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Article

The FORUM group has helped me build confidence and 
given me hope that I can do my job better.

—Third generation, Managing Director

Leading and managing a family business is like a calling 
because the actual task has a profound meaning for fam-
ily business leaders that extends beyond any material 
rewards. This article describes a qualitative study that 
explored how a group-based leadership intervention 
assists family business leaders to respond to this calling 
by developing positivity to lead and manage their busi-
ness for the benefit of both the family and the business 
systems. The term positivity as used here “represents an 
affirmative bias and orientation” (K. S. Cameron, 
Dutton, & Quinn, 2003, p. 5). As a leadership approach, 
positivity recognizes an individual’s strengths and 
encourages them to use these in their organization (K. 
Cameron, 2012; K. Cameron, Mora, Leutscher, & 
Calarco, 2011). In grounding how positivity develops, 
research identifies the significance of positive psycho-
logical competencies (Luthans, Avolio, Walumbwa, & 
Li, 2005) and positive emotions (Fredrickson, 2001), in 
developing positive capabilities and activities (K. S. 
Cameron et al., 2003) in individuals (Avey, Luthans, & 
Jensen, 2010) to foster “flourishing organizations” (K. 
Cameron et al., 2011).

We consider positivity to be a crucial characteristic of 
leading and managing in the family business context for 
a number of reasons. First, family owned and controlled 
firms make a significant contribution to economies in 
Europe (van den Berghe & Carchon, 2002), the United 
States (Caspar, Dias, & Elstrodt, 2010), Australia 
(Smyrnios & Dana, 2010), and the Asian region (Credit 
Suisse, 2011; Forbes Insights, 2012), thus accentuating 
the imperative to ensure their leaders are best prepared 
to successfully lead their businesses. Yet, the unique 
juxtaposition of family and business in their organiza-
tional structure makes family businesses different from 
their nonfamily counterparts. Differences occur at many 
levels (see Chrisman, Chua, & Sharma, 2005), but par-
ticularly in terms of the values on which they are founded 
and the “call” to lead and manage their business. The 
influence of the owning family on business practices 
associated with juggling the needs of both family and 

505641 FBRXXX10.1177/0894486513505641Family Business ReviewsCaspersz and Thomas
research-article2013

1University of Western Australia, Perth, Western Australia, 
Australia
2University of Adelaide, Adelaide, South Australia, Australia

Corresponding Author:
Donella Caspersz, University of Western Australia, M261, UWA, 
35 Stirling Highway, Nedlands, Perth, Western Australia 6009, 
Australia. 
Email: Donella.Caspersz@uwa.edu.au

Developing Positivity in Family  
Business Leaders

Donella Caspersz1 and Jill Thomas2

Abstract
This article describes a qualitative study exploring how a leadership intervention in a group context developed 
positivity in leaders of family businesses. Ideas are drawn from positivity in organizational scholarship and group 
social capital. The article makes two contributions: the first is in conceptualizing positivity in family business studies 
while the second is to contribute to management thought by describing how the leadership intervention developed 
positivity to lead and manage in leaders of family business. To the best of our knowledge, there is little research that 
applies these ideas in family business studies.

Keywords
family business leadership, group social capital, positivity

 at UNIV OF LOUISVILLE on March 19, 2015fbr.sagepub.comDownloaded from 

http://fbr.sagepub.com/


Caspersz and Thomas 61

business systems can arguably thus create the most pre-
scient challenge facing family business leaders.

Although some suggest that family involvement in 
business can reduce agency costs (Anderson & Reeb, 
2003) and provide family business with a competitive 
edge (Habbershon, Williams, & MacMillan, 2003) by 
creating higher efficiencies and generating commercial 
success (Zahra, 2003), family involvement can paradoxi-
cally also create a key management challenge for family 
business leaders. This tension can skew decision making 
toward family rather than business interests (Hall, Melin, 
& Nordqvist, 2001), so as to align with family norms and 
values (Olson et al., 2003). Prioritizing family over busi-
ness interests can occur (Astrachan & Kolenko, 1994; 
Chua, Chrisman, & Bergiel, 2009; Schulz, Lubatkin, 
Dino, & Buchholtz, 2001), even if this is at the expense of 
increased business risk (Gomez-Meja, Haynes, Nunez-
Nickel, Jacobsen, & Moyano-Fuentes, 2007) or family 
firm expansion and growth (Daily & Dollinger, 1993). 
Investigating how family business leaders can success-
fully respond to this challenge has been a major theme in 
family business scholarship (Barnes & Hershon, 1976; 
Lansberg, 1983; Sharma, Chrisman, & Chua, 1997). 
Recommendations such as instigating strategic planning 
(Mazzola, Marchisio, & Astrachan, 2008) and establish-
ing appropriate governance structures and processes that 
seek to separate ownership and management (Lane, 
Astrachan, Keyt, & McMillan, 2006; Moores, 2009; 
Smyrnios & Dana, 2010) have been proposed as ways to 
deal with this challenge.

This study aims to contribute to this literature. 
However, rather than exploring the efficacy of organiza-
tional changes, the study focuses on the individual, that 
is, on family business leaders themselves. It explores 
how a leadership intervention can foster positivity in 
family business leaders to lead and manage their family 
and their business. The study was undertaken by con-
ducting an exploratory phase, followed by a focus group 
and semistructured interviews to gather a richness of 
data to understand the phenomenon in practice (i.e., how 
positivity is developed in family business leaders) and to 
contribute to theory building in family business studies. 
This is an important task given the absence of compa-
rable studies in the family business literature despite the 
significance of this business model globally and the 
dilemmas leaders face in leading and managing these 
entities. The article begins by describing the concept of 
positivity, followed by an explanation of the research 

approach and a discussion of findings and implications. 
Finally, limitations are discussed and suggestions for 
future research are offered.

The Concept of Positivity in 
Organizational Scholarship

Positivity is a sense of optimism associated with opti-
mistic outcomes (Fineman, 2006). Considering positive 
affect on human response has been a focus in many 
areas including prosocial behavior, creativity, problem 
solving, innovation, and coping processes (Isen, 2001). 
Interest in positivity in organizational studies is linked 
to the emergence of the positive psychology movement, 
which was inspired after Martin Seligman, having been 
elected President of the American Psychological 
Association, claimed he had an epiphany when his 
young daughter said to him, “When I turned five, I 
decided not to whine anymore. That was the hardest 
thing I’ve ever done. And if I can stop whining, you can 
stop being a grouch” (Seligman & Csikszentmihalyi, 
2000, p. 6). Seligman subsequently argued that studying 
people is not about trying to fix what is wrong with 
them. Instead, “It is about identifying and nurturing their 
strongest qualities, what they own and are best at, and 
helping them find niches in which they can best live out 
these strengths” (p. 6), that is, finding the positive.

Positive organizational scholarship (POS) is an off-
shoot of positive psychology. Like positive psychology, 
POS is also based on the belief that “the desire to 
improve the human condition is universal and the capac-
ity to do so is latent in most systems” (K. S. Cameron et 
al., 2003, p. 10). However, by including the word “orga-
nizational,” the emphasis of POS is on positive scholar-
ship in organizational rather than individual contexts 
(Dutton & Glynn, 2007). As Caza and Cameron (2008) 
conclude, subsequent studies on POS included a wide 
range of methods across all levels of analysis. In particu-
lar, a focus on understanding behavioral aspects of indi-
viduals in organizations known as positive organizational 
behavior (POB) developed (Caza & Cameron, 2008). 
POB is defined as the “study and application of posi-
tively oriented human resource strengths and psycho-
logical capacities that can be measured, developed, and 
effectively managed for performance improvement in 
today’s workplace” (Luthans, 2002, p. 59). Theory 
building, research, and applications highlight hope, 
resiliency, optimism, and confidence in the self as the 
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capacities that meet POB criteria. Hope refers to the per-
ceived capability to motivate oneself toward a goal. 
Optimism describes a mood or attitude associated with 
goal attainment. Resiliency is the ability to bounce back 
from uncertainty and adversity, whereas confidence is a 
belief in the self (Luthans et al., 2005). These add value 
to managerial capabilities at both individual and organi-
zational levels because they combine to enhance “posi-
tive psychological capital,” referred to as PsyCap. This 
is described as “a core psychological factor of positivity 
in general, and POB criteria meeting states in particular, 
that go beyond human and social capital to gain a com-
petitive advantage through investment/development of 
‘who you are’” (Luthans et al., 2005, p. 253). At the 
individual level, PsyCap acts as a psychological resource 
that has the potential to fuel firm growth and perfor-
mance. At the organizational level, PsyCap (or who you 
are) potentially combines with human capital (what you 
know) and social capital (who you know) to provide a 
unique, in-house resource, that is rare and difficult for 
competitors to imitate, thus providing a firm with a 
unique competitive advantage (Luthans et al., 2005).

