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Abstract

Because of the unique aspects of women’s experiences, including workplace discrimination, greater family demands, and non-assertive attitudes, many researchers have maintained that women’s career and development are different from those of men (Winter, Neal and Waner, 2001; Wirth, 2001). Similarly, according to the situational leadership theory, the leadership styles of women managers who attain high level positions may differ from that of men in similar positions, or women in lower level positions (Curry, 2000). 
In family business, people’s behaviour is influenced, not only by family relationships, but also by array of assumptions, expectations and traditions that define the family culture ‘a way of life’ (Fahed Sreih, 2004). The interconnections of love, money and power make family business a fertile breeding ground for disputes. The way the conflicts are managed differs from culture to culture and from family to family. 

This study provides an empirical examination of the factors that have made possible the survival and growth of a family business (ALJ) one of the biggest shipping companies in the Arab world. It is a story-telling and picture-drawing case study, an analytical account of the life of AJL aiming at illuminating theory (Bassey, 2002). It focuses on the interactive changes in the internal culture of the firm and/or the family, leaders’ characteristics, behaviour and style, and gender differences. Thus, the first research question studies the impact of the family culture on the management of AJL firm. The second question is directed towards evaluating the impact of change and conflict on the culture of the firm and on its performance as it moves from a single ownership to a corporation. The third question is a hypothetical one dealing with the argument of whether AJL firm will be able to survived the third generation and grow for ever contradicting the findings of Pistrui (2004) that 30% of family owned businesses survive into the second generation, 10% into the third and 3% into the fourth. It also contradicts the findings of Hope-Morley (2004, p.10) that the wealth of a family business is made by the first generation, managed by the second generation and spent by the third generation. 

The researcher, a friend of the daughter of the original owner, knew the family for more than forty years. Taking an interpretivist position, she decided to use qualitative paradigms (interviewing) seeing the situation at ALJ through the eyes of the participants. The sample consisted of the daughter of the original owner, her husband, her three children, her son in law who became a shareholder in the firm, three employees in the upper management, three employees in the middle management and three support staff. 

In addition, the researcher divided the life of AJL in three periods. During the first period, the father was the only manager of the company. In the second period, the daughter took over the ownership and leadership of the firm helped by her husband. Her husband during that period was her subordinate reporting to her like any other employee. During the third period, or AJL today, the firm became a shareholding company. 

The researcher, after theorizing about the findings, developed a three-dimensional model an overall framework applicable to other organisations in similar condition, covering the changes in the life of ALJ.
Father, Daughter, and Grand Children

The Growth and Survival of a family business

Introduction
ALJ is one of the biggest shipping companies in the Arab world. It bloomed during the Lebanese civil war. It changed from a single ownership, a family business, to a shareholding company. The researcher, a friend of the daughter of the original owner, knew the family for more than forty years. In this paper, the researcher studies the attitude of the daughter of the founder of ALJ firm, her husband, children, managers and employees about the changes in the internal culture, the leadership styles and gender differences of the firm focusing on the factors that have made possible the survival and growth of AJL. 
Literature Review
Culture 
Culture is a nexus of shared norms and values that express how people make sense of the organization in which they work and of the people with whom they work. According to Gilmour (2002) and Gibson, and Zellmer-Bruhn, (2001) culture generates shared values, beliefs and assumptions. It is a socially shared and transmitted knowledge of what is or/and ought to be. It provides a common purpose, a sense of identity ensuring consistency of action. In general, culture serves as social glue that holds people together guiding and shaping their behaviour and giving meaning to their Endeavour. It can motivate an enthusiastic workforce, lead to better recruitment and retention of employees and can enhance the performance at all organisational levels (Gilmour, 2002). A strong culture has a great influence on the behaviour of its members because a high degree of sharing and intensity create an internal climate of high behavioural control (Robbins, 2001). 
Goffee and Jones (2005) argue that two dimensions underlie organisational culture. The first they call sociability. This is a measure of friendliness. High sociability means people do kind things for one another without expecting something in return and relate to each other in a friendly, caring way. Sociability is consistent with high people orientation, high team orientation, and focus on processes rather than outcomes. The second is solidarity, often called social cohesion. High solidarity means people can overlook personal biases and rally behind common interests and common goals. Solidarity is consistent with high attention to detail and high aggressiveness. A combination of these two dimensions rated as either high or low creates four distinct culture types: the fragmented, the mercenary, the communal, and the network culture (Figure -1).
Figure -1. Four Cultural Typologies: Strengths and Weaknesses. Adapted from Goffee and Jones (1998).

