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Abstract 

Many family businesses will have to change owner during the coming years as those born 

in the 1940s will retire. Due to the fact that the younger generations follow their own pro-

fessions and are not always interested in taking over the family business, complications may 

occur for the owner manager. In such cases the owners will have to take another action in 

passing over the company.  

The case of Jonsons Byggnads AB is a clear example of where the previous owner‟s sons 

followed their own passion of profession and were not interested to take over the family 

firm, which had been operating for around 50 years. This resulted in an external sale of the 

corporation to Fadi Babil, who today is the new sole owner of the company. 

This thesis will investigate how Jonsons Byggnads AB´s culture has been influenced by the 

external sale. What factors have changed within the company and why these changes oc-

curred, are further discussed issues.  

A case study approach was chosen to achieve the purpose. Through a qualitative method 

an analysis will be implemented on the empirical data with the use of theoretical frame-

work. The case concerns the corporate culture in Jonson‟s Byggnads AB. The empirical da-

ta was collected through interviews and a survey. 

The results from the interviews and surveys showed that changes in Jonsons Byggnads 

AB‟s organizational culture have occurred. These changes have not harmed the company in 

any specific way although one can notice that the company is more focused on success and 

expansion of the company. 
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Sammanfattning 

 

Många familjeföretag kommer att genomgå ett ägarbyte under de kommande åren då de 

födda på 1940-talet går i pension. På grund av att de yngre generationerna väljer att gå sin 

egen väg och inte alltid är intresserade av att ta över familjeföretaget kan komplikationer 

uppstå för ägarna. I sådana fall kommer ägarna tvingas hitta en annan lösning. 

Fallet Jonsons Byggnads AB är ett tydligt exempel på en sådan situation då ägarens söner 

valde att följa sina egna passioner och var inte intresserade av att ta över familjeföretaget, 

som hade varit i drift i cirka 50 år. Detta resulterade i en extern försäljning av bolaget till 

Fadi Babil, som idag är den nya ägaren av bolaget. Denna uppsats kommer att undersöka 

hur Jonsons Byggnads AB: s kultur har påverkats av en extern försäljningen. Vilka faktorer 

som har förändrats inom företaget samt varför dessa förändringar har skett. 

Författarna valde att utföra en fallstudie för att besvara frågeställningarna och genom en 

kvalitativ metod analyseras den empiriska datan med teorins hjälp. Fallet omfattar företags-

kulturen på Jonsons Byggnads AB vars data samlades in genom intervjuer och enkäter. Re-

sultaten från intervjuerna och enkäten visade oss att det har skett förändringar i Jonsons 

Byggnads AB: s företagskultur. Dessa förändringar har inte skadat bolaget på något särskilt 

sätt, men man kan meddela att företaget är mer inriktat på framgång och expansion än fö-

retagskultur.  
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The topic of the thesis was inspired from the spirit of Gnosjö where many successful fami-

ly businesses are operating. The topic evolved through new findings about family business-

es around Jönköping area and leads us to a special family firm which has experienced an 

external sale. This became a truly interesting case for us and we committed to write about 

the changes within this firm‟s cultural aspects. The experience was at times challenging but 

we really found it to be valuable for us and the firm we collaborated with. 
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1. Introduction 

This section will explain the company case as well as the problem and background of this 

topic. A purpose will be described along with research questions and a limitation part, 

which will provide a complete introduction to the thesis. 

1.1Company background  

The year 1957 was the beginning of Jonsons Byggnads AB when Bertil Jonson founded the 

company. Hence, it is over fifty years old and originally with the tradition to be a local con-

struction firm that delivers top quality performance to their contracts. It operated in Bank-

eryd within the Municipality of Jönköping and had seventy-five employees at that time. Af-

ter Bertil Jonson, his son, Ulf Jonson, took over the company to fulfill the dream of his fa-

ther‟s. The firm focused on smaller construction projects and thus the employees went 

from seventy-five to ten. His brothers Bo and Anders Jonson were also practicing in the 

firm before Ulf officially took over.  

 The big change took place in autumn 2007 when Ulf Jonson retired and the firm was sold 

to a passionate entrepreneur, Fadi Babil. He was an external buyer, which evidently lead to 

cultural changes and also an extended workforce of twenty persons. It was already an es-

tablished firm and Fadi Babil therefore kept the name of the company. Previously, Fadi 

Babil was working at PEAB for ten years, which is a considerably larger construction com-

pany (PEAB, 2011). Hence, he has earned excellent experience for using in his new com-

pany.  

Today, the firm‟s personnel work as a team, developing over time with the new experiences 

they get. They feel strong motivation for continuing to make this company‟s future brighter 

and as could be noticed, the company currently competes for the large construction jobs in 

the area of Jönköping municipality. They are still growing and some of their great custom-

ers are industries in Bankeryd and also the council of Jönköping (Jonsons Byggnads AB, 

2011). There is an interesting contrast of this company before and after the external sale. 

The differences in the backgrounds of the previous owner, Ulf Jonson, and current owner, 

Fadi Babil, contributed to that the corporate culture might have caused this contrast, as cul-

ture is affected by people‟s backgrounds (Schein, 1999). 
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1.2Background 

The intention of this paper is to investigate the impact of external sale on the organization-

al culture within family businesses. Family businesses certainly hope for their business to 

continue running, which is why its culture should be maintained. Furthermore, in Sweden 

there are many people retiring, which may lead to a sale of the whole company, change of 

the company‟s CEO or a change of the company‟s owner and CEO at the same time. Ei-

ther way it will require a new person to lead the company, which makes it interesting to in-

vestigate the cultural aspects that are brought into the company by the new leader, whom 

probably have other norms. This paper will determine how it has been for one certain 

company, Jonsons Byggnads AB. Organizational culture is a large aspect of an organiza-

tion, where it is interpreted differently from one person to another. Some might say that 

organizations have cultures and others that organizations are cultures. Schein (1992: 12) 

says, “Cultures are groups‟ basic norms and assumptions that has been learned through time and has been 

well adapted to”. Therefore it has been formed to a specific culture of that organization, 

which suits well to their everyday working routine and problem solving. 

Culture may be both a product and a process. As a product it represents all the knowledge 

of previous peoples‟ culture. However, as a process it is continuously updated and reintro-

duced by the people of new generations. Culture is developing through all time where val-

ues, beliefs and traditions are constantly recognized or renewed. These values, beliefs and 

traditions are inspired from symbolic forms like myths, stories, rituals or ceremonies. These 

symbolic forms are said to be a benefit for managers in order to have a greater power of in-

fluencing their organizations. Thus, managers will be increasingly prepared the more they 

understand their organization as a whole and as a culture. As a result the organization will 

become more effective when cultural activities and symbolic forms are used by the manag-

er (Bolman & Deal, 2003). 

1.3 Problem 

Family businesses are very common and therefore a very important part of the global 

economy (Chua, Chrisman & Steier, 2003). They are much known for being personal in 

their business management and are hesitant to interact with outsiders such as, advisers or 

external managers (Chua, Chrisman & Sharma, 2003). Hence, it might be problematic to 

employ an external CEO, which in some cases can be necessary if there are no family 

members available to take over the firm. Thus, it would be interesting to investigate in this 

matter to understand how the family business, named Jonsons Byggnads AB, which has 

experienced a similar situation, is affected by such ownership transfers.  

This subject is topical firstly because of the external sale of Jonsons Byggnads AB where 

the previous owner‟s son were not excited about a future within his father‟s company and 
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would rather continue with his current career. Secondly, it is topical due to the changes in 

education mentality and opportunity. In the past there did not exist many opportunities for 

education and the mentality was often to follow the parents‟ profession. In recent years we 

are highly encouraged to study any field we prefer and that has become easier through, for 

instance, distance learning. Thus, the mentality today is quite different and more independ-

ent than how it used to be since more people follow their own goals and dreams rather 

than following their parents lead. According to Gabriel (2007), it will be an increasing chal-

lenge to pass the business on to one‟s children in the future. 

Furthermore, many people in Sweden who was born in the 1940s will retire, which will cre-

ate a great opportunity for a new generation to enter the labor market (Handelskammaren, 

2011).  The considered factor that preferably would be inquired is cultural changes within 

Jonsons Byggnads AB, which might have been affected by the external sale. This factor is 

preferred since it is relevant to address when analyzing our case and help to achieve a 

meaningful result. Thus, the problem means that, since children might not take over their 

parents‟ business there will be an external person with new perspectives and ambitions that 

does. Further, this might affect the corporate culture, which we want to investigate.  

1.4 Purpose 

The purpose with this report is to investigate how and why Jonsons Byggnads AB‟s culture 

may have been influenced by an external sale. 

1.5 Research questions 

 Was the culture of Jonsons Byggnads AB affected by an external sale? 

 If so, what were the changes and why? 

1.6 Limitations 

The focus will be on external sale of Jonsons Byggnads AB where the new owner/CEO is 

external from the family and external from the business. This paper will only investigate in 

how Jonsons Byggnads AB‟s culture was affected by an external sale to Fadi Babil. Thus, 

the connection is between external sale and culture when analyzing. Furthermore, the key 

subject relies on how the previous and current owner have influenced the corporate culture 

in the same company. Other factors may be discussed in order to fully be able to analyze 

the situation of Jonsons Byggnads AB, but the main and interesting factor is organizational 

culture.   
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2. Frame of reference 

This chapter presents a theoretical base in family business, culture and leadership. This is to give the reader 

an understanding of the topics but also to serve as the basis for our investigation and analysis. The first sec-

tion explains basic concepts about family businesses and transfer of ownership, and thereafter the concept of 

leadership is described. 

2.1 Owner-managed business 

The term owner-managed businesses refer to companies where the principal owner also is 

the manager of the firm (NUTEK, 2007).  

Studies performed on 1398 owner-managed companies in Sweden, conducted by research-

ers within CeFEO, the Center for Family Enterprise and Ownership at Jönköping Interna-

tional Business School shows that in 90% of the companies, the owner was also the CEO 

of the company. The focus of the study was on privately owned companies, and although 

the majority of these businesses are owner-managed, the ownership occurs in several forms 

(NUTEK, B2004:6). 

Owner-managed businesses can be divided into three main categories according to 

NUTEK (2007): 

 Single-owned businesses 

 Partner-owned businesses 

 Family-owned businesses (Family businesses) 

Single-owned businesses are defined as firms completely owned by one person, that is, 100 

% owned by a principal owner (NUTEK, 2007).  

Partner-owned enterprises consist of two or more persons that are not related to each oth-

er but who run the business together. 

Family-owned businesses or family businesses are identified as firms owned by two or 

more persons who are related to each other and together operate the company (NUTEK, 

2007). 

The study made by CeFEO shows that 90% of the small and medium-sized companies 

studied could be placed into one of the above categories of companies. According to their 

investigation are 30% of the studied companies single-owned while around 40% are family-

owned and 20% of the businesses are partner-owned (NUTEK, B2004:06). 

According to NUTEK (2007) owner-managed businesses are often steeped by strong val-

ues. This is due to the fact that visible and present owners convey their values within the 
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company. Owner-managed businesses are also characterized by stability in ownership and 

management. Another reason brought forward by NUTEK (2007) to why owner-managed 

businesses develop a strong value-system, is the close relationship that exists between em-

ployees and owners in the company and also that many owner-managed firms are located 

in small cities where there is low staff turnover. 

2.1.1 Definition of family business 

Over the years, numerous attempts have been made to define the term „family business‟, 

but there is no general accepted definition of what the term really means (Fox & Nilakant, 

1996 15:15). Instead of one single definition, the literature is today abounding with a range 

of different definitions to explain the meaning of the term (Chua, Chrisman & Sharma, 

1999). Gandemo (2000) explains that the reason for this is due to that the field within fami-

ly business, as a research area, is relatively young with its start during the 1980s. Further, 

this can be an explanation to why researchers within this field have developed and imple-

mented their own definitions and criteria to distinguish these businesses (Astrachan & 

Shanker, 2003). 