Insights about positive emotions, particularly 
Fredrickson’s (2001) “broaden-and-build” theory, were 
also drawn on for conceptualizations about positivity in 
organizational research (Wright, 2003). The “broaden-
and-build” theory argues that an individual’s resources 
to improve their capabilities of successfully coping and 
surviving life’s challenges can be developed by expand-
ing their thought about actions (broaden) and, in so 
doing, their repertoire of responses (build). The positive 
emotions referred to by Fredrickson (2001) are joy, 
interest, contentment, and love, which promote the dis-
covery of novel and creative actions, ideas and social 
bonds that then build the individual’s physical, intellec-
tual, social, and psychological resources to subsequently 
contribute to “bettering” their organizational life. In 
summary, those who become “more” happy and joyous 
are more likely to fulfill their role robustly and be able to 
adapt to the challenges they face (Fredrickson, 2001; 
Wright, 2003).

Thus, for most scholars working with these concepts, 
positivity in organizational research involves fostering 
positive psychological states of hope, resilience, opti-
mism, and efficacy (Luthans et al., 2005), and emotions 
such as joy, contentment, gratitude, and love (Fredrickson 
2001) in individuals, to encourage them (Avey et al., 
2010) to pursue positive practices such as respectful 

treatment and integrity, organizational citizenship and 
prosocial behavior, positive identity, engagement to 
develop psychological capital, and ultimately a state of 
satisfaction in their leadership role (K. Cameron et al., 
2011; Luthans, Youssef, & Avolio, 2007). Positivity can 
foster “flourishing organizations” (K. Cameron et al., 
2011) as the PsyCap developed by an individual through 
positivity (Luthans & Youssef, 2004), when combined 
with the human capital and social capital that an indi-
vidual already possesses (Luthans & Youssef, 2004), 
recombines into a unique human resource that is rare 
and non imitable, thus providing organizations with an 
advantage in their marketplace (Luthans et al., 2005). 
Thus, positivity can improve organizational contexts 
(Luthans & Jensen, 2002) by developing positive affect 
that inspires individuals to create, extend, or modify the 
resource base of a firm by deploying not just their quan-
tifiable (hard) skill set but also their nonquantifiable 
(soft) and unique selves. Drawing on these concepts, 
positive affect can thus be viewed as an approach to 
leading and managing in organizations and can usefully 
be explored in different contexts such as that of family 
business.

An important caveat is to acknowledge that positivity 
as a leadership approach can be associated with negativ-
ity. Fineman (2006), for instance, highlights a number of 
areas where the reality of management practice conflicts 
with theorizing positivity, concluding that there is an 
“unarticulated dark side to positiveness” and “programs 
that aim to raise the positive in organizations, such as 
empowerment, emotional intelligence (EI) and fun, 
have a mixed or uncertain record, and some can produce 
the very opposite of the self-actualization and liberation 
they seek” (p. 281). This is a sobering note that needs to 
be considered. However, the aim of this study was to 
explore how, by developing positivity, leaders of family 
business believe that they are better able to respond to a 
similarly sobering note, that is, the challenge of leading 
and managing a family business that involves leading 
the family AND the business for the benefit of both sys-
tems. Family business leaders have a deep emotional 
attachment to the success or failure of their business. As 
stewards and caretakers of the family reputation and 
assets they are often committed (and “called”) to pass on 
strong and healthy businesses to succeeding generations 
(Davis, Allen, & Hayes, 2010).

With these concepts guiding the research focus for 
this study, the specific interest was to understand 
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whether a group-based leadership intervention can 
develop positivity in individual family business leaders. 
Walter and Bruch (2008) describe the development of a 
positive collective (group) affect. They argue this is the 
result of

a reciprocal linkage between positive group affective 
similarity (i.e., the level of homogeneity of group members’ 
positive affect) on the one hand and group relationship 
quality (i.e., the extent to which group members share 
favorable interpersonal relations) on the other hand. (p. 
241)

This article contributes to the conceptualization of 
this “reciprocal linkage” by considering how group 
social capital and, in particular, network (sometimes 
called “social”) ties (Oh, Chung, & Labianca, 2004) can 
foster such a linkage.

Social capital can be viewed as the relationships 
between individuals and organizations that facilitate 
action and create value (Arregle, Hitt, Sirmon, & Very, 
2007). Nahapiet and Ghoshal (1998) identify four fac-
tors that influence the development of social capital: sta-
bility or time, interactions, interdependence, and closure. 
Stability or time reflects the accumulation of goodwill 
from others toward an individual over time and which 
develops as a result of continued interactions that foster 
trust, cooperation, and mutual obligations or an interde-
pendence within a network (Bordieu, 1985; Granovetter, 
1985). Closure is the extent to which actors become 
interconnected and foster adherence to norms such as 
trust (Coleman, 1988).

Drawing on this conceptualization, Oh et al. (2004) 
propose the concept of group social capital. Put simply, 
group social capital refers to how the social relation-
ships of group members “within and outside of their 
groups and across multiple types of boundaries are 
related to group effectiveness” (Oh et al., 2004, p. 
860). Thus, like social capital, group social capital is a 
relationally embedded concept. Oh et al. (2004) sug-
gest that network ties are crucial to the development of 
group social capital. These can be characterized as 
either closure or brokerage ties (Burt, 2000). Time, 
interaction, and interdependence are key influences in 
fostering a closure of ties that facilitate “closure con-
duits” of information (Oh et al., 2004) where because 
members have a shared understanding of core mean-
ings (in this case, what it means to juggle both family 
and business), it is easier for them to access, exchange, 

and thus generate knowledge (Boland & Tenkasi, 
1995) that is relevant to both themselves and their 
comembers. Brokerage ties (or informal socializing 
ties as per Oh et al., 2004) are associated with the links 
members have to others outside the group that they 
may use to fill “structural holes” (of information or 
access) when required (Burt, 2000). Both closure and 
brokerage ties are crucial in groups, such as the leader-
ship intervention studied, as they inform within-group 
exchanges. Closure ties enhance communication 
because members share a core familiarity as family 
business leaders, whereas through brokerage ties mem-
bers can draw on their without-group relations to 
inform their within-group exchanges.

Network ties therefore create group social capital. 
They authenticate the reliability and trustworthiness of 
within-group exchanges of information (Burt, 2000), 
facilitate social cohesion, and strengthen relational close-
ness between group members (Moran, 2005). Network 
ties influence the development of positive group affective 
similarity, which Walter and Bruch (2008) identify as one 
part of the reciprocal linkage that develops positive group 
affect. However, network ties are also critical in influenc-
ing the quality of within-group exchanges, or the group 
relationship quality referred to by Walter and Bruch 
(2008) as the other aspect of the reciprocal linkage that 
contributes to the development of positive group affect. 
That is, over time and as a result of continuous interaction 
between members, network ties create both interdepen-
dence and closure between members and thus influence 
the relationship or quality of teamwork that develops 
between members of a group. Finally, Isen (2001) argues 
that there is evidence to suggest that, in most circum-
stances, positive affect influences cognitive processing 
that enhances problem solving and leads to innovation 
and creativity. Boland and Tenkasi (1995) also find that 
shared understandings associated with network ties facili-
tate a cognitive dimension of social capital that stimulates 
individuals to think innovatively about solutions to their 
challenges. Familiarity with long-term partners that 
develops with time and continuous interaction between 
members is crucial in generating this effect as it facilitates 
interdependence and cooperation between members 
(Gulati, 1995).