	Four Cultural Typologies
	Strength


	Weakness



	Fragmented Culture:

Low Sociability and Low Solidarity
	Commitment is first and foremost to individual members and their tasks.
	There is little or no identification with the organisation. Employees are judged solely on productivity and quality of work. Excessive criticism of others and an absence of collegiality.

	Mercenary Culture:

Low Sociability  and High Solidarity
	Fiercely goal focused. People are intense and determined with a powerful sense of purpose to meet goals.
	Possibly leads to an almost inhuman treatment of people who are perceived as low performers. The focus on goals and objectivity leads to a minimal degree of politicking.

	Communal Culture:

High Sociability and High Solidarity
	Values both friendship and performance. People have a feeling of belonging; it tries to give members a sense of participation and gain more accurate readings on employee performance. Leaders tend to be inspirational and charismatic.
	There is still ruthless focus on goal achievement. The downside of these cultures is that they often consume one’s total life. Charismatic leaders create disciples rather than followers, resulting in a work climate that is cult like.

	Networked Culture:

High Sociability and Low Solidarity
	Views members as family and friends. Members willingly give assistance to each other and openly share information.
	The focus on friendship may lead to tolerance of poor performance and the creation of political cliques.


The researcher considers the above-mentioned division (Figure-1) simplistic, for a company may integrate all four types of cultures in their respective departments. There is a fifth type of culture called ‘Norm Culture’ with average sociability and average solidarity. People in this case do kind things for one another expecting something in return, relating to each other in a friendly way. They rally behind common interests and common goals if those interests and goals benefit them.

Leadership

Culture and leadership are two sides of the same coin because leaders create cultures when they create groups and organizations (Day, 2000). Leadership is a continuum of different leadership styles. However, most research in the leadership behaviour tradition focuses on the degree to which a leader’s style displays concern for the task to be accomplished and/or concern for the people doing the work (Schermerhorn, 2002). 
Task behaviour is defined as the extent to which the leader engages in spelling out the duties and responsibilities of an individual or group. Relationship behaviour is defined as the extent to which the leader engages in two-way or multi-way communication. The type of behaviour includes listening, facilitating and supporting the behaviour of others. A leader high in concern for people acts warmly and supportively towards followers and develops social rapport with them, respects their feelings, is sensitive to their needs, and shows trust in them. 
Different leadership styles lead to number of leadership theories. In this paper the researcher examines different theories on leadership in the following order: first, the Situational Theory; second the Transactional Theory; third, the Transformational Theory; and forth, the Distributive Theory (Schermerhon, 2002;).
According to the situational leadership theory, leadership behaviour is a continuum representing various gradations of leadership behaviours, ranging from the autocratic (or boss-centred) approach to the democratic (or subordinate-centred) approach. Leaders, in deciding which behaviour pattern to adopt, need to consider forces within themselves (such as comfort level with the various alternatives), with subordinates (such as readiness to assume responsibility), and within the situation (such as time pressure). The most effective style at any given time depends on whatever conditions exist within the environment (the situation) (Dubrin, 2001).  The essence of this approach is that leaders are most effective when they make their behaviour contingent upon situational forces, including group member characteristics (Dubrin, 2001). 