Samuelsson (1999:14) has defined a family business as:”The CEO/owner/chairman perceives the 

business to be a family business and/or more than 50 per cent of the ordinary voting shares are owned by 

members of the largest family group, one family group controls the company, a large part of the management 

team are members of one family group.” 

Brunåker (1996:1) has chosen to describe the family business, by according to him, charac-

teristics similarities. He mentions following points: 

 Family businesses are generally older than other companies. As many as 60% of the 

family businesses, compared with 35% of non-family firms, has been active in more 

than 30 years.  

 Overall growth rate is lower in family businesses. Only 25% reported a growth in 

excess of 20%. 

 Private family businesses are in most cases reluctant to let outsider owner come in.  

 Family businesses‟ main objective is generally to create employment opportunities 

for family members and grow economically and traditionally with each generational 

shift.  

According to Brunåker (1996) are all definitions of family businesses based on one or more 

of the three criteria, namely, family control, family management, and next generation family 

members.  

Riordan and Riordan (1993) have based their definition on control as they define a family 

business as “a business with 20 or fewer employees in which ownership lies within the family and two or 

more family members are employed” (Brunåker, 1996:14).  
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According to Barnes and Hershon (1976) a family business is a business where both man-

agement and ownership control is in the hands of one person or a family (Brunåker, 

1996:14) while Rosenblatt, deMik, Andersson & Johnson (1985) define the firm as “any 

business in which majority ownership or control lies within a single family and in which two or more family 

members are or at some time were directly involved in the business” (Brunåker, 1996:14). Both these 

two definitions are based on family control and family management.  

Donnelley (1964) defines a family business based on the next generation family members as 

follows: “A company is considered a family business when it has been closely identified with at least two 

generations of family and when this link has had a mutual influence on company policy and on the interests 

and the objectives of the family” (Brunåker, 1996:14). 

Astrachan and Shanker (2003, 16:211) define a family business with a three-level dart-board 

shaped model (figure 2.1.1) where the criterion to define the business is classified by the 

degree of family involvement. The three levels range from broad to narrow definitions.  

The broadest definition of a family business according to Astrachan and Shanker (2003) re-

fers to the outer circle of the model. This definition includes the criteria of control of stra-

tegic direction and family participation. Both of these criteria must be reached before a 

firm can be called a family business. In this definition, there is little direct family involve-

ment in the business.  

The next circle, that is, the middle level, includes two more criteria: founder/descendant 

runs the company and intends to remain in the family. With this level, the definition is nar-

rowed down even further and the family involvement in the business has increased (Astra-

han & Shanker, 2003). 

The third level and the narrowest definition of a family business, includes multiple genera-

tions of family members who are working in the company, and where more than one 

member of the owner's family must be provided with managerial responsibility. In this def-

inition, the family is highly involved in the daily operations of the business (Astrachan & 

Shanker, 2003). 

 

 

 

 

 

 
 Figure 2.1.1 The Family Business 

Universe (Astrachan & Shanker, 2003, p.212) 
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The definition of a family business used in this thesis is the one brought forward by Ros-

enblatt et al. (1985) since it was appropriate and suitable for this particular case.  

 

2.1.2 Characteristics of family businesses 

Family businesses can be characterized by a number of strengths and weaknesses. They are 

special both in their nature and with their corporate culture compared to other companies. 

Their goal and strategy is determined by the owner‟s goals for the business where these 

personal goals play a crucial role in its development and also for how the ownership change 

is implemented (Johansson & Falk, 1998). 

In family businesses it is common that owners have double roles and are both the main 

shareholder and manager (Johansson & Falk, 1998). In family businesses, employees and 

family members pursuing the same objectives and few things are more motivated than the 

sense of participation. Furthermore, Gersick, Davis, Hampton and Lansberg (1997) em-

phasize that family businesses represent special strength due to shared history, identity and 

common language within the family. 

Family businesses are usually not very bureaucratic and the business manager can make 

quick decisions and adapt to changing circumstances (Johansson & Falk, 1998). On the 

other hand, this kind of business are often characterized as being introverted, inflexible, 

bounded by traditions and reluctant to changes (Gersick, Davis, Hampton & Lansberg, 

1997). A weakness with family businesses is that they sometimes can stagnate gradually be-

cause the owner becomes older and may lose entrepreneurial capacity (Johansson & Falk, 

1998). 

Furthermore, a family business is characterized for its economic security for the founders 

and subsequent generations, while perceived family businesses make a safer workplace for 

employees (Johansson & Falk, 1998).  

The family and the business can together be viewed as a system where people are defined 

by their relationships with others in the same environment. Family system is primarily emo-

tionally based with an emphasis on kindness, loyalty and consideration for family members, 

while corporate systems are task-oriented were the company‟s focus is mainly on perfor-

mance and results. Thus, it is not uncommon that conflicts arise when these systems over-

lap (Johansson & Falk, 1998).  
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2.1.3 Family business as a three-circle system 

Tagiuri and Davis (1982) elaborated the two-system model of family business in the early 

1980s. From the beginning, the underlying conceptual model held that family businesses 

are made up of two overlapping subsystems, namely, family and the business where each of 

the two circles represent its own norms, value status, membership rules, and organizational 

structure. According to Tagiuri and Davis (1982) a distinction between owners and leaders 

is needed in the business circle. This is because some owners are not taking an active role 

in the activities of the business, while others are managers in the firm but do not control 

any shares. Thus, it can be understood that problems that take place in family business is 

rather due to this distinction than to differences between the family and the business as a 

whole (Tagiuri & Davis, 1982).  

As a result of this, Gersick, Davis, Hampton and Lansberg (1997) developed the three-

circle model (see figure 2.1.3) to easier understand the dynamics of family businesses. The 

model describes the family business as three overlapping but independent subsystems, 

which includes family, business and ownership. Hence, differences between family firms 

can be found on the basis of these three sub-systems, and their interaction with each other. 

Further, the model consists of seven sectors where several combinations arise from the dif-

ferent roles an individual adopts in each sub-system (Sharma, 2003). 

For example, the owner/owners will be somewhere in the top circle, and all family mem-

bers in the bottom left circle, while all employees are placed in the bottom right circle 

(Gersick et al., 1997). Furthermore, an individual with only one connection to the business 

will be placed in one of the outside sectors, number 1, 2 or 3. A shareholder who is neither 

a family member nor an employee fit in sector 2, which is inside the ownership circle. Fam-

ily members who are not owners and not employees can be found in sector 1. Individuals 

with two connections to the business will be in one of the overlapping sectors 4, 5 or 6. An 

owner who is part of the family but not an employee belongs in sector 4, which is inside 

the circles of family and ownership. An owner but non-family member is placed in sector 

5. Finally, family owners who are working in the company are placed in sector 7, which is 

the center for all three circles (Gersick et al., 1997).  According to Gersick et al. (1997) eve-

ry person who is a member of the family business system has only one location in the 

model.   
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Figure 2.1.3 The three-circle model of family business (Gersick et al., 1997, p.6) 
 

2.2 Transfers of ownership 

In all kinds of companies transfers of ownership are key issues for future corporate devel-

opment according to Johansson & Falk (1998). A change of ownership is often crucial to a 

company‟s future and especially in owner-managed businesses can a transfer of ownership 

become a critical factor (NUTEK, 2007). Therefore, it is vital to allow time for decisions 

and solutions to gradually emerge (NUTEK, 2005). It is, for example, the owners of a lim-

ited liability company who appoints the board, and thus indirectly, the business manager. 

By the choice of the board of directors, owners decide frameworks and guidelines for the 

business. According to Johansson and Falk (1998) operations in a family business are often 

dependent on one person‟s actions, and at a sudden death of the owner, it is not unusual 

that the skills needed to manage the business is missing. Further, for the children of future 

generations, it is not easy to unprepared inherit a company when they may have neither 

knowledge nor interest to take over. Therefore, with knowledge, preparation and anticipa-

tion, the prospects of a change of ownership will most likely increase in a way that are per-

ceived positively for all parties involved (NUTEK, 2005). 

2.2.1 Who is affected? 

If the company reflects a great part of the owner‟s identity, the transfer of ownership may 

not only result in economic consequences but also personal and emotional consequences 

may occur. This may affect which solution that is most attractive to the owner. Relation-

ships between individuals are usually strong and often a transfer of ownership affects rela-

tionships with family members and business partners (NUTEK, 2007). 
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Moreover, a change of ownership can set relations to a head, which is stressful, both for 

the people who leave the business and for those remaining. According to Johansson & 

Hult (2002) a selling of a company usually involves a renewal or an update of the company, 

which sometimes becomes necessary for the future survival of the business, but which can 

affect the emotional aspects for the business owner. 

2.2.2  Why the change of ownership? 

There are many factors that could result in a change of ownership. According to Johansson 

and Falk (1998) the reason for the transfers of ownership are often personal, financial or 

personal finance. NUTEK (2007) mentions reached retirement age as the main reason for 

transfers of ownership. Other reasons may be that the owner decides to resign due to dis-

ease, technological development, synergies or because the company may be in need of capi-

tal or fresh management skills (Johansson & Hult, 2002). It is often relatively newly formed 

companies that are sold by purely financial reasons, mainly caused by liquidity problems. 

The overall objective of a change of ownership must be the company‟s survival. Because 

many business owners say: “my business is my life”, it becomes particularly important that the 

ownership change turn out to be successful. Only then can the business manager feel that 

all the sacrifices have been worth it (Johansson & Falk, 1998).  

2.2.3 To whom is the change of ownership? 

Changes in ownership are a very current issue in Sweden by reason of a large numbers of 

people approaching retirement age (NUTEK, B2004:06). The most essential question con-

cerning a change of ownership is who should take over the ownership and leadership of 

the company (Bernhardsson & Danielsson, 2006).  

It is common that many business owners leave their business to their children when they 

have reached a high age or because of illness, this in order to maintain the firm‟s continued 

existence within the family. In this kind of ownership change, many questions occur about 

who is best suited to run the business, who of the children want to take over the company 

and how siblings who not take over should be compensated (Johansson & Hult, 2002). 

Sometimes there are situations when the younger generation is not interested in taking over 

the family business or there is no one in the family who has the skills or aptitude necessary 

to run and lead the business. It can also be so that the proposed successor simply cannot 

afford to take over. It may also be that the entrepreneur has grown tired of being an entre-

preneur, tired of the uncertain prospects and conditions for business. Therefore, he/she 

does not want his/her children to take the financial risks that may follow with the company 

(Johansson & Falk, 1998).  

When the question of who should continue to run the company cannot be resolved within 

the family, the business owner may choose an external sale as the ultimate solution (Bern-
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hardsson & Danielsson, 2006). NUTEK (2007) mentions three main options to who the 

ownership will be shifted. The ownership can be shifted within the family, that is, genera-

tional shift, or the company can be sold to employees or an external part may buy the 

company (see figure 2.2.3).  

 

 

Figure 2.2.3 (NUTEK, 2005, p.10) 

According to Wikholm (see Sten, 2006), the option the owner choose, is largely dependent 

on the reason for selling, the condition of the business as well as the interest among the 

current owners in the company after it is sold. 

2.3 Sale to external buyers 

If transfers of ownership within the family or sales to employees are not to be considered 

as realistic or of other reasons feasible, an external sale of the company may be the ultimate 

solution (Bernhardsson & Danielsson, 2006). An external sale of the company involves a 

number of challenges both for the seller and the buyer (NUTEK, 2005). Further, in most 

cases external sales generate a much higher price compared to the mentioned alternatives 

and the sale is for many business owners their life‟s largest deal. The uncertainty around ex-

ternal sales is usually very high, both when it comes to finding the right buyer and the valu-

ation of the company. Due to this, the business owner impatiently starts thinking about po-

tential owners that can take over the business in the future (Johansson & Falk, 1998). 

There are three main options when considering external sales (NUTEK, 2007). One option 

is that an independent entrepreneur buys the company, another alternative is to sell the 

company to an operating company, and a third solution is a sale to an investment company 

(NUTEK, 2007).  