Guided by this conceptualization, the focus of this 
study was to understand how positivity is developed in 
family business leaders and managers through their par-
ticipation in a group-based leadership intervention. 
Accordingly, two research questions were posed:
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1. How can a group-based leadership intervention 
develop positivity in family business leaders?

2. How can positivity assist those leaders to believe 
that they are better able to lead and manage the 
competing demands of the family and the 
business?

To the best of our knowledge, the concept of positiv-
ity has not been explored in family business studies 
although there has been an observation of its applicabil-
ity by family business advisors (see Carlock, 2013). 
Although social capital has attracted attention (see 
Arregle et al., 2007, for instance), understanding the 
relationship between group social capital and the devel-
opment of positivity to lead and manage in family busi-
ness leaders as conceptualized in this study has not been 
extensively studied.

Research Approach

An exploratory phase to understand the leadership inter-
vention was followed by a further phase of data collec-
tion using both a focus group and semistructured 
interviews. Focus group data were audio-taped and tran-
scribed by the researchers; the semistructured interviews 
were conducted and transcribed by an independent 
research assistant.

The leadership intervention consists of groups of 
family business leaders across all industry sectors and 
from all around Australia who sign up for membership 
of a managerial round table called FORUM. These were 
established by a family business membership organiza-
tion and peak industry body called Family Business 
Australia (FBA). Each group meets monthly to share 
challenges and get ideas as to how to lead their busi-
nesses more effectively. A facilitator contracted by the 
sponsor organization (FBA) guides FORUM. During 
meetings the members of the intervention adopt either a 
presenting role and describe their challenge or an advis-
ing role giving advice about possible solutions to the 
presenter based on their experience in dealing with simi-
lar challenges or their knowledge about how others had 
responded to such challenges.

Exploratory Phase

Access to study the leadership intervention was granted 
because of our role as academic advisors to the sponsor 
organization, and because of the trust and respect with 

members, facilitators, and relevant FBA organizational 
members that we had built through our involvement in 
many of the FBA educational activities. We were not in 
attendance at the FORUM meetings as these are confi-
dential to participants. However, over a period of 5 
years, we were able to discuss experiences of the inter-
vention with participants and facilitators as well as 
obtain the views of relevant FBA staff about the inter-
vention. Through the exploratory phase, we noted 
aspects of team-like characteristics in the intervention. 
For instance, members spoke of how they shared respon-
sibility for fulfilling roles of presenter or advisor. Team 
processes such as trust (Kirkman & Rosen, 1999; 
Simons & Petersen, 2000), satisfaction with each other 
(Earley & Mosakowski, 2000), interpersonal cohesion 
(Hitt, Miller, & Colela, 2006), open communication 
(Campion, Medsker, & Higgs, 1993; Hitt et al., 2006), 
and interpersonal processes of openness and honesty in 
influencing the exchange of information between mem-
bers also emerged as important. Our ongoing associa-
tion and interactions with members also enabled us to 
build a picture of individuals’ development of positivity. 
It became clear that the intervention provided members 
with a “safe haven” to discuss challenges in juggling 
family and business and receive advice about these from 
others who implicitly understood the challenges they 
faced in juggling the competing demands and expecta-
tions of the family system (such as maintenance of 
familial relationships and/or transition of the business to 
the next generation of family ownership and manage-
ment), and the business system (such as continued 
growth, caring for the customer, and profitability of the 
business; Gersick, Davis, McCollom Hampton, & 
Lansberg, 1997). These observations and the conceptu-
alization of positivity that we developed subsequently 
guided the next phase of data collection that was 
undertaken.

Formal Data Collection: Focus Group and 
Interview Phase

We conducted a focus group (n = 27) and structured 
interviews (n = 7) with members of the leadership inter-
vention to build on our understanding of positivity to 
lead and manage in the family business context. 
Formulation of the schedule of questions for both focus 
group and interviews was guided by the findings from 
the exploratory phase and conceptualization.1 All 
respondents self-nominated and participation was 

 at UNIV OF LOUISVILLE on March 19, 2015fbr.sagepub.comDownloaded from 

http://fbr.sagepub.com/


Caspersz and Thomas 65

voluntary. The study was undertaken with approval from 
a university human research ethics committee. Questions 
for both the focus group and the interviews focused on 
the following themes:

Process of operation: We used the probe “‘What I 
want out of the intervention?” and we explored 
with intervention members the concepts of trust 
(Caspersz, Wu, & Skene, 2003; Simons & 
Petersen, 2000), member satisfaction (Earley & 
Mosakowski, 2000), open communication 
(Campion et al., 1993; Hitt et al., 2006), and inter-
personal processes of openness and honesty (Ellis 
et al., 2003).

Facilitator: An open-ended question asking “What 
role should the facilitator play?”’ was posed to 
members. Their expectations of the facilitator 
were further explored by drawing on the typology 
by Carlopio and Andrewartha (2008) of coach, 
counselor, mediator, and mentor.

Benefits for members: We used the probe “What I get 
out of the intervention?” and drew on Luthans et 
al. (2005) to explore positivity and how members 
believed this assisted them in their role as family 
business leaders and managers.

Using Leximancer Analytics Tool

The text analytics tool, Leximancer, was used to analyze 
the interview and focus group transcripts. There is a 
growing interest by researchers in computer-assisted 
qualitative data analysis such as Leximancer because the 
analysis is considered to be more rigorous, systematic, 
and comprehensive (Bloor & Wood, 2006). Leximancer 
has been successfully applied in literature reviews, clus-
tering/segmentation of population, and understanding 
attitudes and behaviors (Caspersz & Olaru, 2014; 
Caspersz, Olaru, & Smith, 2012; Cretchley, Gallois, 
Chenery, & Smith, 2010; Stockwell, Colomb, Smith, & 
Wiles, 2009).

Leximancer uses mathematical algorithms to deter-
mine the most frequently occurring themes within the 
text. The themes that emerge appear as circles on a topi-
cal map. The size of the circles, the descriptors or words, 
and compound concepts located in them indicate the fre-
quency of the themes in the participants’ discourse. 
Proximity of the circles suggests strength of relation-
ships between these, that is, the closer they are to each 
other the more related they are to each other. The lines 

that link the circles further confirm that there is a rela-
tionship between the particular themes.

By drawing on algorithms of words, Leximancer 
reduces subjectivity in manual coding, as it eliminates 
the need for coder training and testing for intercoder 
reliability (Smith & Humphreys, 2006). Although 
Leximancer is a useful researchers’ tool, the results still 
need to be analyzed and interpreted. In addition, several 
conditions for analysis may influence the results such as 
the number of sentences analyzed per segment and the 
seeding of the analysis with manually constructed con-
cepts. However, researcher interference can be reduced 
by drawing on words generated in an un-seeded (or first-
cut) analysis to develop these constructed concepts. The 
analysis using Leximancer was conducted multiple 
times as a check for the stability of the maps, and the 
interviewer’s questions were eliminated from the text to 
minimize pollution in the analysis. Although two 
Leximancer maps have been reproduced to support the 
discussion of findings, we also draw on the transcript 
quotes generated by the Leximancer analysis that 
appeared with the themes to represent the richness of the 
findings.