Transactional leadership is based on the exchange relationships between leader and follower. In general, a transactional leader adjusts tasks, rewards, and structures to help followers meet their needs while working to accomplish organisational objectives. The role of the transactional leader is to focus upon the purposes of the organisation and to assist people to recognise what needs to be done in order to reach a desired outcome (Schermerhorn, 2002).

Transformational leadership is a process within which leaders and followers raise one another to higher levels of morality and motivation (Schermerhorn, 2002; Robbins, 2001). The accompanying management style is referred to by some authors as visionary, charismatic or inspirational leadership. In addition, transformational leadership may be structured more for dominance than democratic engagement. The researcher refers to it as manipulative leadership. Fernando Henrique Cardoso (2006) believes that in order to influence people a good leader should make himself/herself seem as human as possible. According to Rob Goffee and Gareth Jones (2006, p.87) “leadership demands the expression of an authentic self”. In general, authenticity is considered a desirable quality in today’s corporation. It is a quality that others must attribute to you. Similarly, leaders and followers associate authenticity with sincerity, honesty, and integrity, the attributes of great leaders.
The term ‘distributive leadership’ has been used to describe the phenomenon of shared leadership, most often connoting the sharing of leadership between superiors and subordinates (Brass 2000). Distributive leadership is based on recognition that top leaders do not and cannot have the capacity to handle all the work; therefore, it is shared and transferred among leaders and followers (Day, 2000). 
Leadership and Gender Differences
According to the situational leadership theory, the leadership styles of women managers who attain high level positions may differ from that of men in similar positions, or women in lower level positions (Curry, 2000). Women in high level positions have experienced different treatment by society than have men in these positions, and have travelled a different professional path than women in lower level jobs. Being one of the very few to achieve the highest level managerial jobs, these women may overcompensate by acting more stereotypically masculine than men in comparable jobs, and less stereotypically feminine than women in lower level jobs. 
Issues relating to family responsibilities tend to be associated with femininity (Winter, Neal and Waner, 2001; Homsi, 2003; Wirth, 2001). Similarly, women in Arab culture are trained to be docile, submissive, discreet, modest and quietly spoken and are subject to dominance by male members of their family (Ghattas Rassi, 2001). Arab women are not considered as the breadwinners of the family and thus are less concerned with a competitive career path focusing on financial rewards (Nasrallah, 1998). However, Wirth (2001) notes that female managers in male-dominated environments are expected to use leadership styles that suit the ‘men’s world’ in order to maintain their status. 

Family Business
Family business is usually owned, led and managed by family members who exercise considerable financial and managerial control over the firm. In a family business, people’s behaviour is influenced, not only by family relationships, but also by array of assumptions, expectations and traditions that define the family culture ‘a way of life’ (Fahed Sreih, 2004). The interconnections of love, money and power make family business a fertile breeding ground for disputes. The way the conflicts are managed differs from culture to culture and from family to family.

According to a study done by Pistrui (2004) 30% of family owned businesses survive into the second generation, 10% into the third and 3% into the fourth. Similarly, talking about the wealth of a family business Hope-Morley (2004, p.10) says: “the first generation makes it, the second generation manages it and the third generation spends it”. This could be due, according to the researcher, to the fact that owners of family business prefer to keep the business as a non-public stock corporation. 
Methodology
This study provides an empirical examination of the factors that have made possible the survival and growth of a family business (ALJ) one of the biggest shipping companies in the Arab world. The case study approach was used to develop theoretical propositions. As in an experiment, the researcher’s goal was to expand and generalise theories (analytical generalisation) and not to enumerate frequencies (statistical generalisation) (Bassey, 2002). 
As mentioned before, this research work focuses on the interactive changes in the internal culture of the firm and/or the family, leaders’ characteristics, behaviour and style, and gender differences. Thus, the first research question studies the impact of the family culture on the management of AJL firm. The second question is directed towards evaluating the effect of change and conflict on the culture of the firm and on its performance as it moves from a single ownership to a corporation. The third question is a hypothetical one dealing with the argument of whether AJL firm will be able to survived the third generation and grow for ever. 
The researcher divided the life of AJL Company in three periods. During the first period, the father was the only manager of the company. In the second period, the daughter took over the ownership and leadership of the firm helped by her husband. Her husband was her subordinate reporting to her like any other employee. During the third period, or AJL today, the firm became a shareholding company; the daughter and her husband, the grand children and old time family related managers shared the in the ownership and leadership of the firm.
The methodological rationale, understanding the situation during the period under study, provided the researcher with reasons for conducting two sets of unstructured interviews at two different times. The sample consisted of the daughter of the original owner, her husband, her three children, her son in law who became a shareholder in the firm, three employees in the upper management, three employees in the middle management and three support staff. 
In order to protect the anonymity and confidentiality of the participants as recommended by other researchers such as Bassey (2002) the researcher used a coding system when referring to each of the interviewees. Although the researcher is using the above-mentioned coding system, she agrees with Lincoln and Guba (1989) that confidentiality and anonymity cannot be guaranteed in naturalistic inquiry. If one were familiar with the life in Lebanon, he/she could guess the name of the company and the name of the participants from the quotations made in the findings. 

