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Faculty Internships in Family Business

Abstract

The University of Toledo Center for Family Business embarked on a pilot faculty
internship program during the summer of 1998. Faculty internshipsin family business offer
benefits to students and the community of the blending of academics with real-world business.
The purpose of this paper is to assist business schools in evaluating whether participation in a
faculty internship program in family business would be advantageous to them. We detail the
background for the Stranahan Faculty Program at the University of Toledo, share insights into the
experiences of our faculty interns and the participating family businesses in our pilot program, and
discuss the merits of afaculty internship program.

Introduction

The University of Toledo Center for Family Business embarked on a pilot faculty
internship program during the summer of 1998. For a program such as this to become successful,
it isimportant that benefits accrue to both the participating faculty and family businesses; and,
ultimately, to our students. The purpose of this paper isto assist business schools in evauating
whether participation in afaculty internship program would be advantageous to them. A
discussion on faculty internships, in general, follows in Section I1. Section |11 details the
background for the Stranahan Faculty Program at the University of Toledo. Sections|V and V
share insights into the experiences of both the faculty interns and the participating family
businesses in our pilot program. Advantages and disadvantages associated with a faculty
internship program are also discussed. Section V1 discusses the future of the Stranahan Faculty
Program at the University of Toledo

Literature Review

Collaboration between faculty members and business |eaders continues to grow in a
number of disciplines. Such cooperation helps focus relevant topics as faculty members plan
curriculum that will benefit the future employees of businesses. In order to achieve this godl,
faculty need to be aware of training needs necessary for post-graduate employment success, and
also need to have the practical knowledge necessary to convey this information to students.
Faculty internships are common ways of enhancing this relationship. Levy (1988) argues that
although time and experience tend to enhance teaching performance, being removed from
practioner experiences can diminish the quality of classroom material taught. Faculty internships
give faculty members an opportunity to sharpen their knowledge base of practical applications to
better illustrate conceptual topics. Participating firms also gain by helping faculty to produce
graduates that have improved training for entering post-graduate employment, and by having



direct exposure to the University environment, they are more aware of the services provided by
business faculty.

Accounting is one discipline where faculty internships have been among the most
prevalent. Herring and Dykes (1987) argue that more accounting faculty members are interested
in pursuing faculty internships due to academials need for more practical classroom applications
and the American Assembly of Collegiate Schools of Business (AACSB) is moving toward
requiring accounting faculty to have experience in public accounting firms.  Accounting faculty
contribute technical expertise, additional manpower during busier time periods, training
assistance, and informal reviews. In addition, public relations, recruiting, and marketing efforts
may be enhanced for participating firms.

Moreover, Friedlob and Trapnell (1988) point out that faculty internships bring rea-life
experiences to faculty membersin interna auditing programs. They suggest that micro-
internships, defined as a few days to aweek, provides an adternative to longer programsin an
attempt to reduce costs to faculty and companies, to increase exposure to more areas within the
sample time period, and to broaden the number of faculty that may be able to participate.

Other disciplines are following suit. Balakrishnan, Brown, Dunlap, and Pahl (1995)
discuss how a successful two year relationship between Alcoa and MIT faculty resulted in
improvement in the operations area at Alcoa. Asaresult of the partnership, the plant was able to
reduce tube drawing efforts by 20 percent and led to future academic experiences in terms of
student thesis research and of faculty classroom use of War stories gained in the process.

A unique pairing exists between the University of Wisconsin-Stout and Textile/Clothing
Technology Corporation. Faculty internship experiences in the apparel industry have been found
to be successful in strengthening the apparel industry through education (Black, 1993). Annette
Fraser, program director of the Apparel Design and Manufacturing Department at the University,
believes that three objectives are accomplished through the faculty internship, including insuring
[that apparel manufacturing skills taught in the classroom are applicable to the real worldJ,
promoting the apparel industry and the students who are preparing for it in a positive light,[]
and focusing on the limpact of changing needs of the apparel industry on education today and in
the future [being] prepared to act on change.[1 (Black, 1993, p. 35).

