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1
Introduction

Popular management discourse has long favoured a search for best practice and a preoccupation with heroic behaviour rather than a willingness to acknowledge what is, warts and all.  The hyperbole of managment gurus aims to seduce us into believing that an ideal, their ideal is possible. As Gabriel (2005:361) insightfully proclaims: “ … like individuals, organisations in their hour of need are most vulnerable to the false promises of faith healers, gurus and other magicians”.  We witness this clearly in family businesss, where consultants peddle superficial solutions to complex problems.   Such pictures are at best partial.  They fail to address the complex, disorganised, disruptive dimensions of organisational life.  Nor can  they provide a bulwark against reality.  The heroic view does not  encourage management but hubris (Minzberg (2003:26).   When the truth breaks through, there is generally a rude awakening. 

To avoid the dangers of idealisation, we need to delve below the surface rhetoric to reveal what lies hidden, out of awareness, unconscious.   The disciplines of anthropology, psychoanalysis, and psychotherapy have much to offer here.  The psychoanalytic anthropologist and organisation consultant Howard Stein writes:


“The surface picture presented to the consultant often is a symptom 
and symbol in which people invest because it protects them against 
pain.  Client organisations often do not know what they, at some 
unrecognized level, already know too well. The consultant’s role 
becomes that of mediating between the known and the unknown, the 
knowable and the unknowable.” 
Howard Stein (1998: 8-9).  

This is a warning from Stein not to get caught in the defences of the organisation.  

Family business enterprises  - a business governed and/or managed on a sustainable, potentially  cross-generational basis … by members of the same family or a small number of families (Chua, Sharma and Christman (1996)) - offer great scope for exploring that which is denied/suppressed/ignored.  The special blend of family and business cultures juxtaposes emotional considerations with business ones more explicitly than in other forms of business organisation.  This can lead to potentially more destructive conflict as the family as well as the business is jeopardised by tensions in either system.  

The response favoured in much of the management literature is to try to resolve such  conflicts by repressing, or denying a rightful place to emotional concerns because they are deemed inimical to professional management.  As Dr Bundy Mackintosh (2003) points out: “At least since Plato, Western thinkers have viewed emotions as impediments to rational thinking, as signs of immaturity or weakness, best set aside by upright, virtuous (and especially male) citizens”. 

Excising the messy, complex and emotional side of  family life from 

family businesses in the pursuit of unfettered, rational, professional, objective management practice is highly problematic.   It may even be undesirable, priviliging material factors over important family relationships.  Family entanglements will spill over into the business.   They cannot be silenced by appeals to logic or to management panaceas such as ‘family business charters’ or ‘better communication processes’.  In such circumstances the underlying dynamic merely goes underground and lies waiting for a chance to surface. Business issues may trigger the break through.  We believe that what is required is a deeper appreciation of the particular family dynamics involved and how they impact on the business. 

Our Approach

In this paper, we address these requirements through a combination of two methodologies: psychodynamic interpretation and systemic constellations. These methodologies are linked through their exploration of the unconscious. The former stems from classical psychoanalysis, the latter from the phenomenological work of German psychotherapist/ philosopher Bert Hellinger and  German psychiatrist, Gunthard Weber. 

This combination enables us to: better understand the part played by the family dynamics in a family business; the limitations of management approaches that do not address them; the importance of destranding the family and business systems in order to apply constellation work to family business.  We present the findings of working with a family business case using the constellation as a diagnostic tool and our subsequent psychodynamic interpretation of the material.   It is our hope that the combination of systemic and psychodynamic approaches provides a new  and exciting way of working with family businesses that will be of interest both to organisation constellators and management consultants.

The paper concludes that within family business, the dynamics driving the primary system – the family - will always drive the secondary system – the business - at an unconscious level. Accordingly, underlying family dynamics will continue to wreak havoc in the business and the family system until attention is paid to the primary relationships within the family.  And this is not something management specialists or family businesses have heretofore been keen to do. 

2
The Rationalist Approach to Family Dynamics in Family 
Business 

In a wide ranging review of family business research and writing, Sharma et al. (1997:18) state that: “although the family-business literature acknowledges that the family business is a system composed of a family and a business, it has not yet come to grips with the trade-offs involved in dealing with the needs of the two subsystems….”.   This is because much of the writing on the interplay of family and business dynamics in family business has taken a  rationalist approach.  