Sample

The sample consisted of 34 respondents. We used a pur-
poseful sampling method to select participants. Morse 
(1991) describes this type of sampling as deliberately 
selecting participants with a particular knowledge of 
what is being investigated, hence the requirement that 
they be members of the intervention. However, we also 
sought to include the range of variations of the partici-
pant’s experience of the leadership intervention by sam-
pling those with limited and those with extended 
experience of the leadership intervention (Sandelowski, 
1995). Two sample participants had been a member of 
the intervention for more than 10 years, 7 for between 5 
and 10 years, 22 for between 1 and 5 years, and 3 for 
between 6 and 12 months. In addition, 15 participants 
were in family businesses that were third generation and 
above, 12 in second-generation family businesses, and 
the rest in first-generation family businesses. All the 
participants were members of the dominant family busi-
ness ownership group and/or management team of the 
business firm. Their roles varied from being owner/
managing director (MD), family member chief financial 
officer (CFO), family member executive director (ED), 
chairman, and family member non–executive director 
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(non-ED). Thus, all participants were considered key 
informants as their experience ensured that they were 
able to provide a rich description of the leadership inter-
vention (Bloor & Wood, 2006).

Findings

A first-cut analysis of the data using the Leximancer tool 
was conducted (see Figure 1). This was a sense-making 
exercise to let the data “speak for itself” and enumerate 
the themes of importance to the participants. As this fig-
ure shows, “FORUM” (or the leadership intervention) is 
the largest circle indicating that it was the most fre-
quently occurring theme in the respondents’ text. The 
descriptors located in this circle indicate that they asso-
ciate the leadership intervention as a place where per-
sonal, business and family issues are understood. As a 
CFO of a fifth-generation family business stated, 
“FORUM is a safe space to have open and honest dis-
cussions about business and family business.”

Taking size into account the next two most signifi-
cant themes in the discourse were “support” and “group.” 
Transcript quotes highlight the relationship between 

group social capital (Oh et al., 2004) and positive group 
affect (Walter & Bruch, 2008):

The value I have received from my participation in the 
FORUM group is that I class my FORUM group as a 
mentor, a group mentor facility (group social capital) that 
you can openly take real life situations to a group and walk 
out of there saying “yes” I am more comfortable about 
what I have got to do, now more so (positive group affect). 
(4th generation, MD)

An understanding of how these effects developed can be 
gained by exploring the line that links FORUM to “sup-
port” and then to “challenge” and the line that links 
FORUM to “group” and “facilitator.” The first (FORUM 
to “support” and then to “challenges”) suggests that 
FORUM provides support to members to address their 
challenges. Transcript quotes highlight that this was 
because FORUM provided a place where members and 
their challenges were “understood”:

In FORUM there was an understanding of what the position 
was, an understanding of the pressures that we are under, 
an understanding of the family pressures that were coming 
to bear and also an understanding of business pressures. I 
can speak honestly and openly without holding back at all. 
(4th generation, MD)

A key influence implied in this comment (and suggested 
more forcefully in other transcripts) was a reflection of 
the “reciprocal linkage” described by Walter and Bruch 
(2008) that develops positive collective (group) affect, 
that is, the opportunity that FORUM provided members 
with to interact with “like-minded people” (1st genera-
tion, ED) who “understood what I am going through” 
(2nd generation, ED), and whose “sincerity of response 
is (therefore) far greater than any other group I belong 
to” (1st generation, MD).

The second line (FORUM to “group” and then “facil-
itator”) provides an indication as to how the role of the 
facilitator contributed to fostering positive collective 
affect. The proximity of the “facilitator” and “FORUM” 
circles suggests that although the role of the facilitator 
was important, members viewed the facilitator as com-
plementing their FORUM interactions rather than lead-
ing these. We suggest that this aligns with Avolio’s 
(1999) conceptualization of a leadership compact, which 
is characterized by a shared understanding or a shared 
leadership between individuals rather than where one 

Figure 1. First analysis.
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person is more influential in “leading” the other. As a 
fourth-generation MD stated:

The group facilitator helps enhance my capacity as a 
Managing Director and parent by giving me the opportunity 
to be involved with the other side and bringing professional 
tools to the FORUM that we are able to use.

We explored the circle containing “board” and “experi-
ence” that overlapped with “FORUM” and “gives.” The 
proximity of these circles to each other and the lines 
linking FORUM to both “board” and “experience” sug-
gests a close relationship that is supported by transcript 
quotes: FORUM acts “as a sounding board” (2nd gen-
eration, MD) that “gives me access to experience and 
suggestions for help” (4th generation, MD) and “feed-
back from the others on the things we are doing” (3rd 
generation, ED). The importance of trust between mem-
bers was especially evident in transcripts: “Forum pro-
vides great trusted friendships to collectively support 
each other” (3rd generation, MD) and FORUM “gives 
me trusted relationships” (2nd generation, MD). These 
comments lead us to suggest that the teamwork quality 
is another influence in developing positive collective 
affect in FORUM. We suggest that this teamwork qual-
ity reflects the network ties between members and stim-
ulates creativity in problem solving and innovation 
(Hoegl & Gemuenden, 2001) to foster creative cognitive 
processes by members (Isen, 2001). As the CFO of a 
fifth-generation business stated:

Well it (FORUM) just allows you to make decisions with 
confidence (positive collective affect) you actually test 
your views or whatever else with a range of other people 
potentially before you actually enact them (teamwork 
quality). If you are having troubles from a family 
perspective you can talk about them within the group and 
get strategies to get the desired outcomes (innovative 
cognitive processes).

We further explored the relationship between 
“FORUM” and the circle “gives.” The transcripts quotes 
generated by Leximancer for the theme “gives” adds 
support to our suggestion that FORUM gives (or devel-
ops) a positive collective affect that fosters members’ 
innovation and creativity in problem solving:

FORUM (gives) you an opportunity to outline futuristic 
issues coming on your plate that maybe you can share with 
the group, and then the group gives you feedback of what 

you are sharing with them and somebody might say that I 
have experienced that sort of thing (positive collective 
affect), you need to look out for this or you need to look out 
for that (problem-solving innovation and creativity). (3rd 
generation, non-ED)

Importantly though, there was evidence in the transcripts 
that through their participation in the leadership inter-
vention, members were developing a positivity to man-
age. As stated by a nonexecutive company director of a 
third-generation family business:

For me the FORUM experience has had a very positive 
affirmation (positivity to manage), when I say a positive 
affirmation it is about recognizing that the things that you 
know are important and it is about providing insights into 
the things that you don’t know that you need to know.

In summary, this first analysis using Leximancer 
indicated that members were developing a positivity to 
lead and manage their family business through their par-
ticipation in the leadership intervention. Influences of 
positive group affect and teamwork quality were partic-
ularly noted in this analysis. However, drawing on our 
conceptualization we argue that the existence of these 
implies that positive psychology states and positive 
practices may also be present. We thus conducted a sec-
ond analysis to further explore these findings by creat-
ing compound concepts of (positive) group affect, 
teamwork quality, positive psychology states, and posi-
tive practices and conducted a seeded the analysis with 
these. Development of these concepts was guided by the 
conceptualization of positivity, plus the use of key words 
generated by the Leximancer thesaurus in the first anal-
ysis. Figure 2 presents the findings from this seeded 
analysis.

While the second analysis highlights a number of 
themes, those clustered in the middle are of most impor-
tance. The largest circle is “FORUM” (or the leadership 
intervention) and the compound concepts “group affect” 
and “teamwork quality” are located in this circle. The 
next largest circle is “positive practices” in which the 
compound concepts “positive psychological states” and 
“positive practices” appear.

In interpreting this analysis, the location of “group 
affect” and “teamwork quality” in FORUM suggests 
that, in members’ discourse, these are critical “effects” 
that are created by the leadership intervention. Similarly, 
the location of both “positive psychology states” and 
“positive practices” in the circle “positive practices” 
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indicates that these contribute to create a positivity to 
lead and manage in members: “From a business per-
spective it (FORUM) allows you to strategically plan 
better” (3rd generation, CFO) and “My participation has 
helped enhance my capacity as a manager, director, par-
ent” (2nd generation, ED). The proximity of “FORUM” 
and “positive practices” circles reinforced by the line 
linking “teamwork quality” and “group affect” in 
FORUM to “positive psychological states” and “posi-
tive practices” supports this interpretation, that is, for 
members, the teamwork quality and group affect created 
in FORUM influenced the development of positive 
practices and positive psychological states. This is illus-
trated in a quote from a managing director of a first-
generation business:

As a manager, my communication with members gives me 
insight into how others deal with staff and some experience 
that I would not otherwise have (teamwork quality). As a 
parent I see what other families are going through in 
FORUM, and how other parents are dealing with their 
children and I suppose what works and what doesn’t (group 
affect) and again it gives me some experience and insight 
that I would not otherwise get (positive psychology state of 
hope) and that helps me interact (positive psychology state 
of optimism) with my own family (positive practices).

