
site but good for the organization as a whole. Moreover, the owners have not actively 
tried to influence the culture on the different locations, but claim that if it deviated too 
far from their intentions they would take actions to change it. Today the common logo 
contributes to uniformity and aesthetic symbolism. 
 
The owners wish to increase the communication and sense of belongingness between 
the cities, however, they agree that it becomes harder and harder when the workforce is 
increasing and becoming more geographically dispersed. The organization used to have 
a common intranet but the time needed to keep it updated did not exist and it is 
therefore no longer used. 
 
The corporate values are to a large extent connected to morals and business ethics; 
trustworthiness and reliability. As the region the company are conducting business in is 
sparsely populated there is a limited amount of possible clients, and as such it is vital to 
be able to deliver what has been promised in order to keep the customers satisfied. The 
owners have so far the feeling that honesty is one of the things that other members of 
society mention in connection to the family business. The owners are not actively 
communicating the values of the company, but wish that the employees will take after 
their actions. The values of the owners stem from their upbringing and personalities, 
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and even though the values are the same as the values of the founder they have been 
developed over the years. One of the owners said that; “we are our values”.  
 
Policy documents exists for some parts of the organization, but there is for example no 
written documentation of the values, but by leading by example the owners hope the 
values are still being implicitly communicated to all employees. Nevertheless, they 
acknowledge that this provides a risk for misinterpretation. The owners wish the values 
should be shown in the daily work in the contact with customers in terms of deliveries 
and appointments. This is hopefully informally communicated to their employees, in the 
way that the employees transfer the core values of the organization, where truthfulness 
is always in focus. The owners mentioned that they previously had an intranet in the 
organization, but this did not last for a long time, due to lack of time and interest to 
update the information. 
 
The organizational values are not actively used, as a tool in the recruitment process, 
however, there is a desire for recruiting a variety of employees to obtain a diverse 
workforce, which they believe to be beneficial. They also believe that the employees 
appreciate the diversity of industries and would like to feel as part of a greater whole. 
The owners mention it more like scouting where the recruiting process is part of the 
business network, where everyone knows each other. If you know the person, or know 
someone that knows this person, the values and personalities are often seen and can be 
taken into consideration when hiring, without explicitly asking for values. 
 
Geographical distance is a hindrance to create a workforce in cohesion as the distance 
limits the possibilities for common activities outside of work hours. However, the 
owners believe that the feeling of belonging to a family business creates motivation and 
commitment towards the organization. They further acknowledge that geographical 
proximity contributes to awareness of the organizational values and they would like to 
be more present on each of the companies belonging to the family business. 
 
The owners believe that the fact that they are a family business is an advantage and 
strength, and think that it is illustrated through a sense of familiarity, closeness, local 
presence and the ownership being central to the business. The benefits are that it is 
easier to make quick decisions, and the communication process is faster without 
intermediaries. This also increases the possibility for employees to affect the 
organization through ideas and opinions, as they can be quicker acted upon by 
management. The downside, on the other hand, is that there are fewer career 
opportunities in this type of organization. However, this is more related to the 
organizational structure in general rather than a result of being a family firm. 
 
The owners believe that the acquired companies in their organization still have their 
own values, but that these are in line with what the family business is striving for. If the 
sub-groups had not had the same intentions, the owners said that there would have been 
of higher interest to change the internal values in these acquired organizations. The only 
things that have been changed until today in these acquired organizations is the logotype 
and a modification of the brand name in order to aligned it with the other companies in 
the group. No changes have been made to the workforce or the internal structure so far.  
  



Degree Project 30hp  Malin Becker 
Spring 2013  Lisa Öhlund 
 

iii	  

Appendix 2. Second Personal Meeting With the Owners 

Organizational Structure 
Would you say that Family Business X is considered to be an expanding or mature 
organization? 
The owners see themselves as running an organization that is continuously expanding. 
However they point out that the expansions may be arranged differently today, in 
comparison to earlier. Today Family Business X consists of many different companies, 
and all these companies are not expanding on the same time. However, it is always 
some of the companies that are under development and expansion.  
 
Do you believe that the organizational structure will change in the future if Family 
Business X keeps expanding? 
Of course, when the company grows it is inevitable to leave the organizational structure 
unchanged. The structure has to be adapted to the size and logistics of the organization.  
 