Hollander and Elman (1988) for example argue that family considerations ought to be isolated so that business issues and decisions can be based solely on professional management principles and rationality.  The family is seen as “an irrational or emotional force that needs to be contained for the sake of protecting the economic  administrative efficiency of the business”.  (Lansberg 2001;  Schwass 2006). 

Thus the measures needed to contain it are also rationalist: “succession planning or estate planning can be used to push a family firm to become more future oriented…  Reward systems can be altered to discourage nepotism.  Conflict management mechanisms, such as asset management boards, can be set up to manage family disagreements (Beckhard and Dyer 1983).  Yet family issues are rarely resolved at a deep level by logic or rationality as these do not address the unconscious dynamics that are at work.

Despite many calls to incorporate family systems theory when looking at conflict in family businesses, consultants rarely have experience in how to deal  with situations  “where the family system and the business system ‘ are so entangled that emotions are unavoidable” (Alderfer, 1988).   Rodriguez et al. 1999 citing Liebowitz 1986 point out that:


“Consultants not trained in family dynamics generally become 
confused, and try to "end on a successful note" in one of two ways: 
either they recommend that individuals seek psychotherapy or 
they suggest "quick business fixes." Neither of these 
solutions" 
solves the problem, because neither fills the need to uncover and deal 
with the real family agendas”. 

Beyond Rationalism

This reflects an orientation recognized by Kepner, a therapist, back in 1983 (reprinted in the family business forum in 1991).  Kepner (1991: 446) states that: 

“all of the literature on the family-owned business has been written from the firm’s perspective.  Although it does acknowledge that 
family dynamics intrude on the rational functioning of the 
business, little or no attention has been given to the other 
part of thiscomplex system: the family as a system.” 

 Kepner stands out among a number of writers in this field (see also Bowen, 1978; Borwick, 1986; Davis & Stern, 1988; Davis & Sandoval, 1991; Freudenberger, Freedheim, & Kurtz, 1989; Handler, 1989; Kadis & McClendon, 1991) who explicitly consider family system dynamics and the complexity of relations between the family and the firm.  So too does Florence Kaslow who in 1993 maintained that psychologists and other therapists who have a background in individual and family life cycle development bring a uniquely valuable combination of knowledge and skill to the role of family business consultant.  

It is therefore surprising, if understandable, that notwithstanding calls to bring in new thinking from other fields, such as family therapy (Lansberg 2001), there are still relatively few articles giving in depth case studies of the family dynamics operating in family business written by family therapists or psychoanalysts skilled in working with organisations. This may be a symptom of the general tendency within management studies for: “psychoanalysis … [to occupy] at best a marginal position in the study of organisation” (Gabriel 2003).  Or it may be down to the fact that there are blind spots which are particularly poignant at times of difficulty, the context in which therapeutic approaches to organisation might seem most relevant. (Driver (2003) for example, provides a broad ranging survey of the field including a discussion of the limitations of psychoanalytically grounded organisation studies, concluding with a warning on the need to define and thereby avoid, wild analysis, collusion and non-systemic interventions). 

In the following section, we set the context for applying a family systems approach, based on the work of Bert Hellinger and Gunthard Weber, to family businesses

3
Applying Systemic Constellation Principles to Family Business

Psychotherapists and organisationorganisational consultants following Hellinger’s principles have been working for some time with organisations, taking care to acknowledge the distinctive systemic characteristics and context of organisational relations. At the outset, it is important to recognize the differences between the dynamics of family systems and those of organisation systems.  The structuring of all relationships is extremely complex and context specific. Boszormenyi-Nagy and Spark (1984:xiii) introduce their work on Invisible Loyalties in Family Relationships with a caution that applies equally in reverse to organisation systems: “We have learned that family relationships cannot be understood from the laws that apply to social or incidental relationships such as those between fellow workers. The meaning of relationships depends on the subjective impact emerging between You and I… We can terminate any relationship except the one based on parenting; in reality we cannot select our parents or children.”  

Yet the work within family systems provides pointers to what is important within organisation systems where we frequently see versions of the personal entanglements, enmeshments, and lack of energy that are the hallmark of families in crisis.  Furthermore we are aware that people carry over their experience, from one system to another such that the boundary between family issues and business or organisation issues often becomes blurred in practice as people act  their unconscious transferences and projections in the work place. (For a fuller discussion of the translation of family systemic principles to organisations, see ‘Green and Green 2003).