The company is usually sold to a customer, supplier or competitor. It is important to be 

aware that depending on whom a transfer of ownership is made to, there exist different 

purposes with the company acquisition. For example, a competitor‟s intention to buy the 

company may be in order to access the company‟s products, production capacity, market 

or any specific skills, while the purchase for others might be to realize a lifelong dream 

(NUTEK, 2005). 
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The intentions behind the purchase will most likely result in different consequences for the 

company and also be of great interest to the employees. Therefore, it is important that the 

business owner gets an understanding of each option and the purchaser's intentions as it 

can be painful to see the company change in an undesirable direction, even if the sale went 

well (NUTEK, 2005). 

2.4 Complications with change of ownership 

Common problems that arise in family businesses are that the current owner has not taken 

time to reflect over the problems that may occur if he/she would become sick, die sudden-

ly or retire (Johansson & Falk, 1998). Transfers of ownership may also give rise to very 

strong emotions for the owner where he/she feels that he/she gives up his/her identity in 

a business sale, and that he/she considering himself/herself as having a significant impact 

on the company‟s competitiveness (NUTEK, 2007).  Other obstacles may be that the own-

er thinks that entrepreneurship is interesting and does not want to leave the company or 

there is no potential buyer who wants to take over, which may lead to a concern for em-

ployees‟ future employment (NUTEK, B2004:06). In a family business it can be hard for 

the owner to separate personal and business interests.  

Sten (2006) mentions in his research that a high price is not the most important issue for 

the owner in a business transfer. Instead, he argues that the owner seems to prefer buyers 

who can further develop the business in the same way as he or she would have done it, that 

is, follow in the owner‟s footstep. Further, the present owner seems to want someone who 

thinks in the same way, take good care of the employees, and choose to keep the business 

facilities in the same way (Sten, 2006). Unfortunately, it is not always easy to find a buyer 

who meets these requirements since most of the potential buyers are persons that are not 

well-known to the owner. Moreover, potential buyers can have difficulties in obtaining de-

tailed information about the business, which might further complicate the transfer of own-

ership (Sten, 2006). 

Furthermore, the owner in his/her role as CEO has the key contacts with customers and 

suppliers. A transfer of ownership according to Steir (Sten, 2006) may result in loss of key 

employees as well as important external relationships may die out. The loss of key employ-

ees, but also customers and suppliers in connection with a change of ownership may expe-

rience some uncertainty when a new owner and CEO are taking over the family business. 

Further, a transfer of ownership where an external buyer takes over the business, can give 

rise to complications if the new owner is young and not proven in the role of owner, some-

thing that can contribute to a bad start for the continued development and operation of the 

business (Sten, 2006). 

Johansson and Falk (1998) discuss poor planning and unsuccessful transfers of ownership 

as the most common causes of bankruptcy and company closures within EU. Unsuccessful 

transfers of ownership can result in serious financial problems that affect the company, 
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owners and other stakeholders. Furthermore, it is important to make employees within the 

business aware of the potential problems that may arise when it is time for a change in 

ownership (Johansson & Falk, 1998). Many complications can be avoided or at least re-

duced if the ownership process has been planned in advance (NUTEK, 2005). 

2.5 Leadership 

Leadership in this case study is an important part of the culture and how the owner acts within a family 
firm, which will be explained further in this section.  

Leadership is a term that is often used in research without a clear meaning of what it really 

means (Yukl, 2006). The confusion around the term is compounded when it is often asso-

ciated with other similar terms such as power, authority, control and supervision. Research-

ers who examine leadership usually define the term according to their individual perspec-

tives as well as the aspects of the phenomenon of leadership that interest them most (Yukl, 

2006).  

Kefela emphasize the importance of leadership in order to codifying and retaining the or-

ganization‟s purpose, values, and vision. Kefela (2010) further argues that leaders must lead 

by example by living the cultural factors, that is, values, behaviors, measures, and actions 

that the organization requires. 

Yukl (2006:8) defines leadership as “the process of influencing others to understand and agree about 

what needs to be done and how to do it, and the process of facilitating individual and collective efforts to ac-

complish shared objectives.”  

Johnson, Scholes and Whittington (2009:276) have developed a similar definition, where 

they define leadership as “the process of influencing an organization (or group within an organization) 

in its efforts towards achieving an aim or goal.” With this definition they note that a leader not 

necessarily is someone at the top, but rather someone with a position that may influence 

the organization.   

Kefela (2010:1) describes leadership as “a process where a person in an organization influences others 

in order to accomplish an objective while he/she directs the organization in such a way that makes it more 

cohesive and coherent.” Leaders in the organization implement this process by applying their 

leadership attributes, that is, values, beliefs, ethics, knowledge, and skills. 
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2.6 Culture 

This section will examine the concept of culture, first briefly and then move deeper into the subject with re-

gard to the company and its organization. The section also deals with culture in relation to transfers of own-

ership and culture in relation to leadership. 

Culture has been discussed by various researchers from many different perspectives. De-

spite all literature on culture, the term has no fixed or generally accepted meaning (Ryu, 

2008). “Culture is as significant and complex as it is difficult to understand and „use‟ in a thoughtful way” 

(Alvesson, 2002:1). The concept of culture has been defined in numerous ways by e.g. 

Schein (1999); Alvesson (2002); Hofstede (1991) and Deal and Kennedy (1982). Most re-

searchers would probably agree with Alvesson (2002:6) that culture is “a shared and learned 

world of experience, meanings, values, and understandings which inform people and which are expressed, re-

produced, and communicated in partly symbolic form.”  

Hofstede (1991) describes culture as a collective phenomenon since it is in a certain extent 

shared with people who live or have lived within the same social environment. Further, 

Hofstede (1991:5) draws an analogy with a computer when he describes culture as “the col-

lective programming of the mind which distinguishes the members of one group or category of people from an-

other.” According to Hofstede (1991) culture is learned and not inherited and it derives 

from a person‟s social environment. Deal and Kennedy (1982), on the other hand, describe 

culture as the way things are done within an organization and referring both to the formal 

and informal ways of getting things done. 

Schein‟s (1999) description of the three levels of culture is perhaps the most frequent defi-

nition that is used in organizational studies. Further, Schein (1999) argues that culture is a 

property of a group that begins to form whenever a group has enough common experi-

ence. Moreover, culture can be found at the level of small teams, families, and workgroups 

as well as at the level of departments, functional groups, and in other organizational units 

that have a common work-related core and common experience (Schein, 1999). Culture ex-

ists at the level of the whole organization if there is enough shared history. It can also be 

found at the level of regions and nations due to common language, ethnic background, re-

ligion, and common experience (Schein, 1999). 

2.6.1 Organizational culture 

Research within the field organizational culture got its real start in the early 1980s. Before 

that there were very few articles and literature explaining the concept compared with today 

(Alvesson, 2002).  

At the beginning of the subject‟s growth there was great interest in how a strong organiza-

tional culture could generate success for the company and deliberately singling out the fac-
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tors that would lead to favorable conditions. The concept was used as a strategic tool to 

improve business performance. The basis for this view according to Alvesson (2002) is re-

ferred to the Japanese companies and how successful they were because of their business 

culture compared with those in the West in the industry during the 1970s.  

As a reaction to the success of thinking and the economic focus, studies arose that focused 

on how organizational culture affect the relations between the employees and how the em-

ployees identifies themselves with the culture. The studies also dealt with how the organiza-

tional culture through knowledge of culture could contribute to better understanding and 

fellowship (Alvesson, 2002).  

The term organizational culture had a more social-psychological angulation when it had the 

opportunity to reflect people‟s norms, values and basic assumptions and how they interact 

in a group (Schein, 2004). The model of three levels of culture (see figure. 3.6.2) that Schein 

developed became the basis for how different cultures could be described and the theory 

became an inspiration for many other researchers within this field.  

Schein (2004:17) defines organizational culture as:  

“A pattern of shared basic assumptions that the group learned as it solved its problems of external adapta-

tion and internal integration, that has worked well enough to be considered valid, and, therefore, to be 

taught to new members as the correct way you perceive, think, and feel in relation to those problems.” 

These shared values, attitudes and beliefs create common patterns for solving specific 

problems, which become social norms and are adopted by the group (Trompenaars, 1997). 

According to Hofstede (1991), this will help to describe and strengthen the cultural identity 

of the population. The organizational culture contributes to key characteristics of the com-

pany, that is, identifies its rites and rituals as well as how the company operates (Schein, 

1999). 

Most definitions of organizational culture are, according to Hall, Melin and Nordqvist 

(2001) based on a consensus view. That is, a culture consists of values, norms, beliefs and 

traditions, shared by the members of the organization. 

According to Kefela (2010) organizational culture can be viewed as a system of shared be-

liefs that members of the organization share, and which determines how they will act when 

they are confronted with decision making responsibilities. Furthermore, in every organiza-

tion, there exist systems or patterns of values that are constantly evolving. These shared 

values will affect how the employees will deal with problems and concerns that arise inside 

and outside the organization. This statement is very suitable to our study of Jonsons Bygg-

nads AB. 

Kefela (2010) further states that each person has different backgrounds and lifestyles, but 

in an organizational culture, everyone perceives the culture in the same way. In other 

words, organizational culture shapes the way people work and interact and it strongly influ-
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ences how things evolve. Further, it comprises the organization‟s goals and norms (Kefela, 

2010). 

There are two main approaches to research on organizational culture in which different re-

searchers disagree. Some researchers claim that organizational culture is something an or-

ganization has while other claims that it is something that the organization is. Further, this 

contributes to the many different viewpoints that the concept has and that there is no real 

answer to the questions of how and what organizational culture really is (Jacobsen & 

Thorsvik, 2002). 

Organizational culture is, according to Kefela (2010), something in which managers invest, 

because the norms and values of the organization are formed through actions and team 

learning rather than through speeches. Alvesson (2002) argues that whether companies are 

successful or not depends on the culture they create, which means that the culture within 

an organization is an important contribution to a successful organization. Furthermore, or-

ganizational culture is vital in the achievement of an organization's mission and strategies, 

as well as the improvement of the organization's effectiveness (Adeyoyin, 2006). Culture is 

especially important when attempting to manage wide organizational changes (Alvesson, 

2002). Kefela (2010) argues that organizational changes must not only include changes in 

structures and processes, but also in the corporate culture. 

According to Gagliardi (1986) there are many problems arising when trying to change the 

culture within a company. This, according to Gagliardi (1986) is because culture can be 

viewed in different ways. One understanding of culture is to see culture as a vague and not 

so easy to spot phenomenon that is nearly impossible to change. Further, at a deeper level 

people feel connected to each other and to the same group. This connection becomes 

stronger as the values and rituals coherent to the group become more rooted. Changing a 

culture within a company will take much effort from the organization in order to force em-

ployees to use new rituals and believe in new values (Gagliardi, 1986). However, due to the 

fact that organizations evolve, the culture within it does so too. Gagliardi (1986) argues that 

the reason for this is because the culture in the organization is related to charismatic leaders 

that bring in new and different values with them into the organization.  

The standpoint in this thesis is that organizational culture is something that an organization 

has rather than something that the organization is. This is due to that it is compatible with 

Jonsons Byggnads AB‟s corporate culture.  
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2.6.2 The three levels of culture 

Schein (1999:15) argues that organizational culture is not only defined as “the way we do things 

around here,” and “the rites and rituals of our company,” but that culture exists in different levels. 

Further, he argues that culture needs to be analyzed according to these levels before it can 

be understood by people, this by stating that the biggest risk in working with culture is to 

simplify it and therefore fail to notice several basic aspects that matter. Due to this, Schein 

has developed a model for easy identification of a culture within an organization, where he 

divides the company into three levels (see figure 2.6.2). The concept of levels described in 

this case means the degree of visible culture for those people who observe it.  

The three levels in Schein‟s model are known as artifacts, espoused values and basic under-

lying assumptions. They refer to the layers of corporate culture that range from the superfi-

cial elements of culture, which is for example, how people dress, act or speak to each other, 

to the basic oblivious elements of culture, that are fundamental assumptions people take 

for granted. In between these layers are a number of values, rules and norms that govern 

the behavior of employees (Schein, 1999).  