In further exploring the compound concepts, the tran-
script quotes associated with the concept “teamwork 
quality” highlighted the importance of “multiple 
perspectives”(1st generation, MD) and “having access 
to a knowledge bank” (1st generation, MD), which pro-
vide members with the opportunity to get a “second 
opinion and test whether your ideas or views are sound” 
(3rd generation, CFO). This was complemented by the 
knowledge that members were able to bring to discuss-
ing the challenges facing family business leaders and 
managers. As a managing director of a fourth-generation 
family business stated:

We understand each other’s circumstances and we have got 
people there that have got a business size of about fifteen 
people and a business there that has got a hundred people. 
We have also got a business there that has seven hundred 
people so members are varied but at the same time there is 
a good cross-pollination of ideas (members’ knowledge).

The position of the compound concept “teamwork qual-
ity” and the associated quotes in the theme “FORUM” 
indicate that this was an important influence in the 
within-group exchanges that contributed to a positive 
collective affect. These and other transcript quotes fur-
ther highlight the significance of members’ social capi-
tal and the group social capital that developed in the 
leadership intervention and influenced the development 
of this affect: “I remain in FORUM because of the cali-
ber of other FORUM members (social capital)” (1st 
generation, ED) and because “I have formed a close 
bond with my group (group social capital) and to get 
valuable ideas for use in the business” (3rd generation, 
MD). We thus argue that the quality of membership was 
a key factor in facilitating the process by which a posi-
tive collective (group) affect is created (Walter & Bruch, 
2008): “FORUM gives a positive affirmation (positive 
group affective similarity) that they understand what the 
milestones are in managing the family business (group 
relationship quality)” (3rd generation, non-ED).

The descriptor “facilitator” also appeared in the cir-
cle “group.” Similar to the first analysis, the transcripts 
again confirm that members perceived the facilitator as 
supporting but not leading their engagement in FORUM. 
The lack of a direct line linking the facilitator with 
FORUM or any of the compound concepts further illus-
trates this finding: “The facilitator keeps the discussions 
on track” (2nd generation, ED). However, the 

Figure 2. Second analysis.
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line linking “group” to “support” through the facilitator 
suggests that the facilitator nonetheless influenced the 
development of positive collective affect in other ways. 
Transcripts here indicated that this was by assisting 
members “to tap into the wisdom that lies in the group, 
not to have the wisdom themselves” (3rd generation, 
non-ED) and beginning with “a regular round the room 
agenda item to catch up with each other’s challenges” 
(1st generation, MD). Nevertheless, the role of the facil-
itator was “not to provide answers or provide support” 
(2nd generation, ED); instead, members provided these 
and—subsequently—fostered the development of “pos-
itive practices” in others:

As a director it helped me think more strategically and to 
get my thinking so that I can prioritize the things that I am 
working on and what the most important issue for the 
business at the time, so it gives me clarity. As a manager 
well I suppose it helps me with my communication and also 
gives me insight into how others deal with staff and I 
suppose it gives me some experience that I would not 
otherwise have. And as a parent I see what other families 
are going through and how other parents are dealing with 
their children and gives me insight that I would not 
otherwise get. (2nd generation, ED)

The significance of the positive collective affect in sup-
porting members to demonstrate positive practices in the 
leadership intervention itself can also be illustrated:

There was one member of the group who was continually 
whining about his business and his family. The feedback I 
received from my participation in FORUM gave me the 
confidence to highlight his negativity and the effect of this 
on others. (3rd generation, Chairman)

Although the theme “board” appeared in the first analy-
sis, the circle “family” adds another dimension. The 
transcripts associated with this theme highlight two 
aspects. The first is fostering positive practices to man-
age both family and business systems:

From a family business point of view we aspire to best 
practice and it is important to benchmark yourself against 
others. So FORUM gives a positive affirmation that you 
are on the right track (in terms of leadership approach). It is 
about understanding. (3rd generation, non-ED)

Second, the transcripts indicate that the leadership inter-
vention represented a “family” environment for members 

that “fostered immense trust between members” (3rd gen-
eration, ED) who had “objective points of view” (2nd 
generation, MD). The effect of “family” on creating a 
positivity to manage again appeared: “FORUM gives me 
understanding about how a family business works” (2nd 
generation, ED). Finally, their position on the periphery 
of Figure 2 indicates that the themes in these circles were 
less prominent in the discourse of members than the oth-
ers. Nonetheless they again emphasize the importance of 
members in creating positivity to manage. This is espe-
cially in following the line linking the circles of “FORUM” 
to “joined” and “friendships” and “value” suggesting that 
the “friendships” members make and the “value” they 
derive from the intervention influence their willingness to 
remain in the intervention.

This second analysis added to the findings of the 
first by locating “teamwork quality” and “group affect” 
with “FORUM” and linking these to the development 
of “positive psychology states” and “positive prac-
tices” in the theme “positive practices” (or positivity to 
manage). However, the analysis in particular highlights 
the influence of members in creating this effect. It is 
argued that their “quality” and knowledge was critical 
in fostering the group affect and subsequent positivity 
to manage.

Discussion and Implications

This article has explored how a group-based leadership 
intervention fosters positivity in family business leaders 
to lead and manage the competing demands of family 
and business for the benefit of both systems. After 
reviewing the findings, we argue that these provide 
some answers to the research questions posed for the 
study. The findings demonstrate that a critical influence 
in developing positivity was the “place” that the leader-
ship intervention provided for members to interact with 
peers “like themselves” facing challenges “like theirs.” 
Through within-group exchanges in the leadership inter-
vention members benefitted from authentic, quality 
advice that was grounded in both a relevant business 
experience and a shared understanding of the influence 
of the family in leading and managing a family business 
(Oh et al., 2004): “FORUM gives me a place where it is 
understood that family matters play a vital role in the 
quality of my business” (2nd generation, MD). Through 
their participation, family business leaders were reas-
sured that the responses they developed to their 
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challenges were appropriate and experienced positive 
psychological states and emotions that enhanced the 
belief that they were able to manage the competing 
interests of the family and business:

At that time I joined FORUM I was chairing a family 
council and I really needed a group of peers that I could 
share with both to seek counsel from but also affirmation 
(belief) from because I think it is important to know 
(believe) when you are on the right track and it’s important 
to know (believe) when you are not on the right track (3rd 
generation, non-ED).

The importance of the study is at two levels: the first 
is in conceptualizing positivity in family business stud-
ies, whereas the second is to contribute to management 
thought by showing how positivity can be developed, 
and then assist family business leaders and managers to 
effectively respond to the “calling” that is a hallmark of 
their leadership task. K. Cameron and Caza (2005) 
identify a sense of calling as one of three types of posi-
tive work orientation (the others being work as a job 
and career) and suggest that when work is a calling, 
people accept that what they are doing is “the right 
thing to do.” We suggest that this describes leadership 
in family business, which although alluded to in family 
business studies (see Dyer, 1986; Sorenson, 2000) 
remains relatively underresearched. In this study, we 
have sought to make a theoretical contribution to this 
understanding by exploring the significance of positiv-
ity as conceptualized in the nonfamily business litera-
ture as an approach that potentially enhances the 
capability of family business leaders to lead and man-
age in the family business context. The conceptualiza-
tion of how positivity can be developed through a 
group-based leadership intervention represents a small 
contribution to the literature, as there are few studies 
that showcase how positivity can be fostered. 
Importantly, however, the study makes a contribution to 
family business studies by illustrating how the group-
based leadership intervention studied fosters positivity 
to lead and manage in family business leaders and man-
agers. Drawing on Luthans, Luthans, and Luthans 
(2004), it may be appropriate to reconceptualize this as 
Family Business PsyCap, that is, fostering positive 
affect in family business leaders by facilitating group 
social capital that helps them reconceptualize their 
challenges as leaders of their family business and 
develop a positivity to lead and manage. Members’ 

network ties crucially influence this dynamic as they lie 
at the core of the teamwork quality that facilitates 
within-group exchanges between members. By provid-
ing access to a knowledge heterogeneity (Rodan & 
Galunic, 2004) that is authentic because it reflects 
advice that is grounded in the experience of others who, 
like them, are also juggling both family and business, 
these “reciprocal linkages” (Walter & Bruch, 2008) fos-
ter positive psychology states particularly of hope and 
optimism, to develop positivity in family business lead-
ers and managers that enhances their belief that they 
can better assist both family and business. This recon-
ceptualization is summarized in Figure 3.