There is neither room nor necessity here to go into all aspects of organisation constellations, a great variety of them have evolved over the recent years. What is required for our purpose is to acknowledge the very unique circumstances of family business.  One of the crucial points in setting up any organisation constellation is you have to choose the right system for the question.  This becomes more problematic the more overlap there is between family and business issues.  Weber (2000) states that:  “Since our private lives and our work lives are the two central areas of human experience, it is unavoidable that they influence each other… more and more I offer seminars for family and organisational issues, because then I am free, with the client's consent, to decide which area to explore in the constellation”. He also warns that one has to pay attention “that the family side in such seminars doesn't get too much weight because of the higher emotional intensity of family constellations”.   Is  the implication, therefore, that in ‘ordinary’ organisation constellations, one could look solely at the business system?  

In the case of family businesses, this is no longer possible.  The enmeshment of family and business matters is itself systemic: the two systems are intertwined.  In family business constellations, we cannot excise the family system from the business system and just focus on the business issues.  Weber states that he does not support the interweaving of family constellations in organisational constellation seminars, yet in the case of family business this is virtually inevitable if one is to move beyond the initial stages of the constellation.  Accordingly, when working with family business we need to address in more depth than has hitherto been the case: the way facilitators might handle the overlap of family and business issues; the hierarchy between the two systems; and how they might interpret the unconscious messages from the family to the business and from the business to the family. 

We need to proceed cautiously, listening very precisely to the question and setting up the constellation  so that we may  clarify  to which system the issue relates energetically.  We can then check with the client if what ensues is a family issue.  If it is, then with permission, we look at the issue through a family constellation and see what material emerges.  Respectfully, we then leave the family ‘Soul’ and in a later meeting we return to the client’s original question, which of course relates to the business system.  We are working with the premise of unconscious communication between the two systems and so we utilize the interpretation from the family material as possible insights for the business client to consider.

In the following section, we present a case study of a family business where we show how we do this.   The case deals with issues of succession, mutual respect for partners in the business, and retirement/letting go.  Then, through the combination of a psychodynamic and family systems perspective, some dynamics of what might support this family business in crisis are surfaced and interpreted. 

4  
Case Study: A Family Business - In Transition

(All the names have been changed to protect the identity of the business)

Hazel and James owned a small, very successful firm, employing ten people.  Now they wished to retire. They had founded the business twenty years ago when they had married.  They had no children together but both were previously married and each had two daughters from their previous marriages. 

Hazel was the client.  She told us that James was the ‘talent’ in their business and she did the administration work.  They had worked long hours to tough deadlines and now the plan was that Hazel’s eldest daughter and son-in –law were to replace them and they could retire to enjoy the fruits of their success.  But things were not going according to plan. Hazel said that James, instead of letting go, was working harder than ever and was not acknowledging her role in the business.  She said it felt like James was trying to prove something and she guessed it was all very confusing for everybody working in the organisation as they had thought that he would be bowing out. Hazel also felt somewhat disrespected by her son-in-law.  

We agreed to set up an Organisation Constellation to explore Hazel’s issue(s). She choose four representatives for the business system: the two co-owners (Hazel and her husband James) and the couple who were to replace them (Hazel’s daughter and son-in-law).  In the following, we note the representatives in italics to distinguish them from the actual people.  

The female owner was turning away from her co-owner and was gazing at the ground.   She reported feeling cold and started to shake.  She said she felt half her body was paralysed, there were people behind her and she felt angry and was falling to the ground.  Another  representative was brought in for the female owner who stood quite steady, she also would not look at her co-owner.  

The male owner said he felt quite bereft facing the incoming couple.  Tension grew between him and the incoming young man.  He then felt confronted by the presence of both of the incoming couple.  For his part, the young man said he was comfortable enough with all that was going on but said he would be happier when 'it" was all sorted.  The incoming young woman said that she did not feel she had a place and asked female owner  to join her.

After this the constellation seemed flat and without energy and so we asked, is this a family dynamic and if so who is missing?  

The client agreed that it felt like a family dynamic.  We had permission from the client and the group to move into the family dynamic

We brought in James’s (male co-owner) two daughters, from his first marriage.   With his daughters beside him, James felt great and stood more upright.  Hazel (the female owner) looked at them and then her own elder daughter felt much better.  When the constellator asked James’s two daughters how they now felt, the elder of the two, answered:  " We feel great to be here".  The younger daughter responded: "speak for yourself, you always speak for both of us, it has always been about you and Dad. Then the son-in-law said that he felt annoyed, looked down on, angry and on the spot.  He looked at James’s two daughters and asked: "where the hell did you come from?"