Figure-2. Interview Transcripts Code 

	D.O.      The daughter of the original owner.

	H.D.O.  The husband of  the daughter of the original owner.

	E.D. The elder daughter.

	Y.D. The younger daughter.

	S.  The son of the daughter. 

	H.E.D. The husband of the eldest daughter.

	U.M.1-3 Upper level manager no.1, 2, and3             

	M.M.1-3 Middle level manager no.1, 2, and 3

	S.S.1. First Support Staff

	S.S.2. Second Support Staff.

	S.S.3. Third Support Staff.   

	


The principal purpose of this research work is to produce findings that are valid to the group(s) under study (internal validity) and to produce inferences from those findings that can be applied to other populations (external validity) (Wiseman, 1999) (see Model 1). Bassey (2002) dismissed the notion of reliability for case studies and substituted for it the concept of trustworthiness. The researcher followed the recommendations of Bassey (2002) and answered the test of trustworthiness (Figure- 3). 
Figure -3 Test of Trustworthiness. Adapted from Bassey (2002, p. 120).

	1- Has there been prolonged engagement with the data sources? 
- Yes. The researcher has known the daughter and her husband for around forty years as her neighbour and friend. In addition, the researcher taught two of the children. 

	2- Has there been persistent observation of emerging issues? 

- Yes. The researcher made two sets of interviews at two different times and has worked on the data for around one year.

	3- Has there been sufficient triangulation of data leading to analytical statements?

- Yes. The researcher has undertaken similar study about a family business surviving the civil war in Lebanon (Ghattas, 2005) and will refer to it when analysing the data collected from this work 

	4- Has a critical friend tried to challenge your findings thoroughly?

- Yes. The researcher discussed her findings with her sister, a friend of the AJL family.

	5- Is the account of the research sufficiently detailed to give the reader confidence?

- Yes. Reporting the results of one year research is quite enough for such research work.  

	6- Does the case record provide an adequate audit trail?

· The researcher has kept the interview transcripts. 


Research Findings and Analysis

The researcher analysed and interpreted the data gathered from the interview transcripts. She noted that the interviewees’ reflections when referring to the first and second period were almost the same in the two sets of interviews. However, there were some changes in the comments made by the daughter, her husband and two upper level managers when referring to the third period. 
The first Period: Hitler Period

When asked about the first period in which the father was managing the firm, the daughter, two people from the upper management group, one from the middle management group and one member of the support staff complained about the authoritarian attitude of the father. They referred to that period as the ‘dictatorship’ or as the daughter calls it “the Hitler period”. The grand children and the remaining managers did not have any comment to make about that period either because they did not remember or were not around when the father was the manager.
Some of the comments were:
My father was a hard working man with a clear vision. He had a plan…He knew where he was going….. when he got sick he challenged his environment and appointed me (a woman) as the manager of the firm….. No one could argue with him. He was like Hitler. D.O.