The first level, the artifacts, is the easiest level to observe when you go into an organization, 

that is, parts of the culture that a person can see, hear, and feel. In other words, at this level 

of artifacts, culture is expressed very clear through physical environment, language in 

speech and writing, style, technology and products, dress code, behavior, way of expressing 

emotions, significant rituals and ceremonies, among others, and has immediate emotional 

impact (Schein, 1999). Schein believes that the most important thing with this level of cul-

ture is that it is easy to see and understand different aspects of culture. An outsider can rel-

atively easily see these artifacts, but might not be able to understand fully why they have 

been established.  

For example, when entering an organization, you do not really understand why the mem-

bers of the organization behave in the way they do and why each organization is construct-

ed in a certain way. By just observing, it is difficult to really interpret what is going on. To 

understand this, outsiders can look at the next level, which is the espoused value in the cul-

ture (Schein, 1999). 

The second level, that is, the level of culture that describes how people should handle tasks, 

complications and problems and is referred to espoused values. Everything about group 

learning is based initially on an individual‟s values and beliefs on how things work. In a new 

team that encounters a problem, the way to solve the problem reflects a person‟s assump-

tions about what is right and wrong as well as what works and does not. People, who suc-

ceed with these assumptions and may cause a group to solve a problem in a particular way, 

will later be pronounced as a leader. However, before the group has a common under-

standing how to handle complications and problems, whatever is proposed will only be 

perceived as what the leader wants the employees to do. It is first when the group has taken 
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some joint action and together observed the outcome of that action that they then can cre-

ate an impression of how the group as a whole will stand to the solution (Schein, 2004).  

The third level, basic underlying assumptions, reflects the shared values within the specific 

culture. Only the values that can be tested empirically and works continuously to manage 

the group‟s problems will be lasting solutions and this are known as the basic assumptions, 

that is, solutions that people take for granted (Schein, 1999). Otherwise stated, the core of 

culture is these learned values, beliefs, and assumptions that people share and take for 

granted, which results from a jointly learned process.  

In summary, if what leaders put forward works, and continues to work, then, what first 

were only leader‟s values, assumptions, and beliefs, gradually come to be shared and taken 

for granted when new members in the organization realize that the assumptions is success-

ful for the organization (Schein, 2004). Hence, the corporate culture of an organization is 

the outcome of the three levels mentioned above. 

 

Visible organizational structures and processes (hard to decipher) 

 

 

Strategies, goals, philosophies (espoused justifications) 

 

 

Unconscious, taken-for-granted beliefs, perceptions, thoughts, and 

feelings (ultimate source of values and action) 

 

Figure 2.6.2 Levels of culture (Schein, 1999, p.16) 

2.6.3 Transfer of ownership related to culture 

According to Johansson and Falk (1998) family businesses are viewed as special with their 

corporate culture in comparison to other companies. When a change of ownership takes 

place, it usually means a transfer of culture too. Companies frequently develop a strong set 

of values that underlies their thoughts and actions and where the system becomes the core 

for their corporate culture. A company‟s culture, that is, for example history, traditions and 

core values, which usually are strongly connected to the entrepreneur as a person, is essen-

tial to the company‟s competitiveness. Therefore, it is sometimes important for the busi-
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ness‟ future that the corporate culture remains in the business when the owner leaves the 

company (NUTEK, 2007). As a new owner enters a company, its work structure should 

change and adapt to the new owners goals and objectives of the Company (Bolman & 

Deal, 2003). 

Owner-managed businesses are those that are mainly affected by a transfer of ownership as 

they are strongly influenced and dependent on their owners and that have a corporate cul-

ture build upon values stemming from the previous owner and his/her leadership. If the 

next owner would violate these values, it can create significant resistance within the busi-

ness, as the culture often affects the employees‟ thoughts and actions, even long after the 

previous owner has left the company (NUTEK, 2007). 

2.6.4 Leadership related to culture 

Schein (2004) describes culture and leadership as two sides of the same coin; this because 

neither culture nor leadership can be understood by itself. He further states that most im-

portant task for the leader in the organization is to create and manage the “right kind of cul-

ture” within the organization, meaning that culture within organizations has to do with cer-

tain values that leaders are trying to inculcate in their organizations (Schein, 2004:7).  

Schein (2004) also states in this assumption that cultures can be divided into better or 

worse culture as well as stronger or weaker cultures, and that the “right kind of culture” will 

influence the effectiveness of the organization. Hofstede and Hofstede (2005) emphasize 

the importance that the culture within the organization is in line with the company‟s pur-

pose, values, and vision. Hence, the leader must set the example by living the elements of 

culture (Kefela, 2010). Thus, the risk is otherwise that the corporate culture restricts its 

ability to reach their goals. 

Moreover, it is the leader of the organization that first has to spread his/her assumptions 

and values to the members of the group or company, and the members must take the new 

culture to themselves (Schein, 2004). In other words, the leader must influence the employ-

ees to accomplish different task within the company and the culture will only be valid as 

long as the members sees it as the only right way of how to perceive it (Kefela, 2010). Oth-

erwise, it is a high risk that the group is working after the leader‟s directives without know-

ing why and therefore do not care about the leader‟s values (Schein, 2004). Furthermore, if 

organizations succeed or fail depend not only how well employees are led by the leaders, 

but also how well they follow. Therefore it is vital that the members accept and share these 

values (Jacobsen & Thorsvik, 2002).  

The leader‟s influence on the corporate culture varies depending on the stage that the busi-

ness is in. The younger the company, the more influence has the leader in the organization. 

In order for the group to take part of the culture that the leader advocates and continue to 

work after it, they must, according to Schein (2004) completed their assigned tasks in the 
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way the leader advocated. When this has happened, when the culture and values are shared 

by all employees, their beliefs, that is, the assumptions or convictions that they hold to be 

true regarding culture and leadership, will increase. At the same time, cultural values as that 

taken for granted and the group will share the same base for the pattern that later will iden-

tify the specific culture. The identity of the group will automatically bring the group‟s 

shared values forward to the new employees that later on will enter the company, and as a 

result, all employees working together towards a common goal (Schein, 2004).   

If the culture that the leader advocated did not help the group to achieve their assigned 

goals, the employees will look for leadership from someone else in the company until the 

values bring the group forward (Schein, 2004).  

 

2.6.5 Culture in family firms 

The culture in family firms, that is, the special atmosphere and feeling that exists within the 

business, is according to Johansson and Falk (1998), the most dominant trait for family 

firms. Dyer (1988) and Gallo (1995) argue that the culture in the family firm differs from 

the culture in a non-family firm. This according to Zahra, Hayton and Salvato (2004) is be-

cause the culture in family firms develops over time. Further, the culture in the firm reflects 

the dynamic interaction among the owner‟s values, the organization‟s history and accom-

plishment as well as the competitive conditions of the firm‟s industry, and national culture. 

According to Hall, Melin and Nordqvist (2001) a dominant culture in a family firm is an 

outcome of beliefs, values, and goals that is rooted in the family and its history but also in 

present social relationships. When these beliefs and values are transmitted over generations, 

cultural patterns are shaped both in the family and the firm.  

The culture in the family firm is also related to the ethnic heritage of the family who owns 

and runs the business (Zahra et al., 2004). Moreover, the culture of family firms‟ is there-

fore difficult for rivals to imitate due to the family‟s origins and their embeddedness in 

family history and dynamics (Gersick et al., 1997).  

Dyer (1988) brings forward the argument that the culture in the family firm has a signifi-

cant impact on the business success beyond the first generation. Because few family firms 

are able to survive the first generation if it does not have an organizational culture that is 

strong enough. Gersick et al. (1997:149) state “The family is perhaps the most reliable of all social 

structures for transmitting cultural values and practices across generations.” This is due to the fact that 

cultures of family businesses are quite reluctant to changes (Gersick et al., 1997; Schein, 

1999). Therefore, this may be a reason for why there are not many family firms who sur-

vive a transfer of the business.  

According to Hall, Melin and Nordqvist (2001) the dominance of the founder together 

with family members‟ intention to stay long in leading positions, are important explanations 
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for the strength of family business cultures. Moreover, Bolman and Deal (2003) mentions 

that clear and well understood roles and relationships are core components of a company 

in order for it to perform well. 
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2.7 The cultural web 

In this section, the theoretical model „the cultural web‟ that is used as a base for the empirical findings and 

analysis will be described. 

Johnson and Scholes (2008) developed „the cultural web‟, a cultural model shaped as a 

flower (see figure 2.6). This model is a useful tool both when explaining the concept of cul-

ture and to diagnosing an organization‟s culture (Johnson, Scholes & Whittington, 2008). 

When using the cultural web, the bigger picture of the culture can be exposed, that is, what 

works or not and what needs to be changed (Seel, 2000).    

The cultural web consists of the paradigm, which is the center of the model or the flower, 

and six interrelated factors or „petals‟ that help to make up the paradigm, that is, the pattern 

or model of the work environment in the organization (Seel, 2000). In other words, Capra 

has defined a paradigm as follows: “A paradigm is a constellation of concepts, values, perceptions and 

practices shared by a community, which forms a particular vision of reality that is the basis of the way a 

community organizes itself” (Mentioned in: Seel, 2000:3). 

The „petals‟ in the model shows the behavioral, physical and symbolic manifestations of a 

culture, which is stories, symbols, power structures, organizational structures, control sys-

tems, and rituals and routines (Johnson et al., 2008). These interrelated factors results from 

the influence of the paradigm that holds the deeper level of basic assumptions and beliefs 

that are shared by members of an organization who work unconsciously in a taken for 

granted environment (Johnson, 1992). In other words, the paradigm constitutes the organi-

zations‟ mission and values. 

 

 

 

 

 

 

 

 

 

Figure 2.7 The cultural web of an organization (Johnson et al., 2008, p.198)  
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According to Johnson et al. (2008) rituals are described as the activities or events in an or-

ganization that highlight or strengthen the things that is especially significant in the culture. 

Examples of rituals include training programs, promotion and assessment procedures as 

well as informal activities such as drinks in the pub after work. Routines are known as the 

daily behaviors and actions or simply as “the way we do things around here” (Johnson et al., 

2008:198). Routines may have a long history and can therefore be difficult to change. 

Stories are the past events told by members of the organization to each other, to outsiders 

as well as to new recruits in the organization. Stories typically deal with success, disasters, 

heroes, villains or mavericks (Johnson et al., 2008). The stories told can be ways of letting 

people know about things that are important in the organization because what the organi-

zation chooses to immortalize may say a lot about its values. 

Symbols are known as the visual short-hand representation of the organization, which in-

cludes for example offices and office layout, logos, uniforms, cars and titles. Even though 

symbols are shown separately in the model, there are other elements presented in the cul-

tural web. These elements are symbolic and not only functional, such as routines, control 

systems, reward systems and structures (Johnson et al., 2008).  

Power structures are associated with the most powerful groupings within an organization, 

which may involve senior managers, councilors, individuals, but also a department. These 

people have the greatest amount of influence on decisions, operations and strategic direc-

tion, which are closely linked to the organization‟s core assumptions and beliefs (Johnson 

et al., 2008).      

Organizational structures include the unspoken power and influence that point out whose 

contribution is valued, important roles and relationships, as well the structure defined by 

the organization chart (Johnson et al., 2008).   

The control systems is simply the way the organization is controlled, which includes meas-

urement and reward systems that emphasize what is important to observe in the organiza-

tion (Johnson et al., 2008).  
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3. Method 

 

This section will explain how to investigate the problem, how the data collection was done and how the in-

terviews were prepared. The purpose of this chapter is to make the readers understand how every step of the 

process was completed and why it was executed in that particular way.  

3.1 Case study approach 

Authors of this thesis have chosen to do a qualitative research method named case study. A 

case study is a study of a person, a small group or a single situation .It involves extensive 

research; including documented facts of a particular situation, reactions, and effects of cer-

tain stimuli and research that follow the study (Williamson, 2002).  