The representatives followed their movements and Hazel’s elder daughter  moved over to her  husband’s right hand side, standing in front of James’s two daughters (her step sisters).  James was unable to look at Hazel until she acknowledged him and his two daughters and said that there was a place for them there.  

Hazel told James " there is nothing without you".   It was difficult for James even to say to Hazel:  " and I acknowledge your role here".  All he could say was : "I acknowledge your place.  James’s two daughters did not believe they had a place.  They just wanted to be with and support their Dad and to know that he was happy.  Hazel said there was a place for them.  None of the representatives believed Hazel.  James said:  I don't have a problem retiring, but my outrage is at not being fully acknowledged, neither me nor my daughters, and not being asked.  

The constellation ended there.

Reflecting on the family issues that had come to light during the constellation and follow up work with the client

We had discussed and agreed with the client, Hazel, that with respect and confidentiality, we would be using a diagnostic method to help de-strand the two systems, explore the business and see if we could come up with some suggestions which might support her enquiry.  Hazel also understood that we were looking at the possibility that the dynamics from the family system might be overlapping and might carry some useful insights for the business.

We were very aware that the dynamics which had shown up in the constellation had some very important messages for both systems.  When we thought about the experiences of the client’s two representatives, we wondered about: (a) the client’s personal support; (b) the dynamic between the couple; (c) the dynamics around the son-in-law; (d) Hazel’s younger daughter; (e) Hazel and James previous partners who were absent from the constellation and (f) who else was missing.  We discussed each of these reflections with Hazel.

In relation to (a), Hazel said that her parents had divorced when she was quite young, there was no contact with her father and her mother had committed suicide when she was in her late teens.  "Life happens" she said. 

In relation to (b), Hazel felt cheated at the present time, of the planned future with James.  She felt abandoned by him as he was now involved and engaged even more at work, so much so, that others found him getting in the way and interfering in all the projects.  Hazel said that the business had moved to new premises and that the old premises were literally warmer:  “the new is sterile, efficient, but no more efficient than the previous”.  Hazel smiled when she said that she was no longer present in the work place but still signed the cheques and held the purse strings. 

Hazel then mentioned that although James, husband number two, had developed a degenerative disorder in the past two years,  he continued to work himself into the ground, getting in other peoples’ way.  She referred to him as 'poor James' and said he had become socially quite unpleasant.  

In relation to (c), Hazel said that although she adored her daughter and son-in-law she had felt used and made redundant by their presence in the business.  Hazel had become very involved with their children, her grandchildren.  She told us that her daughter had commented that the grandchildren needed to distinguish between who their mother is and who their grandmother is.  (The client's own intergenerational entanglements (mother/grandmother) were out of awareness.)  Hazel said her son-in-law seemed to have taken over her place in the business and a great tension had developed between them.  And her son-in-law’s relationship with James had developed into one of rivalry.  It seemed to us as if both men were driven, continuously trying to out do one another in terms of superior creativity and energy.

In relation to (d), Hazel said that her other daughter who was not in the business and had not featured in the constellation was actually the one with the talent to take over the business but that at the moment she was still studying.

(e) When we asked about the place of James’s two daughters in the family and in the business, Hazel laughed at the prospect of it, saying they had no talent and were really such a drain on James.  Hazel did not like them, tolerating them on the rare occasions when they visited. They were, she said, just like 'the witch'.  This is how she referred to their mother. Her second husband's daughters seemed to be a threat to her, contenders for his affection as if they were love rivals of the same generation.  Hazel said that if she had put as much effort into her first marriage as her second that she would not have left him”. 

In relation to (f), it seemed (to us) there were a number of people missing from this constellation. The absence of the first partners of each of the co-owners, brought us back again to the question of the organisation’s origins.  Hazel  revealed that before she and James got together, she had worked for another man, who had introduced her to James whom he had brought to work for him.  She and her James had then walked away from the original business and set up their family business.  The business had not originated with them and there had been an acrimonious parting.

This was as far as the client seemed willing or able to go at the present time in  addressing the family dynamics revealed in the constellation: what was alive in the present or what was carried from the past.   

5
Systemic Insights

We had no permission to go further into the family dynamic without further undermining the existing management.  Moreover, we must meet the client in their process with respect.   Impulses may have been set in motion that may lead to growth and so in line with Hellinger (2006), we declined the urge to interfere further in order to accelerate the process.   It was a complex system with confusion as to place, reciprocity and systemic order.  We were aware, nonetheless of the following possibilities/speculations.