He was the decision make…., His orders were followed without any discussion. .U. M.1
He was my uncle. I respected him…and did exactly what he wanted. I was paid for that. U. M.2
We followed his orders…..No time for socializing with our colleagues…M.M.1 
One of the support staff agreed adding:

I was young at the time…One day I was wearing a miniskirt. He asked me to come to his office and called me a prostitute. He asked me to go home and change…I cried and cried. S.S.1
However, one middle manager recognized the generosity of the father.
I have to say that the father was generous. He paid us well and required full obedience. I needed the job. I was ready to do what it takes to get my salary at the end of the month. M.M.2.
During the first period the Leadership style was autocratic focused on the task to be done. The internal culture at the time was a fragmented culture with low sociability and low solidarity. The feeling of belonging to the firm was weak leading to individualistic and materialistic feelings. The dominant work values were ambition and loyalty to career and to oneself. In general, people working at AJL firm developed an attitude of individualism based on personal achievement and material success. They considered their work a pure business endeavour. As long as their salary and other benefits were good, they were ready to continue working at the firm. Although incentives such as a competitive compensation and benefits packages are critical in retaining valued employees, there is something else employees are usually looking for in their jobs. It is the corporate culture, the way the organisation treats, respects, values, and trusts its employees. This fits with the findings of Moorhead and Griffin (1998) that people form a perception of equity or inequity by comparing what they give to the institution to what they get back and by comparing this ratio to the ratio they perceived others as having. 
The second period: Honeymoon period.
The interviewees referred to the second period as the Honeymoon period. The management group and the support staff believed that the growth of AJL firm was the outcome of the charismatic personality of the daughter. The family team spirit prevailing at the time strengthened the feeling of belonging to the firm. The team spirit prevailing at the time was a controlling factor affecting the performance of the people working at the firm.  As two people from the upper management group reflected:
I considered the daughter (the girl) like my own sister. She listened to us and always asked our opinion…. Although she and her husband were managing the firm, she allowed us to participate in the decision making process….We were highly motivated. U.M.3

She delegated authority and responsibility to people who are related to her family (her cousins). U. M.1
Talking about the daughter, two people from the middle management group added:
She is a very modest and kind person concerned with our daily life. If one of us had a problem she helped without being asked. I remember very well when my wife got sick, she and her children stayed late at night taking care of my own children while I was in the hospital…..Her husband stayed with me in the hospital trying to help….. Doing my best for the welfare of the daughter and/or for the firm was a moral issue to me. M. M.1 

She was kind, modest and friendly. I knew that she was there for me if I needed help. M. M.2.
Two members from the support staff agreed saying: 

I never felt that she was giving me orders…. She talked to us in a very polite and kind way… Every one of us was highly committed to the success and survival of the firm. We worked overtime without complaining because we felt part of the family. S.S.2.

When there was more work than usual, she asked her children to help us…. They helped us supervise the loading and unloading of merchandise on the boats…..S.S.3   

However, the Grand children of the original owner complained that their mother (the daughter) was rarely available at home and did not spend enough time with them. The eldest daughter said:

I rarely saw my mother. She either was at work or discussing business with my father or travelling… I resented the work of my mother and AJL firm as well… I decided not to work in the firm…. Once I get married I want to stay home and raise my children. E.D.

Her sister had a similar comment:

When I was young my mother rarely participated in the parents’ involvement at school, or in the end of year shows….   Y.D. 

The son was also dissatisfied but for other reasons. He complained that his mother did not offer him a full time management position in the firm:

Although I am the legal heir of the family, my parents want me to get a master degree in Business studies before holding a full time position in the firm…. They allow me to do part time work during holydays….. S.

When the researcher asked the daughter why the son was not admitted as full-time manager, the daughter replied saying:

I want him to be a good leader, a qualified one. I can not, just because he is my son, give him privileges over other managers…. He has to earn his title. D.O.