Ettlie (1995) discusses an alliance between manufacturing and education. The Michigan
Joint Manufacturing Initiative (MJMI), a partnership between students, companies and faculty at
the University of Michigan, allows for opportunities to work as a part of a project teamin a
manufacturing facility. Smith (1996) discloses that faculty internship programs are also taking
place in the insurance industry. He believes that such a program will benefit both practioners and
academics.

Designing appropriate guidelines for the successful partnership between business and
faculty isvital to the success of afaculty internship program. Kulesza (1994) highlights important
steps used by ITT Automotive in initiating their pilot faculty internship program. These steps
include the establishment of clear expectations for faculty, the time commitment required, the



necessary framework in order for faculty to complete their project, and the procedure for
reviewing the outcome of the internship. Lee (1988) further argues for the need of designating a
primary contact person within the sponsoring company and for determining the extent of client
confidentiaity as vital to the success of afaculty internship program.

Realizing that family businesses make up nearly 90 percent of all businessesin this
country, faculty internships in family business have the opportunity to integrate important training
needs unique to family businesses into existing university curriculum. With the explosion of
centers for family business throughout this country and implementation of curriculum directly
related to working in afamily businesses, the timing seems appropriate for universities to consider
the partnership between family businesses and faculty in this growing discipline. Because of
educational training and tradition, most business school curricula are built around a corporate,
large firm framework. Faculty internships alow business faculty to educate themselves first-hand
on differences existing between family business and other businesses. Since a mgjority of
business school graduates will be working for small and family businesses, faculty internshipsin
family business provide a valuable link in properly preparing our students employment in such
organizations.

Background for Stranahan Faculty Program

The idea for the Stranahan Faculty Program was initiated by members of the University of
Toledo Center for Family Business(CFB) Curriculum/Research(C/R) Committee. The mission of
the committee, which consists of faculty and Center members, is to incorporate family business
issues into the curriculum and research of the College of Business Administration. Family
business members and faculty identified a need to foster real world experience in the classroom
and decided that afaculty internship would be effective. The committee had also been responsible
for initiating the new Entrepreneurship, Family and Small Business Mgor, including a new
[Dynamics of Family Business_ tourse. There was a desire to enhance faculty development for
these initiatives.

The Stranahan Faculty Program was devel oped to blend the business and academic worlds
with benefits to each and most importantly the student. Faculty desired to further their
professiona education, research opportunities, and business experience. Family businesses saw
the opportunity to show faculty their business and improve their operations through faculty
expertise.

The CFB and C/R Committee wanted to impact teaching, curriculum, and research,
resulting in an ultimate goal of better preparing students to establish careersin family businesses
as family members or non-family members.

Pilot Program Description

The Stranahan Foundation had previously endowed the CFB through a three-year
matching challenge grant of $250,000 annually. The CFB successfully met the challenge



establishing more than $1,000,000 in endowed fundsin 1995. After the decision was made to
pursue the pilot faculty internship program, the Stranahan Foundation was approached again for
their support. Specific faculty were initialy interviewed by the associate director and director of
the CFB to ascertain interest. A draft proposal was written by the director and the CBA director
for External Grants and Promotions. The following purpose was included:

In keeping with the mission of the University of Toledo Center for Family Business, the
Stranahan Faculty Program enhances opportunities for continuing professional education and
research as it provides service to its membership. Faculty members bring with them the global
perspective of academics; host firms contribute the social and economic realities of family
business. As a result of this exchange of expertise and skills, faculty will integrate the unique
culture of family enterprise directly into the classroom, their research and service in the
community. Graduates of the College benefit from this ongoing interaction and will enter the
community and workforce as professionals skilled in the dynamics of family business.

Based on this mission, the program was designed with the following responsibilities for
each constituent:



TABLEI
University of Toledo
Stranahan Faculty Program
Responsibilities for Participants

Faculty Participation

Oldentify specific expectations for success including implementation of those goal's throughout the program and
long term within their academic career.

OMeet with matched family businesses to coordinate objectives and devel op a common measurable set of goals.

O0Commit aminimum of 160 on-site hours immersed in each aspect of the businesss daily operationsto
understand the culture and environment.