If someone is benefiting from the exclusion of others - the son in law in this case is benefiting from the exclusion of the male owner’s daughters - then experience from constellations and their aftermath suggest that there are systemic consequences (Hellinger, 2006).  Difficult dynamics have also been noted in the case of a man coming into his wife’s family business. 

The original founder had not been acknowledged.  The client and her husband saw him in a similar vein to how the present employees now viewed the male co-owner.  Hellinger says those we exclude will be imitated

The new picture formed in the constellation might have been of help to this family and their business. The client was not, however, receptive to the idea that if she were to acknowledge her husband’s first wife as the first wife and she herself as the second and if she could acknowledge his daughters and their dynastic right, her husband might be able to step back more easily.  The dynastic line was through the female owner and did not respect her second husband's own dynastic line. There may have been unfinished business from her first marriage (a separate system) leaving her less present and with a weaker bond in the subsequent marriage system (Hellinger et al., 1998). Going further back contact may have become interrupted through her parents divorce and her mother’s suicide, if the consequences of these have not been resolved they, like other early experiences, will be alive in present relationships.  The question arises as to who is the witch: the excluded wife or the smiling client retaining the purse strings?

The Constellation as a Diagnostic Tool Interpreted 
Psychodynamically 

As we continuously try to understand what goes on in organisations, Mosse (1994:7) cautions us not to: "ignore the systemic elements that affect the work".  So we pay attention to this and can see that the business system is being used to deliver an important message to the family.  What of the vital organisational message conveyed from the family system to the business?   Obholzer (1994:209) suggests that consultants working with organisations can be seen to have a similar role to that of the architect:  "predicting which are the load bearing structures and helping to identify what sorts of emotional loads these structures are carrying".  

When we look at the images and dynamics that emerged from the constellation reported above, we see how administration (as represented by the client/female owner) in this company was not respected.  One consequence of this might be the working hypothesis that administration staff would not be working to their potential.

We noticed narcissism around the creative force (as represented by the male owner), that was in competition and inflated.  This narcissism was at an unhealthy level and was not serving the organisation. 

What aspect of this organisation held the split of collapse and functioning?   We saw this dynamic as soon as the constellation started. We might ask whether the collapsing part is the driving force for the survival of the company (the female owner sought help).  What does this information call for, how can these ideas support the system? 

We notice the drive for survival (in the male owner) and wondered about the opposite, was the fear of annihilation running throughout the company during this transition time. Will people/the organisation in fact collapse?  While James had become weaker, his wife had become stronger.  She looked after him and was devoted to him in this condition:  “ he is nursed and coddled in a kind of golden cage" (Richter, 1974).  In a symptom neurotic family: “the part of the family which develops symptoms or is socially unacceptable is isolated by the others" (ibid p. 50).  This looks to be the case here.  We keep in mind that "the inductor in neurotic family situations is often the individual who considers himself and is often considered the normal person" (ibid p. 65).  There is an unconscious vested interest in his condition and behaviour because: "when the compensatory partner has been cured, then the equilibrium of the apparently healthy person collapses" (ibid p. 50). Was the company in fact quite happy just as it was; what would happen if it did nothing?

We notice: (i) the opposites of idealization and denigration; (ii) a denial of the past and (iii) a question corning the place from where the organisation received its life.  The above are represented through the first wives and the absence of both first partners.

 Now the question arises as to what supports the business, what are the foundations, who are the ancestors, to what/whom are they connected, how was the business conceived, what has been created and excluded?   Are there elephants in the drawing room, are they the two previous partners who were not in the family constellation?  Is there more history of the organisation which needs to be explored?  What about the man with whom both co-owners first worked:  did he in fact start the organisation? Without something behind them, where can the co-owners be going? 

We sensed a Kleinian destructive envy that hinders any forward movement. We find an organisation struggling with all its anxieties and defences of the paranoid schitzoid position.  Does this organisation fall into Bion’s (1961) basic assumptions coupling category in which there is a collective and unconscious belief that whatever the problems, some future event will sort them out?  Here, we are reminded of Stokes (1994:21) comment that: "The group behaves as if pairing or coupling between two members of the group or perhaps between the leader of the group and some external person, will bring about salvation".  The focus on the future avoids the present dilemmas.  Stokes even suggests: "that an improved premises would provide an answer to the group's problems" (ibid).  We know that this organisation has just done this.