Thus, while cautious about overestimating the effects 
of member involvement in FORUM, we suggest that the 
contribution made to management thought by the study 
is to show how a group-based leadership intervention 
provides a place where family business leaders can 
develop an approach to leadership that assists them to 
reach beyond material issues and also respond to the 
“soul” of their family business, which Hubler (2009, p. 
254) describes as the “indefinable essence of a family’s 
spirit and being.” This approach to leadership reflects 
what Avolio, Gardner, Walumbwa, Luthans, and May 
(2004, p. 802) describe as authentic leadership where 
leaders are “persons who have achieved high levels of 
authenticity in that they know who they are, what they 
believe and value, and they act upon those values and 
beliefs while transparently interacting with others,” in 
other words approach leadership as a “calling.” Working 
as “positive leaders” (K. Cameron, 2012) lies at the core 
of authentic leadership. However, by leading with posi-
tivity, authentic leaders can also broaden and build 
(Fredrickson, 2001) positive affective states (and posi-
tive emotions) in others “to positively foster the emo-
tional and cognitive development of other organizational 
members” (Avolio & Gardner, 2005, p. 326); in other 
words, by modeling positive leadership, positive leaders 
can nurture individual-level PsyCap (Luthans et al., 
2005) in their employees to improve their organizational 
context (K. Cameron et al., 2011; Luthans & Jensen, 
2002).

When viewed this way, positive leadership is an 
approach that can benefit all organizations. However, posi-
tivity is of particular importance in the family business con-
text when considering the influence of the family in a 
family business. Families that work together are criticized 
for being too negative with each other, often failing to 
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acknowledge the contributions or accomplishments of 
other family members (Carlock, 2013). When relationships 
are as long-term as they are in a family, family expectations 
exert a major influence on the task of leading and manag-
ing a family business. Family business leaders have to 
respond to a level of “emotional messiness” (Brundin & 
Sharma, 2012) not found in nonfamily business, which can 
positively or negatively affect the family business. The 
study shows how by fostering a positivity to lead and man-
age, family business leaders can develop strategies to effec-
tively respond to this sensitive, yet vital, dynamic that lies 
at the core of their business, and importantly, develop a 
belief that they can do so.

The key practical implication to emerge from this 
study is that by developing positivity, and Family 
Business PsyCap in individual leaders and managers, 
the leadership intervention has the potential to contrib-
ute to the sustainability of their family business. This is 
by assisting family business leaders develop strategic 
responses to both their business challenges, but also the 
challenge of working with family in the business. The 
significance of the power of the “group” is a further 
practical implication of significance. Although the 
group-based nature of the intervention provides mem-
bers with a sounding board in developing their responses, 
the intervention also provides members with an advisory 
board that assists them with the ongoing monitoring of 
the strategies they pursue to manage both family and 
business. Finally, the group-based nature of the inter-
vention provides leaders and managers with support to 
manage the emotional messiness (Brundin & Sharma, 
2012) and emotional challenges (Labaki, Michael-
Tsabari, & Zachary, 2010) that are inevitable in the fam-
ily business context: “I remain in FORUM because I 
have great trusted friends and we collectively support 
each other” (2nd generation, MD).

Limitations and Future Research

The study has drawn on Leximancer to conduct the anal-
ysis. Although this represents another contribution, at 
the same time Leximancer is not a content analytics tool 
that is widely used. The results generated by Leximancer 
are also new to analytical discussion. This can create 
challenges for readers. Although useful in this study, a 
suggestion for future research is that other studies using 
Leximancer could combine this analytics tool with a tra-
ditional coding method. The effect of this methodology 
would be to use Leximancer as an independent rater. By 
combining this approach with an exploratory phase, it 
may be possible to achieve a triangulation of data that 
will reinforce the reliability of findings.

Notwithstanding, a clear limitation of the study is 
that it has not sought to test the effects in the organiza-
tion of the positivity that family business leaders have 
developed. This is a vital gap in the literature on positiv-
ity (K. Cameron et al., 2011) that future research should 
attempt to address. By drawing on the conceptualization 
and findings of this study, future research could do so by 
developing a longitudinal design that is informed by 
reflexive ethnography (Burawoy, 2003). In this, the 
researcher engages in focused revisits to assess “what 
has changed.” Thus, there is an opportunity for future 
research to be broader than ours and engage other stake-
holders in a family business, notably members of the 
wider family, employees, and external persons such as 
customers and suppliers. Adopting such a research 
design would also address another limitation of our 
study, namely, that we have gathered self-report data, 
from selective sources, that is, family business owners 
and managers. This is despite the fact that the sampling 
approach adopted in the study reflected the conditions 
identified by Nahapiet and Ghoshal (1998) as 
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influencing the development of social capital. That is, 
stability or time as evidenced by the length of partici-
pant’s involvement in the intervention, and the opportu-
nity that members had to foster interactions that created 
a mutual interdependence (Bordieu, 1985; Granovetter, 
1985) and closure ties (Coleman, 1988). Furthermore, 
by canvassing the view of those who have been mem-
bers and left the leadership intervention, this study could 
also assess the longevity of the positive affect that is fos-
tered in members and the durability of this beyond the 
regular interaction members experience in the leader-
ship intervention.

Nevertheless, by adopting the research approach 
described, we believe we have provided a richness of 
both theoretical and empirical insights that may be used 
in designing a future study. The study provides the oppor-
tunity for further conceptualization about management 
practice. This is particularly important in exploring the 
relevance of the concept of community of practice. 
Wenger (1998) defines a community of practice along 
three dimensions: what it is about—its joint enterprise as 
understood and continually renegotiated by its members; 
how it functions—the mutual engagement that bind 
members together into a social entity; and what capabil-
ity it has produced—the shared repertoire of communal 
resources (routines, sensibilities, artifacts, vocabulary, 
styles, etc.) that members have developed over time. This 
could inform the exploration of practice-based recom-
mendations of how to structure a leadership intervention 
to produce the effect we describe in this study, that is, a 
positivity to lead and manage in family business leaders 
and managers that extends beyond the lifetime of the 
leadership intervention and provides family business 
leaders with a space in which they can continue to inter-
act with others who attach a similar meaning to their 
leadership task, in other words, foster a community of 
practice that nurtures positive family business leaders 
and managers. The crucial role that family business lead-
ers play in leading not just the business but also the fam-
ily into the future suggests that it is critical to continue to 
draw on research to develop practices such as this that 
may assist them to respond effectively to the profound 
meaning attached to their task.

Declaration of Conflicting Interests

The author(s) declared no potential conflicts of interest with 
respect to the research, authorship, and/or publication of this 
article.

Funding

The author(s) received no financial support for the research, 
authorship, and/or publication of this article.

Note

1. A full copy of the interview schedule is available on 
request.

References

Anderson, R. C., & Reeb, D. M. (2003). Founding-family 
ownership and firm performance: Evidence from the S&P 
500. Journal of Finance, 58, 1301-1327.

Arregle, J.-L., Hitt, M., Sirmon, D., & Very, P. (2007). The 
development of organizational social capital. Journal of 
Management Studies, 44(1), 73-95.

Astrachan, J., & Kolenko, T. (1994). A neglected factor 
explaining family business success: Human resource 
practices. Family Business Review, 7, 251-261.