Some of the cons with a case study are that it is time consuming, it is hard to draw defined 

cause-effect conclusions and it is hard to generalize from a single case. Despite these draw-

backs, there are as well advantages of doing a case study. Some of these are that it provide a 

more in-depth knowledge of what is about to be studied, it is a good method to challenge 

theoretical assumptions and it is a good opportunity for innovation.  

For this thesis we consider this method to be appropriate to our subject and that it will give 

more flexibility in our data collection.  

3.2 Data collection 

When gathering information for your thesis, one can either use primary or secondary data.   

When using primary data the facts are taken directly from the basic sources, while second-

ary data is when one uses information from studies that has previously been done (Guffey, 

2009)  

In this study both secondary and primary data has been used. The secondary data has con-

sidered data gathered from Jonkoping university library. The frame of reference of this 

study was found through databases, relevant articles, internet and books.  

Our primary data consists of empirical data that has been gathered through interviews and 

a survey.  
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3.3 Interviews 

The interview questions were formed firstly through our own perceptions of what would 

be appropriate and useful and then we followed up with using the cultural web model to 

have more in depth results.  

The two respondents of the interviews are the current and previous CEOs of the compa-

ny Jonsons Byggnads AB. The interview is conducted by the authors and both of the inter-

views are held in Swedish.  

The first step was to contact the current owner, Fadi Babil, through a phone call, where we 

introduced ourselves and the purpose of our research. Thereafter, we asked for a meeting 

and decided to meet at the respondents working place to conduct the interview. 

Before the interview was held an email was sent out to the CEO were the authors asked for 

his permission to use a voice recorder and if it was possible to hand out questionnaires 

to the employees. An attached document with the interview questions was also sent to the 

CEO in order for him to prepare for the interview. 

He replied to our email quickly and said that we had his permission to use a voice record-

er and hand out surveys. 

The interview took place on April 5th at Jonsons Byggnads AB in Bankeryd. During the in-

terview questions were discussed and a voice recorder was used, for an easier follow up of 

the interview discussion. The interview was successfully completed within one hour and 

with direct answers from Fadi Babil. 

The previous owner, Ulf Jonson, was contacted through a phone call where we asked for 

his help to answer some interview questions, which we emailed to him. He was glad to help 

and sent a reply to the interview questions through an email, approximately one week after.  

3.4Survey 

The survey questions were formed through our own perceptions of what would be appro-

priate and useful when analyzing the case study.  

Mail surveys will go into a variety of issues regarding culture and external sale. The ques-

tions were formulated through aiming at receiving helpful answers to easily interpret the 

analysis. The questionnaire was sent to twenty employees at Jonsons Byggnads AB on April 

5th, when we had the meeting with Fadi Babil. He promised to distribute them to his em-

ployees and the answers were collected approximately one week later. There were only six 
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responses gathered out of twenty, since they unfortunately were uncomfortable with the 

questions. 

3.5Cultural Web  

The cultural web of an organization is a model developed by Johnson and Scholes (2008). 

The model is a useful tool when explaining the concept of culture and diagnosing organiza-

tions‟ culture (Johnson, Scholes & Whittingtion, 2008). The cultural web will be a model 

used when analyzing the culture within Jonsons Byggnads AB. This will be done through 

implementing the cultural web on the situation of Jonsons Byggnads AB both before and 

after the sale. Hence, this will be helpful in order to notice important differences in the cul-

ture. The model is thoroughly described in the frame of reference.  

 

3.6Generalizability 

Generalizability has been defined by Saunders et al. (2007:598) as “the extent to which the find-

ings of a research study are applicable to other settings.” According to Saunders et al. (2007) can 

generalizability also be called external validity, which refers to whether the result can be ap-

plicable to the place and other places than where the research were held. In order to obtain 

a generalizable result, reports must hold high reliability and validity. Therefore, one has to 

carefully review how the research and the survey are carried out as well as what questions 

the research consist of, place, time etc. (Sanders et al., 2007).  

Generalizability of this study is difficult to determine. Because due to the fact that a criti-

cism of case studies exist because of the doubts about making generalizations from the 

conclusions of a single case.  

This study is mainly interesting for people who will become a new owner of an existing 

family business. Further, employees and other shareholders within this field might find this 

to be an interesting study  
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4. Empirical findings – Case of Jonsons Byggnads AB 

 

This chapter presents a story of the situation within Jonson's Byggnads AB. The 

case study is based on the information that was received through interviews and surveys. 

This case illustrates a change of ownership, since the previous owner retired and the entire company was sold. 

The respondents of the interviews and survey are the former owner, Ulf Jonson, the current owner, Fadi Ba-

bil and the employees. 

4.1 Jonsons Byggnads AB before the sale 

According to the three-circle model (see figure 4.1), Ulf Jonson, who was the majority 

owner of Jonsons Byggnads AB before the external sale, is placed in sector 7 in 

the model, that is, in the center and inside all three circles of family, business and 

ownership. His brother is also placed in the 7th sector. This is due to the fact that 

he shared the ownership with Ulf, even if he only was minority owner of the 

company and did not have as much influence over the business that Ulf had. His 

brother was also employed in the company as a concrete worker and tiler, and 

therefore, he also belongs inside the business circle. Ulf Jonson‟s wife also held a 

position in the company as she was in charge of certain financial issues and she is 

therefore placed in sector 6, which is inside the family circle and the business 

circle. The rest of the employees, who only had one connection to the firm, that 

is, who neither were family members nor owners are placed in sector 3, which is 

inside the business circle.  
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Figure 4.1 The three-circle model of family business (Gersick et al., 1997, p.6) 

 

4.2 External sale situation 

Ulf Jonson reached the age of retirement.  His children had jobs they were satisfied with 

and were not interested to take over the company. That was when Fadi Babil came into the 

picture and became the new sole owner of the company.  

When Fadi decided to end his employment at PEAB he searched for companies that were 

for sale, either in whole or in part. According to him, Jonson's construction was a natural 

choice after he had done some research on the company's history and status. 

Babil took over Jonsons Byggnads AB in year 2007 instead of starting a new business, as he 

saw an opportunity to maintain the established name of Jonsons Byggnads AB and use his 

experience from PEAB to operate a successful firm. One benefit with this, according to 

Babil, is that he does not have to go through the difficulties in establishing a new name. 

Since, an established name does not need new marketing efforts to make it known to the 

public. 

4.3 Jonsons Byggnads AB after the sale  

After the sale, Jonsons Byggnads AB went from being a two-generation family business to 

a single-owned firm where Fadi Babil became the new sole owner and CEO of the compa-

ny. Due to this, the three-circle model is no longer appropriate to apply on Jonsons Bygg-

nads AB as the company no longer is owned or runs by a family. For this reason, a two-

circle model (see figure 4.3) has been developed and adapted from Gersick et al. original 

three-circle model, in order to be applied on Jonsons Byggnads AB. In this new model, the 

family circle has been excluded and the model now only includes the two circles of owner-

ship and business. 

In the current situation, according to the two-circle model, Fadi Babil, the new owner and 

manager of Jonsons Byggnads AB, belongs in the overlapping sector 3, which is inside 

both of the two circles of ownership and business. All employees working in the company 

belong in sector 2, which is inside the business circle. Since Fadi Babil is the only owner of 

the company, no one in the business holds a position in sector 1, the ownership circle.   
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Figure 4.3a Own model, adapted from Gersick et al.1997 

 

 

 

 

FadiBabil  

 

Figure 4.3b: Own model, adapted from (NUTEK, 2005, p.10). Show what Fadi Babil is 
positioned as, in the model 3.2.3, being a buyer of Jonsons Byggnads AB. 

 

4.4 Consequences of the external sale 

Since the ownership change four years ago, Jonsons Byggnads AB has expanded consider-

ably through the recession period. Variations in the number of employees have been occur-

ring throughout the years. Before the ownership change, the total workforce was around 

ten employees, but today the firm has twenty employees and the turnover has increased 

significantly (Sääf, Hamretz, 2009).  

As the situation of the external sale was new for Babil it required some time to identify 

with the company and as well with his role.  When he felt secure in his position as leader he 

came to recognize that the company needed some changes. “When I took over the company 

there were a couple of things that according to me were unacceptable and I had to put an end to it”, Fadi 

says in an interview. 
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Even though the company has gained a new revival the previous culture is still persistent 

for the employees that worked there before the transfer, according to the survey done with 

the employees.   

4.5 Lessons  

Ulf has experienced how it is to run a family business while Fadi has experienced 

how it is to take over a family business. Two issues discussed were what advice they would 

give to people in the same position as them and what lessons they have learned.   

 

- “Consider at least two times. There's much work and you are never free, at least not in the thoughts” 

the previous owner Ulf Jonson (2011) said in the interview.  

 

- In the interview Fadi Babil (2011) said, “Make sure you are adequately prepared for what's to 

come”. According to him it is important to be committed with passion before accepting 

an owner position. 
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4.6 The cultural web - Jonson‟s Byggnads AB before the 

external sale 

Firstly, the Cultural web considers the organizational culture before and after the external 

sale. Secondly, we will identify differences between these two and analyze possible cultural 

changes. 

4.6.1 Symbols 

Jonsons Byggnads AB advertised their company through putting up large signs with their 

logo on where there is an ongoing project carried out by them. They also 

had working cars that symbolizes the company. Jonsons Byggnads AB were at this time a 

male dominated company, the employees wear working clothes. Everyone working at the 

company had their specific role and clear job title, according to the interview (2011). 

4.6.2  Stories 

 The employees at Jonson‟s Byggnads AB were employed for at least fifteen years when Ulf 

was the owner. This made it easier for both the owner and the customers to build up con-

nection and commitment with the employees. What Ulf Jonson wanted his customers to 

expect from him was that he would never leave his customers unsatisfied.  This means that 

the customer service was an important factor to maintain.  

4.6.3 Rituals and routines 

For Ulf it was very important to train his employees in order to gain more knowledge. He 

had developed training systems for all the employees at the company. Meetings were 

planned when the owner felt it was necessary to do so. On these meeting they discussed 

various projects and discussed in what stage they were temporarily and economically. In 

these meeting it was also vital to discuss possible projects and topical issues of the compa-

ny. The owner said that it was important to have activities with the employees at the com-

pany, such as Kickoffs or Christmas dinners.  

 

4.6.4 Control systems 

Ulf Jonson saw quality as one of the most important factors in his company. According to 

him good quality will provide satisfied customers, and with satisfied customers one will 

have a healthy company. “It is important to reward the employees with praise for a well done work” 
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Ulf said in the interview (2011), this way the employees will be more motivated for the job 

preformed and there will be a pleasant environment in the company.     

4.6.5 Organizational structure 

As in many other construction companies Jonsons Byggnads AB also had a flat structure. 

This means employees were divided within their own professions, such as: crafts-

man, carpenter, receptionist, cleaning staff, clerk and project manager.  

Since it was a company with only 10 employees the relationship was more informal. The 

employees working at the company had been employed at Jonson‟s Byggnads AB for a 

long period and had the time to develop a close relationship with one another.  

4.6.6 Power structure 

Ulf Jonson, as mentioned previously, was the one taking over the company after his father.  

His brother also owned a part of the company but Ulf had the majority of the power.  

The previous owner Ulf Jonson believes that it is important that all employees are involved 

in the process. He points out that if employees get a chance to give their views, they 

will enjoy working in the company and as well be willing to work for a longer time in the 

company. 

4.6.7 Paradigm  

Jonsons Byggnads AB‟s vision was to be “a small construction company with high quality operated 

in the municipality.” All interrelated factors in the cultural web, that is, stories, symbols, pow-

er structures, organizational structure, control systems, and rituals and routines have con-

tributed to this vision that Ulf and his construction company strived for. In other words, 

the paradigm is a result of the outcome of the factors previously mentioned.   

Ulf Jonson wanted the family business of ten employees to continue to be a small and fa-

miliar company mainly oriented on smaller projects situated in Bankeryd and therefore he 

did not emphasize on expanding the business. Ulf noticed that high quality and good cus-

tomer relations as two of the most important factors in the company and his ambition was 

to never leave his customers displeased. For that reason, with good and high quality and 

satisfied customers, Jonsons Byggnads AB‟s vision could be realized.  