Her husband added:
We live in a highly competitive and changing world.  I want my son to be well educated, trained to meet the challenges of the real world. The instable political condition in the country is an example of the difficulties encountered….I want him to join the firm when he is ready… H.D.O.
The values embedded in the Arab culture have influenced the behaviour of the daughter and the managers. Ghattas Rassi (2001) explained that in the Arab culture women are trained to be submissive and are subject to dominance by male members of their family. The tradition requires a girl to be docile, submissive, discreet, active, modest and quietly spoken. The daughter ‘the girl’ as they call her has to be protected by the managers ‘the men’. The firm was able to survive because people at AJL worked together as one family. The daughter, because of her background, made people at AJL feel good about their work. She was a charismatic leader with intuition, a sense of when and how to communicate and with whom. She was able with her femininity and authenticity ( making herself seem as human as possible) to manage the firm using what other authors such as Schermerhorn (2002), Robbins (2001) and Rob Goffee and Gareth Jones (2006) call transformational and charismatic leadership. In addition the daughter with the help of her husband use what Brass (2000); Day (2000) and Drath (2001) describes as ‘distributive leadership’ or the sharing of leadership between the managers and herself. However, the researcher agrees with Allix (2000) that the daughter with her transformational leadership was exercising manipulative leadership, exercising dominance over the managers rather than democratic engagement. 
The friendly and family spirit helped in the development of a strong internal culture defined as Communal culture with high sociability and high solidarity. However, the researcher believes that people in the upper management were loyal to the daughter (a blood relation) and not to the firm. This attitude was due to the fact that in Arab culture, blood relation is an important factor in creating a strong sense of belonging.
The Third Period: the corporation
In the first set of interviews, the daughter, her husband and one manager believed that the firm, now a corporation, can maintain the same leadership style and culture prevailing during the second period. However, the researcher observed some changes in the comments made in the second set of interviews.
In the first interview the daughter reflected: 
Competition was serious…Something should be done…I believed in the need for incorporating the firm, I resented the notion of going public. I felt like loosing an important part of myself... D.O.
As the firm grew in size, during the second period, the leadership was distributed among the members of the management group. The same group of people are still managing the firm. Thus, there is no reason for any changes in the internal culture and/or the leadership style of the firm. D.O.  
The husband added:

We grew too fast. My wife and I could not manage anymore….. In addition, my daughters were not interested in joining the firm and my son was not well prepared for that…. It was the time to put my house in order…We needed people  who were ready to finance and to participate in the management of the firm….I knew that the firm will not be able to survive if we do not change……Becoming a shareholding company was our only option.. H.D.O.
On the same issue, one manager added: 
As the firm grew in size with branches spread all around the world, the daughter and her husband have been delegating the decision making process to members of the managing team… I believe that there was no significant change in the leadership of the firm when it became a corporation. U.M.2. 
However, in the second sets of interviews, the daughter and the same manager acknowledge a weakening in the internal culture and a need for some changes in the leadership style of the firm. The daughter said:
I have to admit that the team spirit prevailing in the past is now lost…..The firm lost some of its managers and employees…Because of the employment opportunities prevailing in the world, some old time upper managers left the firm. D.O.
However, the grand children were relieved. The two daughters commented:
I resented the fact that, being a future owner of the firm, I had to participate in the management of the firm. I used to argue with my parents all the time. I wanted to get a degree in education but my parents  wanted me to study business….This was the cause of an unhealthy family environment.. Now, that I am a shareholder, there is no need for fighting….The firm can hire professional managers from outside the family. 

Similarly, the grandson added: 
Being the only son (men), I used to feel frustrated because I was not meeting the expectations of my parents….They wanted me to get a Master Degree in Business from a reputable university in order to follow the steps of my mother and father in leading the firm.
However, talking about the same issue, the son in law said: 

I was happy to join the firm as a member in the management team. I was appointed because of my qualifications and not because I was married to the daughter of the boss. H.E.D.    