Avey, J., Luthans, F., & Jensen, S. (2010). Psychological capi-
tal: A positive resource for combating employee stress. 
Human Resource Management, 48, 677-693.

Avolio, B. (1999). Full leadership development: Building the 
vital forces in organizations. Thousand Oaks, CA: Sage.

Avolio, B., & Gardner, W. (2005). Authentic leadership devel-
opment: Getting to the root of positive forms of leader-
ship. Leadership Quarterly, 16, 315-338.

Avolio, B., Gardner, W., Walumbwa, F., Luthans, F., & May, 
D. (2004). Unlocking the mask: A look at the process by 
which authentic leaders impact follower attitudes and 
behaviours. Leadership Quarterly, 15, 801-823.

Barnes, L. B., & Hershon, S. A. (1976, July/August). 
Transferring power in the family business. Harvard 
Business Review. 54, 105-114.

Bloor, M., & Wood, F. (2006). Keywords in qualitative meth-
ods. Thousand Oaks, CA: Sage.

Boland, R. J., & Tenkasi, R. V. (1995). Perspective mak-
ing and perspective taking in communities of knowing. 
Organization Science, 6, 350-372.

Bordieu, P. (1985). The forms of capital. In J. G. Richardson 
(Ed.), Handbook of theory and research for the sociology 
of education (pp. 241-258). New York, NY: Greenwood.

Brundin, E., & Sharma, P. (2012). Love, hate and desire: 
The role of emotional messiness in the business family 
in understanding family businesses. In A. Carsrud & M. 
Brannback (Eds.), International studies in entrepreneur-
ship (Vol. 15, pp. 55-71). New York, NY: Springer.

Burawoy, M. (2003). Revisits: An outline of a theory of reflex-
ive ethnography. American Sociological Review, 68, 645-
679.

Burt, R. S. (2000). The network structure of social capital. 
Research in Organizational Behaviour, 22, 345-423.

 at UNIV OF LOUISVILLE on March 19, 2015fbr.sagepub.comDownloaded from 

http://fbr.sagepub.com/


Caspersz and Thomas 73

Cameron, K. (2012). Positive leadership strategies for extraor-
dinary performance. San Francisco, CA: Berrett Koehler.

Cameron, K., & Caza, A. (2005). Developing strategies and 
skills for responsible leadership. In J. Doh & S. Stumpf 
(Eds.), Handbook on responsible leadership and gov-
ernance in global business (pp. 88-111). Cheltenham, 
England: Edward Elgar.

Cameron, K. S., Dutton, J. E., & Quinn, R. E (2003). Positive 
organizational scholarship. San Francisco, CA: Berrett-
Koehler.

Cameron, K., Mora, C., Leutscher, T., & Calarco, M. (2011). 
Effects of positive practices on organizational effectiveness. 
Journal of Applied Behavioural Science, 47, 266-308.

Campion, M. A., Medsker, G. J., & Higgs, A. C. (1993). 
Relations between work group characteristics and effec-
tiveness: Implications for designing effective work 
groups. Personnel Psychology, 46, 823-850.

Carlock, R. (2013, 30 April). Powering a positive family busi-
ness unit. FFI Practitioner. Retrieved from http://us2.
campaignarchive2.com/?u=6e54655561c5442afe746544
0&id=464db0f714&e=e497b36e0f

Carlopio, J., & Andrewartha, G. (2008). Developing manage-
ment skills: A comprehensive guide for leaders (4th ed.). 
Frenchs Forest, New South Wales, Australia: Pearson 
Education.

Caspar, C., Dias, A. K., & Elstrodt, H. (2010). Organizational 
practice: The five attributes of enduring family busi-
nesses. McKinsey Quarterly, 1, 1-10.

Caspersz, D., & Olaru, D. (2014). Developing “emancipatory” 
interest: Learning to create social change. Higher Education 
Research and Development Journal, 33, 226-241.

Caspersz, D., Olaru, D., & Smith, L. (2012). Striving for defi-
nitional clarity: What is service learning? AUCEA e-jour-
nal, 7(1), 1-21.

Caspersz, D., Wu, M., & Skene, J. (2003). Factors influenc-
ing effective performance of university student teams. 
Retrieved from http://www.herdsa.org.au/wp-content/
uploads/conference/2003/PDF/HERDSA52.pdf

Caza, A., & Cameron, K. (2008). Positive organisational 
scholarship: What does it achieve? In C. L. Cooper & S. 
Clegg (Eds.), Handbook of macro-organizational behav-
ior. New York, NY: Sage. Retrieved from http://www 
.iese.edu/en/files/6_40619.pdf

Chrisman, J. J., Chua, J. H., & Sharma, P. (2005). Trends and 
directions in the development of a strategic management 
theory of the family firm. Entrepreneurship Theory and 
Practice, 29, 555-575.

Chua, J. H., Chrisman, J. J., & Bergiel, E. B. (2009). An 
agency theoretic analysis of the professionalized family 
firm. Entrepreneurship Theory and Practice, 33, 355-372.

Coleman, J. S. (1988). Social capital in the creation of human 
capital. American Journal of Sociology, 94(Suppl.), S95-
S120.

Credit Suisse. (2011, October). Emerging market research 
institute (Asian Family Businesses Report). Zurich, 
Switzerland: Author. Retrieved from http://www.efiko 
.org/material/Asian%20Family%20%20Report%20
by%20Credit%20Suisse.pdf

Cretchley, J., Gallois, C., Chenery, H., & Smith, A. (2010). 
Conversations between carers and people with schizophre-
nia: A qualitative analysis using Leximancer. Qualitative 
Health Research, 20, 1611-1628.

Daily, C., & Dollinger, M. (1993). Alternative methodologies 
for identifying family versus non family managed busi-
nesses. Journal of Small Business Management, 31(2), 
79-91.

Davis, J., Allen, M., & Hayes, H. D. (2010, November). Is 
blood thicker than water? A study of stewardship percep-
tions in family business. Entrepreneurship Theory and 
Practice, 1093-1116.

Dutton, J. E., & Glynn, M. (2007). Positive organizational 
scholarship. In C. Cooper & J. Barling (Eds.), Handbook 
of organizational behavior (Vol. 1, pp. 693-712). 
Thousand Oaks, CA: Sage.

Dyer, W. G., Jr. (1986). Cultural change in family firms: 
Anticipating and managing business and family transi-
tions. San Francisco, CA: Jossey-Bass.

Earley, P. C., & Mosakowski, E. (2000). Creating hybrid team 
cultures: An empirical test of transnational team function-
ing. Academy of Management Journal, 43, 26-49.

Ellis, A. P. J., Hollenbeck, J. R., Ilgen, D. R., Porter, C. O. 
L. H., West, B. J., & Moon, H. (2003). Team learning: 
Collectively connecting the dots. Journal of Applied 
Psychology, 88, 821-835.

Fineman, S. (2006). On being positive: Concerns and coun-
terpoints. Academy of Management Review, 31, 270-291.

Forbes Insights. (2012). Global wealth and family ties. A 
worldwide study of how fortunes are founded, managed 
and passed on. New York. NY: Forbes Insights.

Fredrickson, B. L. (2001). The role of positive emotions in 
positive psychology: The broaden-and-build theory of 
positive emotions. American Psychologist, 56, 218-226.

Gersick, K. E., Davis, J. A., McCollom Hampton, M., & 
Lansberg, I. (1997). Generation to generation, life cycles 
of the family business. Boston, MA: Harvard Business 
Press.

Gomez-Meja, L. R., Haynes, K., Nunez-Nickel, M., Jacobsen, 
K., & Moyano-Fuentes, J. (2007). Family-owned firms: 
Risk loving or risk averse? Administration Science 
Quarterly, 52, 106-137.

Granovetter, M. S. (1985). Economic action and social struc-
ture: The problem of embeddedness. American Journal of 
Sociology, 91, 481-510.