Although Jonsons Byggnads AB only had ten employees in total, Ulf Jonson was pleased 

with that amount of people working in the company and with the smaller projects in the 

area. Many of the employees had been employed in the company for a long period of at 

least fifteen years. Because of the small number of employees, the relationship among them 

was more informal as they have had fifteen years to develop a deeper and closer relation-
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ship with each other. Furthermore, Ulf Jonson emphasized the importance to have activi-

ties, such as kickoffs and Christmas dinners within the company.  

Jonsons Byggnads AB had a flat organizational structure where the decision making pro-

cess involved the employees point of views and opinions. Due to this kind of structure 

within the company, the employees and owner manager interacted on regular basis, which 

contributed to the employees‟ willingness to stay a long time in the company.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 4.6 The Cultural web before the sale to Fadi Babil.  
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4.7 The cultural web - Jonson‟s Byggnads AB after the ex-

ternal sale 

4.7.1 Symbols 

The Company has their logo on large signs where there is an ongoing project carried out by 

them. They also have working cars with logos on, which symbolizes the company for easier 

recognition. Jonsons Byggnads AB is a male dominated company where everyone 

has its specific role. 

4.7.2 Stories 

Jonsons Byggnads AB is a small enterprise which makes it easier for customers to keep in 

good contact with them for any matter they have in mind. The firm gives short, fast and 

convenient answers to customers‟ concerns. Jonsons Byggnads AB believes that, the per-

sonal contact is the base for a good relationship with their outsourcers. They guarantee 

their customers that they will build anything anywhere but never howsoever.  

4.7.3 Rituals and routines 

The process might in some cases be more important than the outcome but for Jonson By-

ggnads AB they are equally important or they might even regard the outcome as more im-

portant than the process. However, customer satisfaction is highly important and a big 

concern of the company.  

Many routines exist within the company and one of the topics that concern the owner is 

the flow of information within the company. Hence, every Monday there will be held meet-

ings for the sake of going through the market structure and any existing or new customer 

requests. Furthermore, each Thursday they will have production meetings where they de-

cide who will be involved in a certain process and what their tasks will be. There also a 

quarterly meeting where all the employees meet for discussing important topical issues. The 

owner Fadi Babil says, “If you look at a company you will find many routines, but the most important 

one is that each employee takes care of his own segment,” according to the interview. It is important 

to have a good work structure as a routine, since things could easily be mixed up and result 

in bad outcomes. 
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4.7.4 Control systems 

Since it is a construction company the main concern is the quality of their work, which they 

put much emphasis on. The company has employees with long experience within the in-

dustry, which they believe will result in better quality work.  

The reward system is a complicated matter since the process of construction activities are 

complex and unpredictable things may happen, which makes it hard to structure a reward 

system. According to Fadi Babil in the interview (2011), this industry is very diverse and 

unique and he mentions that a lot is done within a year. One job request might result in a 

huge win while other jobs will make the company lose a lot of money. Thus, many factors 

might cause things to continue in the wrong direction. For instance there could be a delay 

in some of the construction material which lead to that some employees cannot do any-

thing but wait while other employees who has had their material delivered to them are 

working hard. This leads to the question, if only the lucky employees, that have everything 

delivered in time for them, should receive the bonus while the other employees do not, 

even though it was not their fault.  

The owner is working hard to make sure that the employees enjoy their work at the com-

pany. He would like them to find support and be able to talk with their supervisor. As an 

important and humorous contrast there should be fun activities to do together such as: 

Christmas dinners, Go-kart and fishing, although it should not be exaggerated.  

Costs are highly controlled and to reach success through higher profit it is very important 

to control the costs of resources for the work. The most valuable but expensive resource is 

the human resource. 

From the perspective of the employees who worked at the company before the sale, Fadi 

has taken his position as a CEO and a leader seriously and is determent to improve the 

routines and as well introduce new ideas. Most of the employees believe that this way of 

leading has contributed to the fast success in Jonsons Byggnads AB.  

4.7.5  Organizational structure 

 The organizational structure at Jonsons Byggnads AB is a flat structure, which in this case 

means carpenter, craftsman, receptionist and other positions are at the same hierarchical 

level. There are both formal and informal relations but it is crucial to understand the limits. 

In regard to the company‟s size no one is left outside and it is easy for everyone to feel be-

longed within the firm, which makes the employees secure, although each individual should 

maintain to follow the guidelines and goals. 
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4.7.6 Power Structure 

The owner believes it is important that the employees give their point of view, but contro-

versially they are not allowed to make any decisions. “I definitely listen to the suggestions of em-

ployees, but however they may not take any decisions. You cannot have 20 men making decisions; it will re-

sult in a disaster. But it is good to get opinions,” says Fadi Babil in the interview. 

4.7.7 Paradigm  

“We build anything, anywhere but never howsoever.” With this vision in mind, Jonsons Byggnads 

AB has expanded its business to include larger projects both within and outside the munic-

ipality. As the company aim for larger projects, it also requires more employees, and in this 

case the company has double the amount of employees and also brought in younger people 

into the firm. Fadi Babil, the present owner, still desires Jonsons Byggnads AB to be rela-

tively small in order to make it easier for the company to have good customer relations. 

Jonsons Byggnads AB emphasizes the importance to have personal contacts with their cus-

tomers and suppliers and highlight the importance of customer satisfaction.  

Furthermore, with their vision they want to guarantee their customers that they build any-

thing, anywhere but never howsoever. Due to the fact that Jonsons Byggnads AB is a con-

struction company, they emphasize the importance of the quality of their work and the 

long experience that several of the employees have within the construction industry.  

For Jonsons Byggnads AB, the process and quality are almost equally important, even if 

they sometimes regard the outcome to be worth more than the actual process.  

Jonsons Byggnads AB has a flat structure within the company where the decision making 

process involves the employees‟ point of views and opinions, even though Fadi Babil as the 

owner manager makes the final decision. The relations in the company are known as both 

formal and informal. Formal in the way that every employee needs to do their job, that is, 

to follow the guidelines and the goals that is set up as well as understands the limits, and 

the relations are informal in the sense that it is important for everyone in the firm to feel 

belonged and not left outside.  

To maintain the informal relations within the company, activities like go-kart and fishing as 

well as Christmas dinners are arranged in order to bring in a more humorous contrast into 

the company. 
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Figure 4.7 The Cultural web after the sale to Fadi Babil. 
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4.8 Survey data 

 

The survey was distributed to 20 employees at Jonsons Byggnads AB in total but unfortunately only six 

answered surveys were returned. This preparation will present the results of the six surveys. This is mainly 

the employees‟ point of view. 

 

Firstly, according to the surveys the company is male dominated and the obvious age group 

consists of people in the ages 50-70 with few outsiders who are around the age of 35.  

All of the respondents agree that they understand their role and what their tasks mean. 

They feel that the directions are very clear and they go through every step of the task be-

fore starting. The employees find themselves very motivated by having their co-workers 

encourage them or because they really like their job. Because of the clear directions and 

guidelines the employees execute their work very good.  

Their impact on the company is counted but they do not take the decisions. They have the 

freedom of speaking their mind about their work situation or other work related issues that 

might need a change. They all have different roles where some roles are so important that 

they need to be present or the situation will become chaotic. For instance, if there is no 

construction leader then the work might be complicated and possibly need more time than 

expected.  

The relations between the employees are very positive and also informal in a way that they 

are close and friendly. Although they still respect each other‟s work tasks. The employees 

respond that the guidelines are clear to the extent that the end result of the task delivered is 

of a good quality. Most of the respondents feel that they have a significant impact on the 

company‟s success.  

Some of the employees are sensing differences in the culture. They say that Fadi Babil has 

entered the company with new ideas, a new basis for the company better routines and con-

trol management and clear directives. Thus, most of them felt that the new corporate cul-

ture has affected the company‟s success to continue forward.  
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5. Analysis 

 

In the following chapter the method of analysis is to use the frame of reference to analyze the empirical data. 

According to the findings one may already see that there are some similarities but the analysis will include 

comparisons of the company‟s differences in culture before and after the sale.  

Since many people in Sweden will retire within the next ten years, those of them who owns 

a family business will then have a difficult time knowing who will take over the firm. The 

case of Jonsons Byggnads AB is a clear example of where the previous owner‟s sons fol-

lowed their own passion of profession and were not interested to take over the family firm, 

which had been operating for around 50 years. Otherwise this would have been the third 

generation. Overall family businesses would not survive the first generation shifts if no 

strong culture exists (Dyer, 1988). This situation caused Ulf Jonson, the previous owner, to 

take another action in passing over his company. This resulted in an external sale of the 

company to Fadi Babil who is an external buyer.  

Was the culture of Jonsons Byggnads AB affected by an external 

sale? 

The interviews and surveys directly show that changes in Jonsons Byggnads AB‟s organiza-

tional culture have occurred. 

If so, what were the changes and why? 

The structure of the company has changed along with the ownership transfer, which one 

can tell from the two cultural webs. There are some more differences that should be ana-

lyzed, and they will also be classified according to the three levels of culture model: 

1. Employee extent(artifact) 

2. Vision/Goal change(espoused values) 

3. Strategy(espoused values) & Structure: Routines, orderliness & guidelines(artifact) 

4. Formal and Informal relations (artifact) 

5. Reward systems(espoused values) 

6. Rituals & Meetings(espoused values) 

5.1 Employee extent. 

The first obvious change was the increase in employees from ten to twenty, thus the turno-

ver increased as well. According to Brunåker (1996) the growth of the company is due to 
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the shift from family owned business to a single owned business. This was the case in Jon-

son Byggnads AB. The impression from the interview with Fadi Babil was that Jonsons 

Byggnads AB currently are fighting for the larger projects in the area as opposed to during 

Ulf Jonson‟s time being the owner. Before, the company was smaller and also focused on 

smaller projects. The reason that Ulf Jonson did not expand the company employee wise is 

due to the fact that family businesses‟ main objective is to offer work to family members 

(Brunåker, 1996). Hence, this shows that the small, cozy and family oriented firm can 

change from building the obvious and common projects such as repairing buildings or 

building small lodges to building larger projects such as accommodation apartments. The 

extended workforce was younger and contributed with new ideas and thoughts to their 

work for ensuring better results. The inspiration and motivation of the new ideas came 

from the fresh spirit that Fadi Babil brought to the company.   

The reason to the extended amount of employees is because of the update that Fadi Babil 

brought to the company, which was the change of the firm‟s vision (Johnson & Hult, 

2002). Since Fadi Babil‟s thinking is different from Ulf Jonson‟s the operations of the com-

pany will need more work to be implemented and thereby more people are employed. In 

Jonsons Byggnads AB the case is that Fadi Babil (2011), according to the interview, wants 

an expansion of the company which needed more human resources. Fadi Babil (2011), said 

in the interview, “Human Resources is best resource but also the most expensive one”. The increase in 

personnel is one of the artifacts in the three level of culture model by Schein (1999) as it is 

very obvious to notice when one visits Jonsons Byggnads AB.  

5.2 Vision and Goal. 

The second factor was a cultural one, where the base of the company changed, which also 

may be referred to as the vision of the company. It is crucial for a business to be updated 

or somehow adapted to the new circumstances after a sale, in order to survive such a trans-

fer in ownership (Johansson & Hult, 2002). This was why this vision change happened and 

the firm‟s strategy changed path. Ulf Jonson‟s vision was “A smaller construction company with 

high quality, which operates in the municipality” (Jonsons Byggnads AB, 2011) compared to Fadi 

Babil‟s vision: “We build anything, anywhere but never howsoever” (Jonsons Byggnads AB, 2011). 

Thus, this will result in many more diverse projects that will help the company expand. 

Fadi Babil‟s desire is to expand the company and we can therefore see a difference in or-

ganizational strategy, since the strategy to obtain something changes when the goal changes 

(Johansson & Falk, 1998). Thus, they have more and larger projects than before the sale.  