O Participate in assessment on an on-going basis with the company and the C/R committee concluding paper
proposing specific recommendations and a written comparison of origina expectations with the redlity of their
experience and itsimpact in their classrooms and research.

Family Business Participation

O Identify specific expectations for faculty to be integrated into the business and a project for faculty to complete
and provide recommendations to the company.

0 Communicate and organize their company so that everyoneis aware of the program and its projected outcomes.

O Provide appropriate environment through commitment of time, resources, personnel and facilitiesasa
contribution to the faculty learning experience.

O Participatein on-going assessment process and compensate faculty for recommendations at agreed upon amount.

Center C/R Committee Responsibilities

0 Salicit funding from an externa source, the College and the family business for two [ihternshipsCas a pilot for
1998 with more permanent funding as along term goal.

O Create a budget to include external faculty funding for program participation, and for approval of comparison
paper of expectations and redlities, family business payment to faculty for useful recommendations and College
contribution to faculty for program. Oversee budget and compensation.

O Select family businesses and faculty applicants and facilitate their coordination of expectations and projects.

O Lead the continual monitoring and assessment of the program so that the programi(s purpose is being met and
constructive revisions are incorporated.




Program Implementation

The proposal was submitted to the Stranahan Foundation in December 1997 and approval
was granted for two internships with an award of $20,000. Faculty members would receive
$8,000 each with the opportunity to receive an additional $2,000 for writing a paper detailing
how their experiences in the family business will enhance their classroom.  Additional
compensation was secured through the College of Business Administration ($4,000). Volunteer
family businesses, one whose CEO is a member of the C/R committee and another whose founder
was Chair of the Advisory Board of the CFB were paired with two faculty members, one, the
associate director of the CFB and another, a management professor. Goals and objectives were
obtained from each business and intern after initial meetings were held to discuss the program and
projects for the faculty. This planning occurred from February until June 1998 when the program
began. Each company agreed to award up to an additional $3,000 in merit compensation for each
faculty intern upon completion of the summer internship. The merit compensation would be
contingent on faculty making useful recommendations to the family business based on the project
assigned in each case. Maximum compensation per faculty member meeting all expectations was
$15,000.

Faculty Internship Experiences

Internship Experience 1

One faculty internship took place at a manufacturing firm with plants located throughout
the region. The firm has grown dramatically since its founding in the 1970s, but recently has
experienced reduced sales growth. For the first timein their history, the work force was reduced
about a year ago.

The internship consisted of conducting a needs assessment related to training.  The
faculty member chosen did not have academic training in Human Resources. Meetings were held
in December and March to formalize the arrangement and to overview the process. The faculty
member initiated an aggressive reading agenda in order to familiarize himself with issues related to
aneeds assessment. The 160 contact hours began during the first week of June. The Vice
President responsible for human resource issues met with the faculty member outlining the
project. Because of the faculty(s lack of academic training in human resources, the Vice
President prepared the survey guestions used during the needs assessment. In addition, she
circulated a memorandum to all employees notifying them of the project.

The first step in the process for the faculty intern involved making contact with each
member of the executive team to have them overview their respective areas. By doing so, the
faculty member became aware of issues specificaly related to a particular area. This aso alowed
the faculty intern to familiarize himsalf with overall directions and goals of the company. Asa



result of the interview process with the executive team, six overall organizational gquestions were
developed by the faculty intern that were added to the needs assessment developed by the Vice
President.

Following the meetings with the executive team members, the faculty intern had complete
autonomy to decide when and in what order to interview employees. Employees at the corporate
headquarters and alocal plant were interviewed first. Where possible, face-to- face interviews
took place. Only when employees were at distant locations or were locally inaccessible due to
their position (sales) were phone interviews used.  Interviews ranged from 15 to 45 minutes. The
faculty intern took specific notes on questions related to the needs assessment. Employees were
also asked the six questions developed as a part of discussions with the executive team. Due to
the more persona nature of these questions, employees were told that responses to these six
guestions were completely confidential. Prior to interviewing employees at the local plant, the
Vice President made a follow up phone call to set the ground work for the needs assessment to
take place in that environment. In order to maximize efficiency, the faculty intern called ahead
and arranged to interview each of the local plants_employees. Because the other plant locations
were several hours away, the CEO arranged for the faculty intern to accompany him on a
scheduled company chartered flight to those locations. The faculty intern set up interviews for
these employees on-site during his time at each place.