We interpret what the client and the constellation representatives express individually as systemic symptoms and dynamics.  There are abandonment fears, fears of collapse and feelings of being cheated of a promised future. We are given clear messages about exclusion and inclusion and wonder what is being denied and repressed within the company at this time.   We notice the split mother imago with the internal 'good mother' and the destructive witch who is projected into the external world.  Is there some sibling rivalry between the workers; have some been viewed more favourably than others?  The client has not mentioned the customers or the product.   These might be represented by the two excluded daughters whose inclusion had such an impact on the constellation.  Fairy tales (for example, Cinderella) come to mind and we wonder how these ideas might support us explore power, leadership authority and change within this organisation at this given time.  (For the consultant, it is worth noting that these ideas derive from information that has emerged from a one  hour interview with the client and a forty five minute constellation.)

In the light of all of this, we now reflect on the original question and in line with Stokes, ask if it is still the relevant question for this family business. 


"The business is best served by a form of consultancy which does 
not have a preconceived idea of what the structure of the 
organisation should be on completion of the intervention, while 
giving the consultant opportunities to communicate ideas as they 
arise" (Stokes1994:209).

We are now in a position to set up another organisational constellation which is unencumbered by the family issues. Through further constellation work, we may be able to offer different possibilities which strengthen the company to itself explore different possibilities.   These constellations might be simply depersonalized aspects of the organisation’s experience: the past, the present and the future.  They might be set up according to function, place and inclusion and the inter-relationships and intra relations between them. We might consider the impact of including the customers and product with the business.  We could also look at structural constellations around the goal; achieving it, not achieving it and ambivalence (Baxter 2006, Von Kibed 2004), asking what benefits this company staying just as it is. It is as though, now we are returned to a clearer starting point 

6
Conclusion

Consultants using constellations as a diagnostic tool interpreted psychodynamically, act as a container (Bion 1961) for the interlinked family and business systems operating in family business.  Consultants need permission from the client and the group to work this way; they must be fearless enough to walk with respect from what is presented as a business issue through the internal landscape of the family and back again.  Only through this process can they arrive at a point of clarity.  One needs surgical precision to separate the membranes in order to view the merged (t)issues of this organisational transition, unencumbered and yet  clearly informed by the family system. 

As consultants our task is to understand the defences of the company in  an anxiety provoking situation and to feed them back to the client in an enabling way which relates back to the client’s question.  In this family business case, the two systems  needed to be de – stranded so we could begin to understand how the business system was functioning.  When this is understood the work is to disentangle it and make interpretation from the perspective of the business so that the family business may function more effectively with less distress.  When we listen to the informing field of the constellation (Mahr 1999) we can use this creative method as part of the consulting process to unpick and de - strand  systems.  It is informative, respectful and quickly gives us data to work with.

Successful family businesses pay attention to the family, Karen Lowery-Miller (2004) quotes U.S. economist Ronald Anderson who says of the wonder of family business:  “If you want to boil it down to one sound bite: someone is minding the store”.  When a family business is in trouble, then over and beyond any purely economic reasons you will generally find the family dynamics are out of line.  We feel that there is little point in paying lip service to the family side of family business or skating around family issues with prescriptions derived from rational management practice.   We concur with Jutta ten Herkel (2002) that “in the family business the underlying family system has more weight”.   We show by using the constellation methodology, how projections, transferences and identifications operating within an organisation can be revealed, and interpreted.   When destructive dynamics found to be operating in the family system are revealed, family members can more clearly work with the business issues and better understand the actual rather than the idealised family business corporate culture.  They can then address issues in ways respectful to both the family and the business system. 

Organisational constellations have been used to explore family business. When family issues have come to light, one can, with permission either work with the family issue through a family constellation or ignoring the family dynamic work with the business issue, and as Guntard Weber advises, sensitively suggesting that some family /individual work might be appropriate.   Either way you are working with one or other system. The important contribution of this paper is a further movement into the overlap and intra communication between the two systems.  We believe that the internal world of one informs us about the  internal world of the other.  We are listening for the unconscious messages moving between the family  and  the business system.

The approach described above for doing this is somewhat divergent from the current paradigm of organisation constellation practice and very divergent from current family business management practice. We believe that using systemic constellations and psychodynamic theory as a method of enquiry into the family business is a strengthening support for both systems.   And the constellation is a superb diagnostic tool enabling the consultant to work with clarity and  authenticity in the service of the family business.
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