The goal of Ulf Jonson was rather to have qualitative constructions made within the mu-

nicipality area and keep the company small, functional and thereby not emphasize on ex-

panding it. The structure is of importance in this context because it gives the information 

about what role is most important for achieving the goal of the business that is somewhat 

connected to the vision. The business went from being family owned to single-owned, 

which contributed to the change of the firm‟s goal (NUTEK, 2007). The factors that are 
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affected by a change in the firm‟s goal are the various activities in the company, which will 

be analyzed in the next paragraph. 

An ownership transfer means that there has been a change in who the owner and leader of 

a company is. Thus, in Jonsons Byggnads AB‟s case, there are two different persons and 

personalities with different backgrounds that have or have had influence in the company. 

With such differences come different management and leadership styles, which will affect 

the vision of Jonsons Byggnads AB.  

5.3 Strategy  

The strategy has a significant role in the culture of the firm, since when Fadi changed vari-

ous working strategies it affected the routines and guidelines and that caused the change in 

the culture. One strong point is that family businesses are mainly emotionally based and fo-

cus on kindness, loyalty and care for the family members, which are the characteristics of 

the company before the sale. Today there is a noticeable difference in strategy because Fadi 

Babil‟s focus is more task-oriented with a main emphasis on his company‟s growth, per-

formance and results (Johansson & Falk, 1998). Hence, Ulf Jonson was more attached to 

organizational culture than Fadi Babil, although they both know how to take care of and 

run the company. This changes different cultural aspects since they think differently and 

have different experiences. For instance, it was very common for the employees to smoke 

in their work vehicles before, while Fadi Babil would not allow that. Furthermore, Fadi Ba-

bil is more focused on routines and guidelines than Ulf Jonson was, which also are changes 

in the company strategy that helps them achieve their goal. According to the interview with 

Fadi Babil, the new goal mainly changed the strategy of the company through the following 

ways: 

 He has an important role in motivating the employees. 

 He gave a new uplifting vision to the company. 

 Put a great emphasis on meetings for discussing needed skills, credibility, connec-

tions and authority to fulfill the process of their general work and specific project.  

 He abstained from complications through providing training, support and re-

sources. 

 He enabled the personnel to have an influence in the company operations. 

The organizational culture is, according to Alvesson (2002), the contribution to the success 

of the applied strategies and missions of the company. Furthermore, it is hard for the “old” 

employees, from when Ulf Jonsons was the owner, to adapt fully to the new culture that 

Fadi Babil brings forward. Therefore, the “old” employees‟ culture will easily transmit to 

the new employees, hired by Fadi Babil, which will result in that the personnel works to-

wards a shared goal (Schein, 2004). However, the reason why it is hard to change cultural 

factors is that family businesses are known for their culture and are therefore resistant to 

changes within it Gersick et al., 1997; Schein, 1999)  
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According to the survey and interviews the employees also confirm that there have been 

changes in the culture of the firm. The most obvious change was the shift in vision and 

goal as well as other factors that are mentioned in this analysis chapter. The respondents of 

the survey felt that this did affect the company positively and we got answers from them 

telling that they are confident in their work routines. Since the goal of Fadi Babil is differ-

ent from the previous owner‟s goal, the company‟s work strategy changed and adapted to 

the new objectives (Bolman & Deal, 2003). The employees confirm that they have an influ-

ence in the company and are motivated to a large extent. They clearly have enough re-

sources, support and training in order to successfully finish a project. Furthermore, the 

employees are given clear directives from Fadi Babil and they discuss very thoroughly 

about the needed skills, contacts and authority for the upcoming projects to ensure good 

results. 

5.4 Formality & Informality 

Jonsons Byggnads AB has a small workforce, which showed that the relations among them 

are less formal. At the time when Ulf Jonson was the owner there were only ten employees, 

which lead to that the personnel were more friends than co-workers. This has been passed 

along to when Fadi Babil took over the company, although the relations are more formal 

today than before, since it is important to Fadi Babil that one keeps in mind to be profes-

sional and know the limits of informal and formal relations. What will change this factor in 

the future is if Fadi Babil succeeds to expand the company and hire more personnel, then 

the relations will become increasingly formal. This difference in formality of relations be-

fore and after the sale is because of the amount of workers at the company. When there are 

many employees at one workplace it will be increasingly hard to have a very close (infor-

mal) contact with all. Thus, it will result in more professional relations among all, everyone 

focus on their work.  The reason to knowing the limits of one‟s work style, formal or in-

formal, is that it will contribute to the result of each committed task, which Fadi Babil cer-

tainly would like to be perfectly done. According to Deal and Kennedy (1982) culture is 

how people do things and it could either be informal or formal. The relationships between 

the workers at Jonsons Byggnads AB are something that was clear to us when visiting 

them. The spirit was very alive and positive which is a good force of motivation toward all 

the personnel. Hence, we noticed that the personnel knew how to handle different stake-

holders and a mix of informality and formality was used.  

Moreover, a change of ownership will result in a decreased trust by the customers and sup-

plier, which means that one can lose key employees and suppliers. Thus, to know what re-

lations should be formal and professionally dealt with is a good characteristic in order for 

the company to keep “old” customers and suppliers (Sten, 2006). Well understood roles 

and relationships will be crucial aspects to achieve better performance (Bolman & Deal, 

2003).  
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5.5 Reward system 

Fadi Babil and Ulf Jonson had slightly different views on reward systems. In general it is 

hard to form a reward system in such an industry, since a lot depends on if deliveries are in 

time or if the tools work smoothly. What Ulf Jonson believed, was in rewarding through 

giving a compliment to the good work. Fadi Babil did not give us a direct answer about his 

reward strategy although it becomes natural to praise any good work that employees ac-

complishes, in order to motivate them more. Although it is hard to develop a reward sys-

tem, it is still an important part of developing the company, even though I use a non-

financial reward strategy, says Fadi Babil (2011) in the interview. Some important points of 

reward systems, which will benefit Jonsons Byggnads AB:  

 Develop a performance culture, where there are clear guidelines and routines. 

 Motivate people to make them committed and engaged in their role. 

 Attract and keep people with excellent performance that Jonsons Byggnads AB 

needs. 

 Create positive relationship among employees.  
 

The views on the reward systems changed and that could depend on many things; the dif-

ference in education background of the two owners and what they have experienced 

throughout the years. Even though it is a non-financial reward system and a very small ges-

ture towards the employees, it will still result in the previously mentioned benefits. The fact 

that Fadi Babil has maintained a reward arrangement is both an advantage for him and his 

company.  

 

5.6 Rituals & Meetings 

The meetings are very important to Fadi Babil and he has a solid plan for when and how 

they will meet within the company and also about what they will discuss during the meet-

ings. One thing we noticed is the quarterly meetings which are important in order to see in 

what direction the company is going in the long term. According to NUTEK (2005) it is 

essential to give decisions and solutions time in order for the company to gradually emerge. 

Since, Ulf Jonson did not have a strong intention for the firm to grow; he would not give 

much time for decision making. Ulf Jonson believed in having meetings when needed 

which he believed was easier to manage, since they were only ten employees. 

The new meeting structure that Fadi Babil introduced was to increase the quality of the 

company‟s performance as a whole. Fadi Babil mentions in the interview (2011) that, meet-

ings in this type of firm is crucial for assuring that the results will be done 100% in accord-
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ance with the customer‟s preferences. Moreover it is vital for the other internal organiza-

tional reasons for operating the firm, such as; discussing finances of the company and 

choosing the right suppliers to ensure that good quality materials are used. Meetings also 

give an opportunity to delegate tasks and guidelines, help employees with various issues 

and solve different complications.  

Rituals consist of the values within the company and these have been changing during the 

three years of Fadi Babil as an owner. Thus, the fact that new ideas were entering the com-

pany was something that the employees noticed. As Gagliardi (1986) mentioned, when the 

company advances the culture also evolves and that is why the values changed after the 

sale. Thus, when Fadi Babil had a more advanced goal, the rituals and values of the firm 

changed as an adaption to the new goal. The rituals of Fadi Babil were something that 

transferred to the rest of the workforce as they understood that it benefitted the company. 

This is due to the new openness and innovativeness of the values. Before the sale there did 

not exist an open mind for having the company expand, which blocked the opportunity for 

Ulf Jonson to succeed profit wise. We can notice a clear difference in profits between be-

fore and after the sale, since Fadi Babil (2011) mentions in the interview that, their profits 

increased over the three years.  
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6. Conclusion 

When an ownership transfer of a family business is made to an external person, it will lead 

to changes both in the organization‟s culture and in its structure. The case study of Jonsons 

Byggnads AB is a true example of how the ownership change has affected the culture with-

in the company as well as how the structure of the company has changed along with it. The 

most obvious reasons that have led to these changes are due to the former owner, Ulf Jon-

son, and the current owner, Fadi Babil, and their different visions and goals for the com-

pany. Ulf Jonson wanted his company to be a small family business that offered small but 

high quality services within the municipality. When Fadi Babil took over the company, he 

had another ambition where he saw opportunities to develop and expand the company. He 

therefore stated the vision “We build anything, anywhere but never howsoever.”  With this new vi-

sion for the company, Fadi Babil increased the number of employees and took aim on larg-

er projects both within and outside the municipality of Bankeryd.   

 

Further, the changes in the meeting system were due to the new environment that Fadi Ba-

bil created for Jonsons Byggnads AB as he entered the company in 2007. Fadi Babil and his 

employees together created a joyful environment, where they could meet informally for af-

ter work dinner or similar activities.  This contributed to an increased motivation among 

everyone, which is important for the long term perspective of the company‟s success. 

 

To take over a family firm, like Fadi Babil did, is not easy due to the fact that family busi-

nesses often has a well-established culture and are reluctant for changes. But due to Fadi 

Babil‟s vision and the expansion of the company, the outcome of it resulted in organiza-

tional changes within Jonsons Byggnads AB‟s strategy, structure, that is, routines, orderli-

ness and guidelines, as well as in the relations and meetings within the company. It was 

mainly the new goal that changed the company‟s work strategy. The strategy has a signifi-

cant role in the Jonsons Byggnads AB‟s culture as the various changes that Fadi Babil im-

plemented in the working strategies affected the routines and guidelines, which caused 

changes in the culture. These new changes has not harmed the company in any way that 

would affect its performance and accomplishments, rather opposite, it has brought in new 

and fresh spirit in the company where well understood roles and relationships has contrib-

uted to better performance within the company.  

 

For Fadi Babil it is important to develop a culture with clear routines and guidelines, to 

motivate employees in order to make them committed to their roles, as well as to create 

positive relationships among them. 
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7. Discussion 

The discussion will cover the authors‟ suggestions for further research. Also a segment examining the limita-

tions and shortcomings with the thesis will be presented. Suggestions for future research in the area will also 

be discussed. 

 

7.1 Vision accomplishment according to customers 

During the investigation of this case study a further interesting subject has been encoun-

tered that has not been discussed, which is how well the customers are satisfied with the 

company‟s work and this will be mentioned briefly. This topic will bring forward how well 

Fadi Babil has succeeded to reach his vision until this time during his ownership of Jonsons 

Byggnads AB.   