When talking about the survival of AJL firm the Daughter, the husband and the two people in the upper management, referred to change, flexibility and quality as a tool for providing good services meeting the need of the competitive global market. The story of AJL firm is similar to the story of the mice in “Who Ate My Cheese” by Johnson (1998). It had to find its way through a maze of passages. The daughter, the husband and the grand children understood the need for change (from a single ownership to a corporation). Other authors such as Covey (1994), Johnson (1998), and Anderson (1998), wrote about the importance of change as a prerequisite for improvement. If AJL firm had been unable to change its culture from a fragmented culture to a communal one it would have been unable to survive the second period and would have closed down after the death of the father. There is now a need to reach a norm culture with average socialization and average solidarity. AJL firm could not and would not have survived third generation if it did not change from a pure family business to a corporation.   This finding is in agreement with Pistrui (2004) that 30% of family owned businesses survive into the second generation, 10% into the third and 3% into the fourth. It also agrees with the findings of Hope-Morley (2004) that the wealth of a family business is made by the first generation, managed by the second generation and spent by the third generation.
The changing environmental conditions have affected the internal culture and the leadership style of AJL firm. The leadership style at AJL firm during the three periods was situational. It changed according to situations and led to the survival of firm. Other authors such as Blanchard, Carew and Parisi-Carew (1990), Blanchard and O’Connor (1997), and Blanchard and Bowles (1998) believe that the most effective style at any given time depends on whatever conditions exist within the environment (the situation).

Conclusion: The Three-Stage Model Describing the Life Cycle of AJL Firm 
To conclude this paper, the writer divided the life at AJL firm into three periods: the first period when the father was the main ruler, the second period when the daughter and her husband took over the management of the firm and the future (the incorporation of the firm) when the firm became a shareholding company (Model 1).

Stage One: During the first period, AJL firm was controlled by the father and supported by employees who are family related. The leadership style was Autocratic and situational. The internal culture of the firm was a fragmented one with low sociability and low solidarity.  
Stage Two: During the second period it was possible for the daughter to pay special attention to each member of the AJL community, helping create the right kind of work environment. However, the enthusiasm, persistence and calm exhibited by the daughter helped in ‘defrosting’ the fragmented culture prevailing during the period when the father was the only leader. The Charismatic and authentic personality of the daughter created a strong and rooted team spirit. This strong teamwork generated positive synergy through coordinated effort, which created a communal culture. The leadership style was transformational and participative. It had the potential to alter the cultural context in which people at AJL worked. It was based on co-leadership distributed among all the members of the AJL family. 

Stage Three: The incorporation stage was called by the interviewees ‘putting the house in order’. During the second period the firm had a strong culture (a communal culture) that had worked well in the past, but could become barriers to change when the firm changed to a corporation. However, the researcher believes that the strong team spirit inherited from stage two worked as a lubricator, smoothing down the problems encountered in the process of changing from a single ownership to a shareholding company. AJL, with the weakening of its internal culture during the incorporation stage, will be able to claim an institutional permanence only when the company can establish what the researcher calls, a norm culture, with average sociability and solidarity. In a norm culture, people keep moving between their feeling of belonging and their sense of purpose. They usually exhibit a balance between task and relationship behaviour. During stage three, the leadership style should be transformational, transactional, situational and distributive, officially delegated and distributed among the management group. 
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Model -1.   : A summary of the Life Cycle of AJL firm during the period under study

First period


Single Ownership



                        Second Period

The father lead the firm                                                          The Daughter with the help                                                                       Third Period

                                                                                                 of the husband manage the firm                                                               A Corporation; Daughter  




                                                                                                                                                                       Chair the Board of Directors                                                                                                                                                                                                 

  





















Average


Sociability





Average


Solidarity











Change





AJL as a Corporation





Transformational, Distributive and Transactional Leadership 


Distributed among the Management Group


Delegated Leadership (officially delegated)





Should Reach


Norm Culture



































Transactional and autocratic Leadership


Focus on Task














Fragmented culture








Transformational and Participative Leadership 
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