- Do you see that this increase the need of employing middle managers? 
The owners started to explain the situation of middle managers and how they use it 
within their business today. During the last few years a middle manager has been 
internally recruited at the HQ to work directly under one of the owners. This choice of 
investing in a middle manager in this industry was a result in the feeling of losing 
control over all office sites in relation to the time available for the owners. The owners 
say that it is not impossible that the same will happen in the property companies that the 
family runs. If the companies in the property industry faces the bright future that the 
owners has a vision of due to a planned future project, the need for employing a middle-
manager will be high. How and when this will happen is nothing that the owners can 
answer today. However, the owners say that middle managers have not really been of 
interest previously as their employees have been really good at putting in the extra 
effort and always helped and supported each other. Furthermore, the owners can see that 
they have been efficient in delegating work tasks among their employees so far, so the 
need for employing and establishing another management level has not been there 
earlier. 
 
- Do you believe that this structural change may affect the feeling of working for a 
family business? 
The owners agree upon that the larger Family Business X becomes, the more of a 
challenge it becomes to keep the “familiness” alive within the whole organization. If 
Family Business X is to hire middle managers, the owners are more or less “forced” to 
bodily and physically visit the respective office-sites in order to keep the closeness to 
the family on the different locations. If this is not done, the owners believe that the 
employees will lose out on the feeling of being employed by a family, as they never get 
the opportunity to interact with the owners. The owners believe that the employees 
work by “practice what you preach” and if the interactions with the family in the future 
becomes more seldom it is important that even the office-sites furthest away has 
something to learn from. This makes it more important than ever to have the 
organizational values formally written down so that these employees will have the 
possibility to learn from what is written if they seldom see the owners of the business. 
The owners also say that “practice what you preach” only works today if they are 
showing the employees how and what the family business is working towards.  
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How do you view upon Family Business X in terms of positioning? Do you consider 
Family Business X to be a local or regional business? 
Definitely regional as they have office-sites in different locations, and the family 
business covers many cities over two counties in the northern part of Sweden.  

Organizational Culture & Values 
Do you wish that you had the organizational values written down? 
The owners wish that the organizational values had been written down at an earlier 
point in time. They believe that it would facilitate the communication of the values to 
their employees. However, as the owners of Family Business X are the ones recruiting 
all employees, they believe that they communicate the organizational values orally and 
maybe in an informal way during the recruiting process. The owners are aware of that 
the information is not the exact same every time, and highlight that the communication 
is highly informal regarding this issue, as there is nothing written down so that the 
employee can read it on paper if wondering. One of the property companies have an 
ISO2000 document where the company has written down key words as a proof of the 
service and business they run at their specific office-site. One of the owners pointed out 
that it required lots of time and effort to write it down and complete the certification, 
and that is why this formal documentation has been set aside for so long. However, the 
owners agree upon the fact that when this process of formulating the keywords is done 
the first time, it becomes so much easier. If adapting the documentation and certification 
on a regular basis, it is not time-consuming at all. The major work, and the work that 
has scared them away from documenting the informal parts of the organization, is the 
time consuming work.  
 
- Do you think that having the values written down would have affected how the 
employees identify themselves with the organization?  
The owners believe that it might have affected the employees, but they also say that it is 
not what is written in words that are guiding the employees. They also have to work in 
line with this spirit. Just because the values are written down, it does not eliminate that 
you have to communicate and spread the organizational values and spirit among each 
other. Otherwise, the words may just become fancy words on a paper. As the owners 
mentioned before they believe that it is important to “practice what you preach”. They 
gave us an example of children; “a child do not do as you say, a child do what you do” 
and by this they suggest that they as owners have to show their employees in actions 
what they mean, because having them on paper is not enough. Both of them, however, 
agree upon that it is important to have them written down as they cannot be represented 
in person at all office-sites at the same time. The owners, furthermore, believe that the 
written values becomes more and more important the further away from the HQ you get 
as these office-sites do not have the opportunity to meet with the owners on a regular 
basis. They believe that the written values would become the way that these employees 
could learn, as they cannot actively observe the owners actions every day.  
 