To begin with the vision statement of the company today is slowly approaching to match 

the reality. According to the company they have had various different projects, which have 

been done very nicely according to the customers (Jonsons Byggnads AB, 2011). They have 

projects that vary from small to large, such as new productions, smaller house renovations 

and special object constructions like churches. Customers feel that Jonsons Byggnads AB is 

very reliable because of their local site, which makes the company familiar with the sur-

roundings of the customers. Customers notice that the company‟s work is professional and 

are pleased with their way of work and overall result. They mention that the work is com-

pleted by the deadline and sometimes even before, which was much appreciated (Jonsons 

Byggnads AB, 2011)  

 

If we look into the different parts of today‟s vision there are three key words; “anything”, 

“anywhere” and “never howsoever”. With the first key word, “anything”, we can conclude 

that Jonsons Byggnads AB certainly has been covering more different projects than before 

the sale. The second key word shows us that, due to the large area of this municipality, they 

have done a good job to cover large regions of it. The voices of the customers tell us how 

well the third part, “never howsoever”, of the vision is accomplished. Thus, we may con-

clude that the customers are well met and the projects are done successfully, which means 

that Fadi Babil has not only somewhat reached his vision but also set a realistic one, since 

he has, to a certain extent, achieved its parts. He has accomplished a lot in three years, alt-

hough one can discuss to which extent the vision should go. Hence, he might have much 

more to undertake to come closer to his vision, depending on to what extent he wants to 

take his vision.   
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7.2 Future Research 

As a closure to this chapter we would like to share some suggestions for future research 

within this topic. Future researches may complement the study with more related investiga-

tions. With a broader exploration the authors would perhaps find even more related topics 

to discuss. Some factors we would suggest to study further, which are related to this study, 

are the economy‟s role in this situation and possibly to research the first ownership transfer 

which was from Bertil Jonson, the creator, to his son Ulf Jonson.  

The economic issue is interesting since money has a crucial role within a business. We 

know that the turnover has increased significantly but with more information and analysis 

the economic factor would be more complete. 

The first ownership transfer is an interesting background research to this paper since it 

would bring forward things that might have an impact on the second ownership transfer 

from Ulf Jonson to Fadi Babil. Thus, this background investigation might result in an in-

teresting topic of how a previous ownership transfer might affect a future one.  
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Appendices  

Appendix 1 – Interview questions to Ulf Jonson (Previous owner of Jon-

sons Byggnads AB) Swedish Version 

Vi är tre studenter från Internationella handelshögskolan som skriver en uppsats 
om Jonsons Byggnads AB och dess ägarskifte samt hur företagskulturen kan ha på-
verkat företagets framgång genom åren. Vi är tacksamma för din medverkan!  

1: Vad var orsaken till att du bestämde dig för att sälja företaget? 
2: Vad hade du för förhoppningar med försäljningen? 
 3: Var det en självklarhet att du skulle ta över efter din far? 
4: Anser du att du höll fast vid den företagskultur din far byggde upp? 
5: Vad hade du för vision för företaget? 
6: På vilket sätt marknadsförde ni företaget? t.ex. bilar med logo osv. 
7: Såg du relationerna inom företaget som formella eller informella? 
8: Var du ensam ägare? 
9: Vilken roll hade dina bröder i företaget? 
10: Fanns det ytterligare familjemedlemmar som var verksamma i företaget? I så fall, vilken 
roll hade dem?   
11: Hur såg du dig själv som ledare?  
12: Vad ville du att dina kunder skulle förvänta sig av dig? 
13: Vad är viktigt för dig inom företagskultur? 
14: Hur skulle du beskriva företagskulturen på Jonsons Byggnads AB? 
15: Vilka faktorer anser du är viktiga för att behålla ett framgångsrikt företag? 
16: Hur skapar man en positiv företagsanda? Vad gav det ditt företag? 
17: Hur skulle du lösa en kulturell tvist? 
18: Vilka faktorer är viktiga för att verksamheten skall fungera smidigt 
19: Hur bidrog du till de anställdas arbetsmotivering   
20: Hur uppdaterade du dina anställda om mål och riktlinjer.  
21: Hade företagskulturen inom företaget påverkan på dess framgång 
22: Vad anser du som viktiga faktorer till ett framgångsrikt företag? 
23: Vad skulle du ge för råd till personer som vill ta över ett familjeföretag? 
 

Tack på förhand! 

Med vänliga hälsningar/ Amela Zahirovic, Heba Jouni & Frida Nordquist 

  



 Appendix 

 
56 

Appendix 1 – Interview questions to Ulf Jonson (Previous owner of Jon-

sons Byggnads AB) English Version 

 

We are three students from the International business school in Jönköping writing a 
thesis about Jonsons Byggnads AB s ownership and how the organizational culture 
has been affected by the external sale.  

We are grateful for your participation!  

1: Why did you sell your company? 
2: What were your hopes with the sale? 
 3: Was it obvious that you would take over the company after your father? 
4: Do you think that you held on to the organizational culture you father build up? 
5: What was your vision for the company? 
6: In what way did you market your company? 
7: Did you see the relationships in the company as formal or informal? 
8: Were you the sole owner? 
9: What role in the company did your brothers have? 
10: Were there other family members working in the company? In that case, what role did 
they have? 
11: How did you see yours self as a leader? 
12: What did you want your customers to except from you? 
13: What is important to you within organizational culture? 
14: How would you describe the organizational culture at Jonsons Byggnads AB? 
15: What factors do you think are important for maintaining a successful business? 
16: How do you create a positive entrepreneurial spirit? What gave it your business? 
17: How would you solve a cultural dispute? 
18: What factors are important for business to function smoothly? 
19: How you contributed to the employee's work motivation? 
20: How do you update your staff on the goals and guidelines? 
21: Did the organizational culture have any effect on the company‟s success? 
22: What do you consider to be important factors for a successful business? 
23: What advice would you give to a person considering taking over a family business? 
 
Thanks in advance! 
Sincerely / Amela Zahirovic, Heba Jaouni & Frida Nordquist 
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Appendix 2 – Interview questions to Fadi Babil (Present owner of Jonsons 

Byggnads AB) Swedish Version 

 
1. Vad inspirerade dig till att köpa Jonsons Byggnads AB? 
2. Var du tidigare anställd på företaget? 
3. Är valet av arvtagare inom familjen något självklart för dig och varför? 
4. Har/var du insatt i förra ägarens avsikter och ambitioner med företaget?  
5. Hur skiljer den sig från dina ambitioner med företaget? 
6. Var du insatt i förra ägarens företagskultur? 
7. Vad är viktigt för dig inom företagskultur? 
8. Hur skulle du beskriva företagskulturen här på Jonsons Byggnads AB? 
9. Har du ändrat kulturstrategierna, och för vilket behov gjordes detta?  
10. Tror du att den gamla kulturen lever kvar länge, vilka konsekvenser tror du detta 

kan få? 
11. Använder du en typ av ledarstrategi och är den samma som förra ägarens om nej, 

vilka skillnader finns. 
12. Ser du relationerna inom företaget som formella eller informella? 
13. Anser du att företagskultur är en viktig del av just ditt företag?  
14. Känner du att du själv står bakom det som företaget står för 
15. Anser du att förra ägaren hade någon fokus på företagskultur? 
16. Är du inställd på att företagskultur kräver tid och tålamod? 
17. Lärde du känna personalen i ett tidigt stadie när du tog över företaget? 
18. Vad var tanken bakom att du behöll företagsnamnet? 
19. Vart i utvecklingen befinner sig ditt företag? 
20. Vad anser du som viktiga faktorer till ett framgångsrikt företag? 
21. Vad skulle du ge för råd till personer som vill ta över ett familjeföretag? 
22. Hur ser du på företagets framgång sedan ägarskiftet? 
23. Hur har företaget växt de senaste åren och vad var orsaken till det? 
24. Har ni någon speciell företagsanda som du anser tycker har lett till ett bättre sam-

arbete inom företaget? 
25. Hur skapar du en positiv grupp/företagsanda? 
26. Har du upplevt kulturella konsekvenser som påverkat företagets framgång? 
27. Vad anser du skulle vara oacceptabelt att göra som anställd på ditt företag? 
28. Hur skulle du lösa en kulturell tvist? 
29.  Är det någon mer i din familj som är anställd på företaget. 
30.  Utbildar du dina anställda? 
31.  Hur långa arbetstider har ni? 
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Appendix 2 – Interview questions to Fadi Babil (Present owner of Jonsons 

Byggnads AB) English Version 

 
1: What inspired you to buy Jonson Building AB? 
2: Were you previously employed at the company? 
3: Is the choice of the heir in the family something obvious to you and why? 
4: Have / you were familiar with the previous owner's intentions and ambitions of the 
company? 
5: How does it differ from your ambitions with the company? 
6: Were you familiar with the previous owner's corporate culture? 
7: What is important for you within organizational culture? 
8: How would you describe the corporate culture here at Jonson's Building AB? 
9: Did you change the culture, strategies, and in what need was this? 
10: Do you think the old culture survives a long time, what consequences do you think this 
can get? 
11: Do you use one type of leadership strategy and is the same as the previous owner if not, 
what differences exist. 
12: Do you see the relationships in the company as formal or informal? 
13: Do you think that corporate culture is an important part of your company? 
14: Do you feel that you stand behind what the company stands for? 
15: Do you think the previous owner had a focus on corporate culture? 
16: Are you set on the corporate culture requires time and patience? 
17: Did you know the staff at an early stage when you took over the company? 
18: What was the idea that you kept the company name? 
19: Where the development is your company? 
20: What do you consider to be important factors for a successful business? 
21: What would you give advice to people who want to take over a family business? 
22: What is your company's success since ownership succession? 
23: The Company has grown in recent years and what was the cause of it? 
24: Do you have a special company spirit that believes you think has led to better coopera-
tion within the company? 
25: How do you create a positive group or an entrepreneurial spirit? 
26: Have you experienced cultural consequences that affected the company's success? 
27: What do you think would be unacceptable to do as an employee at your company? 
28: How would you solve a cultural dispute? 
29: Is anyone else in your family who is employed at the company? 
30: Educate your employees? 
31: How long working hours do you have? 
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Appendix 3 - Survey to employees at Jonsons Byggnads AB (Swedish Ver-

sion) 

 

Vi är tre studenter från Internationella handelshögskolan som skriver en uppsats 
om Jonsons Byggnads AB och dess ägarskifte samt hur företagskulturen kan ha på-
verkat företagets framgång genom åren. Enkäten tar ca 10 minuter att besvara. 

Tack på förhand! 

 

1. Kön:     Kvinna Man (Ringa in ditt svar) 

 
2. Ålder: ______ 

 
3. Har ni varit anställd inom företaget innan ägarskiftet       JA          NEJ        

(Ringa in ditt svar) 

 
4. Är du medveten om din roll inom företaget och vet vad dina uppgifter inne-

bär, Motivera? 

 
5. Hur motiverad blir du av din position inom företaget och av dina medarbe-

tare? 

 
6. Hur bra känner du att du uppfyller kraven inom din roll i företaget? 

 
7. Vad har du för påverkan på din arbetssituation? 

 
8. Hur ser du på relationerna mellan dig och andra anställda, är de formella el-

ler informella? 

 
9. Hur tydliga är riktlinjerna inom företaget för dig? 

 
10. Känner du att du har en allmän påverkan inom företaget för dess framgång? 

 
11. Har du upplevt att företagskulturen har förändrats och vad tror du är orsa-

ken? 

 
12. Tror du att den nuvarande företagskulturen har påverkat företagets fram-

gång? 

 

Tack för er medverkan! 

Hälsningar, 

Amela Zahirovic, Heba Jaouni och Frida Nordquist 
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Appendix 3 - Survey to employees at Jonsons Byggnads AB (English Ver-

sion) 

We are three students from the International business school in Jönköping writing a 
thesis about Jonsons Byggnads AB s ownership and how the organizational culture 
has been affected by the external sale. The survey takes about 10 minutes to com-
plete. 
 

Thanks in advance! 

1. Gender:     Women  Man (Circle your answer) 

 
2. Age: ______ 

 
3. Have you been employed at the company before the ownership change?  

 
YES          NO        (Circle your answer) 
 

4. Are you aware of your role in the company and know what your job is? Moti-

vate? 

 
5. How motivated are you to your position within company and how does your 

employees motivate you?  

 
6. How well do you know that you meet the requirements of your role in the 

company? 

 
7. What influence do you have on your work? 

 
8. How do you see the relationship between you and the other employees, is it 

formal or informal? 

 
9. How clear are the guidelines within the company?  

 
10. Do you feel that you have an influence on the company and its success? 

 
11. Have you experienced that the corporate culture has changed and what do 

you think is the cause of it? 

 
12. Do you think that the current corporate culture has affected the company’s 

success?  

Thank you for your participation! 
 

Regards/ Amela Zahirovic, Heba Jaouni and Frida Nordquist 