Following the completion of the interview process, the faculty intern met with the Vice
President and discussed how the final report should be presented and to be debriefed. The faculty
intern prepared a 65-page report compl ete with observations and recommendations based on the
needs assessment and six additional organizational questions. The faculty intern also presented a
two-hour fina presentation for the executive team concerning the findings. Although the report
contained no major surprises for the executive team, it did serve as abasis for launching a full
scale training program in the months that followed.

The faculty member participating in thisinternship will be teaching the first-ever
[Dynamics of Family Business_ tourse during the Fall semester of 1998. This faculty member
indicated that his experiences and observations will assist him in many facets of teaching the
course including first-hand experience in the training needs necessary for success in afamily
business.

Internship Experience 2

The second internship was done at a small organization that had approximately 150
employees. Its primary products are private-label janitorial and sanitary supplies that are sold to
wholesale distributors across the United States. The organization only recently established a
presence in international markets, and about 5% of their annual sales come from overseas
distributors.

The structure of the company is team-based, with seven teams (and their associated team
leaders/coaches) forming the plant and back office. During the past year the organization has
been pursuing the goal of 1SO-9002 certification. To that end, the Quality Assurance Manager



has been working with each of the teams to write their work procedures and work instructions.
After meeting with the President and Vice President of Operations, it was decided that this
internship would focus both on the faculty member learning an 1SO-9002 implementation and in
identifying human resource issues that may affect and influence the success of process and
product quality in the organization.

During the actual 160 contact hours spent with the company the faculty member worked
in seven different departments and on two shifts. Some of the jobs engaged in to learn the work
procedures ranged from palletizing products to be shipped, running some of the machinery,
pulling product from inventory, and packing boxes of product for shipping. Working closely with
the Quality Assurance manager to develop 1SO-9002 audits in preparation for their impending
certification audit in 1999 was also a main feature of the internship. In addition, time was spent in
the front office learning about screening art work, order entry, customer service, human
resources, marketing/sales, and purchasing.

Of al jobs performed, however, a primary one was [Participant Observer,[listening to
shop floor employees, supervisors, office personnel, and top management speak to their
observations and concerns about 1SO-9002 certification and other day-to-day human resource
issues. As part of the outcome for the top management of this family business, the faculty
member wrote a detailed report that raised red flags, offered suggestions, and facilitated further
discussions about the efficacy of the 1ISO-9000 process. Ultimately, the organization decided not
to pursue actua certification and to address many of its human resource needs by hiring a human
resource generalist. Asadirect result of the faculty internship, the organization was able to gain
perspective about some of its processes through a different set of eyes than its normal
participants, and that gave it a unique vantage point for seeing how changes may affect
employees, systems, and processesin its plant and office operations. Moreover, as a direct
outcome for the faculty member, the knowledge gained concerning I SO certification has been able
to be directly applied to an Executive MBA course that deals with quality metastandards and
management issues surrounding quality programs. For the organization and the faculty member,
theinitial faculty internship experience was both rewarding and insightful[@ success, by all
accounts.

Evaluation of the Pilot Program

An evaluation took place in August 1998 including representatives from each family
business, each faculty member, members of the C/R committee, the dean of the College, atrustee
from the Stranahan Foundation and the director of the CFB. It was an extremely productive
session with positive suggestions for a new proposal for 1999.

Suggested improvements include better internal communication within the College and the
family businesses, more regular monitoring during the program, and an earlier beginning for the
matching and planning process. Severa additional benefits were identified including long term
improvement of the graduates prepared to work in family businesses as well as faculty
development for the Entrepreneurship, Family and Small Business Mg or and research
opportunities.



The papers written by the faculty were submitted to the Stranahan Foundation and
approved so that by the end of August all payments were made to the faculty from the Stranahan
Foundation, the host family businesses, and the College. Each company paid the maximum in
merit compensation for recommendations from the faculty.