- Do you believe that it would have facilitated your everyday work as owners in any 
way? 
Having properly formulated, written down values would have facilitated our work as 
owners in some ways. But as we have mentioned earlier, we do not see it as a substitute 
to actually visiting the office-sites on a regular basis. We strongly believe that it is the 
mix between actions and writing that is the optimal way of communicating in the future.  
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- Would it have changed the way that you have chosen to communicate the 
organizational values? 
The owners had not considered how having written down values would have affected 
their way of communicated the values or not. They anyhow admit that it would have 
been easier sometimes, when feeling lack of time and regarding answering frequent 
questions regarding how things should be done around here. The owners however 
believe that even though the values may be written down on paper, the values need to be 
involved and used in the everyday actions and work among all employees and this is 
easiest to do and communicate orally.  
 
What do you as owners do in order for the employees to feel that they all belong to the 
same business? Is education (internally/externally) something that you consider and/or 
use today? 
The owners explain that it looks a bit different depending on each industry. Regarding 
the employees in the fuel industry, Family Business X has established continuous 
meetings in order to get a better cohesion among their employees working in these 
companies. At these meetings the owners do not always have the possibility to interact, 
so the middle manager at the HQ is often the one in charge of planning and scheduling 
these meetings. Moreover, the owners mention that another thing they do is to have 
regular meetings with several companies at once, but it is not uncommon that these 
meetings are separated to each county. This is the way it has always been and has not 
been considered as a problem as far as they know. At some points the owner family also 
try to interact will all employees at once, but it is not as common as the other meetings. 
However, the owners do believe that it is the major meetings that contribute to the 
belongingness to the family business throughout all office-sites. The focus on these 
meetings usually is to make sure that all employees understand and feel that they are a 
part of something larger than their respective company, and even if they are 
geographically dispersed located they should be able to feel the familiness throughout 
the entire business.  
 
Regarding the education among employees, the owners try to provide this in the way 
that it is possible in terms of time and money. The owners want to highlight that the 
employees are more than welcome to contact us if they find an education that is suitable 
for their work and the organization as such. The owners say that they try to educate their 
workers on a regular basis and in the same pace as the market in their respective 
industries is developing. How and how often this is done depends on the industry, but 
the owners want to say that no industry is more prioritized than another.  
 
After the acquisitions of existing companies in the region, do you wish that you in 
retrospect should have modified the internal culture in those companies directly, or are 
you satisfied with the way the organization looks today? 
 
Have you deliberately chosen to acquire companies in different cities within the region, 
or has it been a coincidence that it has resulted in different geographical locations? 
 
The owners mention that the underlying purposes of acquiring the companies have 
differed. They also point out that it is not that simple to acquire a company that has been 
run by another person previously. When starting up your own companies you get to 
choose all important factors yourself, but when acquiring a company you do not get the 
same opportunity to do it your way. Therefore, the owners say that they have tried to 
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acquire companies that were similar to their own business, in order to get a similar 
organizational structure, culture and values into Family Business X. The owners also 
say that they have deliberately chosen their companies in different cities, as they do not 
see the benefit of having two office-sites doing the same thing in the same city as 
Family Business X would then compete with themselves, and that is not beneficial in 
the long run. When the acquisitions has been chosen and completed, Family Business X 
has tried to acquire the best competitor as they consider this least time consuming and 
most beneficial for the entire business. Moreover, the owners admit that the 
organizational culture in the acquired companies has often been left alone, since they 
have so far not clashed with the entire Family Business X’s culture. If there would have 
been a clash, of course, the culture would have been modified into becoming more like 
the family wants it to be. In the long-run, however, the aim and goal is that all 
companies within Family Business X should share and have the same internal culture, 
no matter at which office you work. 

Communication 
Do you wish that the symbols (logotypes & internal language) of Family Business X 
were used more frequently at the different office-sites? 
For a long time, ever since the founder was active within the organization, the logos 
have been a debated issue. The owners mention that the process of implementing a 
common logotype for all companies was one of the missions that the founder had, but 
has ever since he chose a passive role, been set aside and not been as prioritized as he 
may have wished. However, it is important for Family Business X that all companies in 
the relatively near future share the same name (the family name), and thereby can be 
connected to the family and the entire business. The owners believe that it is a good 
thing to step by step establish the family name in the acquired companies in order for 
the customers to adapt and connect with the new identification of the company. From 
the owner perspective, they wish that all office-sites are proud of their workplaces, and 
thereby also emphasize the family name and the owners behind the company and not 
connect to the past.  
 