Gulati, R. (1995). Does familiarity breed trust? The implica-
tions of repeated ties for contractual choice in alliances. 
Academy of Management Journal, 38, 85-112.

 at UNIV OF LOUISVILLE on March 19, 2015fbr.sagepub.comDownloaded from 

http://www.herdsa.org.au/wp-content/uploads/conference/2003/PDF/HERDSA52.pdf
http://www.iese.edu/en/files/6_40619.pdf
http://www.efiko.org/material/Asian%20Family%20%20Report%20by%20Credit%20Suisse.pdf
http://us2.campaignarchive2.com/?u=6e54655561c5442afe7465440&id=464db0f714&e=e497b36e0f
http://fbr.sagepub.com/


74 Family Business Review 28(1)

Habbershon, T., Williams, M., & MacMillan, I. C. (2003). A 
unified systems perspective of family firm performance. 
Journal of Business Venturing, 18, 451-465.

Hall, A., Melin, L., & Nordqvist, M. (2001). Entrepreneurship as 
radical change in the family business: Exploring the role of 
cultural patterns. Family Business Review, 14, 193-208.

Hitt, M. A., Miller, C. C., & Colella, A. (2006). Organizational 
behavior: A systematic approach. New York, NY: John 
Wiley.

Hoegl, M., & Gemuenden, H. G. (2001). Teamwork quality 
and the success of innovative projects: A theoretical con-
cept and empirical evidence. Organization Science, 12, 
435-449.

Hubler, T. (2009). The “soul” of family business. Family 
Business Review, 22, 254-258.

Isen, A. (2001). An influence of positive affect on decision 
making in complex situations: Theoretical issues with 
practical implications. Journal of Consumer Psychology, 
11, 75-85.

Kirkman, B. L., & Rosen, B. (1999). Beyond self-manage-
ment: Antecedents and consequences of team empower-
ment. Academy of Management Journal, 42, 58-74.

Labaki, R., Michael-Tsabari, N., & Zachary, R. (2010, July). 
Emotional dimensions within the family business: Systems, 
interfaces and development over time. Paper presented at 
the 10th Annual International Family Enterprise Research 
Academy Conference, Lancaster, England.

Lane, S., Astrachan, J., Keyt, A., & McMillan, J. (2006). 
Guidelines for family business boards of directors. Family 
Business Review, 9, 147-167.

Lansberg, I. S. (1983). Managing human resources in 
family firms: The problem of institutional overlap. 
Organizational Dynamics, 12(1), 39-46.

Luthans, F (2002). Positive organizational behavior: 
Developing and managing psychological strengths. 
Academy of Management Executive, 16(1), 57-72.

Luthans, F., Avolio, B., Walumbwa, F., & Li, W. (2005). 
The psychological capital of Chinese workers: Exploring 
the relationship with performance. Management & 
Organization Review, 1, 249-272.

Luthans, F., & Jensen, S. M. (2002). Hope: A new posi-
tive strength for human resource development. Human 
Resource Development Review, 1, 304-322.

Luthans, F., Luthans, K., & Luthans, B. (2004). Positive psy-
chological capital: Going beyond human and social capi-
tal. Business Horizons, 47, 45-50.

Luthans, F., & Youssef, C. M. (2004). Human, social, and now 
positive psychological capital management: Investing 
in people for competitive advantage, Organizational 
Dynamics, 33, 143-160.

Luthans, F., Youssef, C., & Avolio, B. (2007). Psychological 
capital: Developing the human competitive edge. New 
York, NY: Oxford University Press.

Mazzola, P., Marchisio, G., & Astrachan, J. (2008). Strategic 
planning in family business: A powerful developmental 
tool for the next generation. Family Business Review, 21, 
239-258.

Moores, K. (2009). Paradigms and theory building in the 
domain of business families. Family Business Review, 22, 
167-180.

Moran, P. (2005). Structural vs. relational emebeddedness: 
Social capital and managerial performance. Strategic 
Management Journal, 26, 1129-1151.

Morse, J. M. (1991). Strategies for sampling. In J. M. Morse 
(Ed.), Qualitative nursing research: A contemporary dia-
logue (pp. 127-145). Newbury Park, CA: Sage.

Nahapiet, J., & Ghoshal, S. (1998). Social capital, intellectual 
capital, and the organizational advantage. Academy of 
Management Review, 23, 242-266.

Oh, H., Chung, M. H., & Labianca, G. (2004). Group social 
capital and group effectiveness: The role of informal 
socializing ties. Academy of Management Journal, 47, 
860-875.

Olson, P., Zuiker, V., Danes, S., Stafford, K., Heck, R., & 
Duncan, K. (2003). The impact of the family and the busi-
ness on family business sustainability. Journal of Business 
Venturing, 18, 639-666.

Rodan, S., & Galunic, C. (2004). More than network structure: 
How knowledge heterogeneity influences managerial 
performance and innovativeness. Strategic Management 
Journal, 25, 541-562.

Sandelowski, M. (1995). Focus on qualitative methods: 
Sample size in qualitative research. Research in Nursing 
and Health, 18, 179-183.

Schulz, W. S., Lubatkin, M. H., Dino, R. N., & Buchholtz, A. 
K. (2001). Agency relationships in family firms: Theory 
and evidence. Organization Science, 12(2), 99-116.

Seligman, M., & Csikszentmihalyi, M. (2000). Positive psy-
chology. American Psychologist, 55, 5-14.

Sharma, P., Chrisman, J. J., & Chua, J. H. (1997). Strategic 
management of the family business: Past research and 
future challenges. Family Business Review, 10(1), 1-35.

Simons, T. L., & Petersen, R. S. (2000). Task conflict and rela-
tionship conflict in top management teams: The pivotal 
role of intragroup trust. Journal of Applied Psychology, 
85, 102-111.

Smith, A. E., & Humphreys, M. S. (2006). Evaluation of 
unsupervised semantic mapping of natural language 
with Leximancer concept mapping. Behaviour Research 
Methods, 38, 262-279.

Smyrnios, K. X., & Dana, L (2010). The MGI Australian 
Family and Private Business Survey 2010. Melbourne, 
Australia: McKinsey Global Institute.

Sorenson, R. (2000). The contribution of leadership style and 
practices to family and business success. Family Business 
Review, 13, 183-200.

 at UNIV OF LOUISVILLE on March 19, 2015fbr.sagepub.comDownloaded from 

http://fbr.sagepub.com/


Caspersz and Thomas 75

Stockwell, P., Colomb, R. M., Smith, A. E., & Wiles, J. (2009). 
Use of an automatic content analysis tool: A technique 
for both local and global scope. International Journal of 
Human-Computer Studies, 67, 424-436.

van den Berghe, L., & Carchon, S. (2002). Family business 
research: Corporate governance practices in Flemish fam-
ily businesses. Corporate Governance: An International 
Review, 10, 225-245.

Walter, F., & Bruch, H. (2008). The positive group affect spi-
ral: A dynamic model of the emergence of positive affec-
tive similarity in work groups. Journal of Organizational 
Behavior, 29, 239-261.

Wenger, E. (1998). Communities of practice. Learning, 
meaning and identity. Cambridge, England: Cambridge 
University Press.

Wright, T. (2003). Positive organizational behaviour: An idea 
whose time has truly come. Journal of Organizational 
Behaviour, 24, 437-442.

Zahra, S. A. (2003). International expansion of U.S. manu-
facturing family businesses: The effect of ownership and 
involvement. Journal of Business Venturing, 18, 495-512.

Author Biographies

Donella Caspersz is an academic at the University of Western 
Australia Business School. Her research in family business 
focuses on governance but more broadly seeks to understand 
the influence of affect on the behavior of individuals, groups, 
and organizations.

Jill Thomas is a visiting research fellow at the University of 
Adelaide Business School where she is also cofounder of the 
Family Business Education and Research Group. Her family 
business research interests focus on leadership development 
and governance structures and processes. She is currently 
vice-chairman of the Family Firm Institute.

 at UNIV OF LOUISVILLE on March 19, 2015fbr.sagepub.comDownloaded from 

http://fbr.sagepub.com/