These internship experiences were extremely vauable for reinforcing and enhancing what
is taught about organizations. Severa outcomes were achieved through these experiences. First,
the connections made between the organizations and the college and faculty members helped each
to better understand the roles each plays in our learning community. The participating
organization serves as a valuable [dlassroom,[particularly for learning more about and applying
the knowledge, skills, and abilities we teach our students in the college classroom. Likewise, the
faculty serves as a valuable resource for organizations that may have falen into routine, [Business
as usual [practices that no longer are efficacious. Because the faculty are ableto [Seelthrough
different lenses than insiders, they can offer the participating organization current thoughts on
applying alternative ways of doing things.

A second outcome of our pilot project was the realization that the projects chosen should,
in and of themselves, be ateaching tool. By this we mean that the faculty member should be
[learning through doingCand that the scope of the project be broad enough to allow autonomy
for accomplishing it, but not so broad as to be incapable of finishing in the time allotted. Thus,
the project goals need to be carefully thought out, communicated to all partiesinvolved (and this
includes on-site employees who would be working with the faculty member), and evaluated
throughout the project(s duration by the faculty and the organization. In thisway, clear
outcomes and learning objectives can be achieved for both participants.

Finally, because the faculty members chosen for these internships had a great deal of
business experience, though not necessarily in the areas in which they worked, expectations about
what they would find were very similar to the realities experienced. One benefit for the classroom
isto have professors who are able to explain both the [theoryand the  [practice.[] One
complaint about some faculty is that they often do not understand the practice part of the
equation. Therefore, in future internship [hatchesbetween companies and faculty, we believe
a benefit for the classroom would be to encourage those faculty without a great deal of recent
business experience to participate in order to gain [feal-worldCknowledge about their areas.

Future

The Center for Family Businessis currently writing aformal evaluation for submission to
the Stranahan Foundation in October 1998. They will also submit a new proposal reflecting the
recommended improvements by December 1998. Discussion is ongoing regarding long term
funding for two annual faculty internships. Identification of two family business hosts will beginin
the fall 1998 with faculty applications beginning in winter 1999. Marketing of the program
continues through the Center to its members and to faculty through College meetings and
announcements.

The future is positive for the Stranahan Faculty Program. The College and Center have



developed a good partnership with the Stranahan Foundation including an appreciation of the
thelr missions. Faculty are enthusiastic and severa family businesses and faculty have aready
shown interest in participating in 1999. The blending of academics with real-world businessis
beneficia to each, aswell asto our students and the community. Innovative curriculum, teaching
methods and classroom projects are being developed. The program serves to encourage
economic development projects between the University and family businesses. The Center |ooks
forward to continually improving an effective program for many years.

References
Balakrishnan, A., S. Brown, D. Dunlap, R. Pahl. (1995). [nterdisciplinary Industry-
University Collaboration: Lessons From an Operations Improvement Project,l]
Interfaces, 25 (5), 12-41
Black, S. (1993). [Champions of Doers,[] Bobbin, 35 (4), 34-36

Ettlie, J. (1995). [How Y ou Can Help Shape Manufacturing and Education,lJ Production, 107
(4), 18-19.

Friedlob, G. And J. Trapnell. (1988). [Faculty Micro-Internships: OJT That is Priceless and
Painless,[] The Internal Auditor, 45 (6), 10-13.

Herring, R. And L. Dykes. (1987). [Should Y ou Set up a Faculty Internship in Your Firm?
The Practical Accountant, 20 (2), 71-73.

Kulesza, C.S. (1994). [The Faculty Internship Programat ITT Automotive,[] Management
Accounting, 76 (1), 43-46.

Lee, P. (1988). [Faculty Internshipsin Public Accounting,[] The CPA Journal, 84-86.

Levy, E. (1988). [Educators and Practioners. a Faculty Internship Experience,]
Massachusetts CPA Review, 62 (4), 11.

Smith, B. (1996). [Ihsurance Faculty Internships- An Update,[] Society of Chartered Property
and Casualty Underwriters,. CPCU Journal, 49 (2), 67-68.