Do you believe that the way you communicate to the different companies differs? Does 
the geographical distance affect your way of communicating? 
When asking the owners about the communication process to the employees, they said 
that the picture of communication is a bit unclear. The owners wish that they 
communicate the same way to all of their employees, but when thinking a little bit 
longer, the owners sadly enough do believe that the communication differs. They 
highlight that it is not an active and deliberate choice of theirs, but is more connected to 
how often they keep in touch with each of the offices. Some offices are more 
independent than others, and therefore are not communicated to in the same way as 
others. They believe that it is easier to have a daily contact with the companies closer to 
the HQ, whereas the offices further away “often gives us a call if they have any 
questions”. One of the owners also mentioned that there might be one way of 
communicating to the acquired organizations and another to the companies they have 
started themselves. When they think about how the respective companies communicate 
among each other, they believe that the groupings occur due to acquisitions as well as 
counties.  
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Family Business X 
Would it be a problem for you if the employees have not interpreted the organizational 
values correctly? 
Regarding the interpretation of organizational values among non-family employees the 
owners believe that it could be a potential problem if there would be a miss-match. 
They have never experienced this though, and they believe that maybe that is because it 
is hard to say that someone has interpreted something the wrong way if there are no 
written words to interpret. The owners further believe that the employees instinctively 
know what the family business stands for and work towards.  
 
Have you ever tried to see if the employees interpret the organizational values 
correctly?  
The owners try to make sure that all employees are in line with the overall 
organizational goals and values by having regular meetings. Moreover, as they as 
owners are working so close to their employees they believe that it is important that 
they take advantage of their relation to each and every single one of the employees, as 
they are all different. In the same way the communication channels are more or less 
effective depending on whom you are to communicate with. Adopting this way of 
communicating is time consuming but it is prioritized from the owners’ perspective. 
The owners further mention that every single one that is employed is equally important, 
and all their different skills and personalities contribute to the success of Family 
Business X. If losing out on one employee, due to different circumstances, the owners 
try to fill the gap with a person similar to the one that left the organization. Lastly, the 
owners believe that if all employees would have had similar characteristics the success 
of the organization would be limited.  
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Appendix 3. Interview Questions  
 
1. How would you describe the organizational culture in Family Business X? Would you 
describe it as positive and/or negative? Why?  
 
2. Have the values of Family Business X been communicated to you? 

If yes - how? 
If no - 
(a)Why do you think that is? 
(b) Do you wish they had been communicated to you?  

If yes - how? 
If no - why not? 

(c) Do you think your everyday-work would be affected if the values would be 
communicated to you? 

If yes - how? 
If no - why not? 
 

3. What are the company’s organizational values?  
 
4. Do you believe that the values just mentioned are exclusively related to your office 
site?  
 
5. To what extent has the owner-family of Family Business X influenced them? Please, 
explain your answer!  
 
6. How is the organizational culture and values shared among the co-workers (eg. 
through language and symbols)? 
 
7. How would you describe Family Business X’s values to a new co-worker (eg. through 
stories and happenings)? 
 
8. Would you say that the organizational culture is affected by the fact that it is a family 
business? Please explain. 
 
9. Do you think that the organizational culture in Family Business X brings about a 
feeling of “togetherness” between the different office-sites, or is it more fragmented in 
terms of  “us & them”? 

If united - how? 
If “us/them” - how?  
 

10. Is there anything you would like to add before we end this interview? 
 
Additional questions: 
11. Was the organization’s culture and values something you considered in your choice 
of workplace? 

If yes: why? 
If no; why not? 

 
12. Does the organizational culture and values affect your work motivation? 
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If yes; describe thoroughly in what way 
If no; why not? 

 
13. Does the organizational culture and values affect your identification with the 
organization? 

If yes; describe thoroughly in what way 
If no; why not? 
 
 
 
 
 
 
 
 
 
 
 
 
 



 

	  

 
  



 

	  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 


