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Vorwort

Dieses Buch ist eine Festschrift fiir einen besonderen Menschen. Professor Dok-
tor Arist von Schlippe hat in seiner Tatigkeit seit 2005 am Wittener Institut fiir
Familienunternehmen (WIFU) an der Universitdt Witten/Herdecke vielfach gewirkt
und vieles bewirkt.

Mit diesem Werk mochten wir ihn anldsslich seines 70. Geburtstages am 12. April
2021 ehren und aufzeigen, welche »Spurenc er in seinem akademischen Wirkungs-
kreis in den letzten 15 Jahren hinterlassen hat. Denn Arist von Schlippe ist in der
Forschergemeinschaft fiir den Bereich des Familienunternehmertums weithin
bekannt, fachlich anerkannt und respektiert, aber mehr noch: als Mensch sehr
geschitzt. Es verwundert daher nicht, dass es kurzerhand gelang, fast 40 nationale
und internationale Kolleginnen und Kollegen aus der Forschung, der Beratung und
dem Feld des Familienunternehmertums dafiir zu gewinnen, einen besonderen
Beitrag fiir dieses Werk zur Verfiigung zu stellen. Das Aufsergewohnliche an diesen
Beitrigen ist die personliche Note der Autoren, mit der sie sich auf das Wirken und
Bewirken des Geehrten im Umfeld ihrer Arbeit bezogen haben. Alle Autorinnen und
Autoren waren gebeten worden, in ihren Beitrag einfliefden zu lassen, in welcher
Form Arist von Schlippe ihre Arbeit in den letzten eineinhalb Jahrzehnten geprigt
und bereichert hat. Es ist erstaunlich und sehr beriihrend, welche Riickmeldungen
hier von den Beitragenden gegeben wurden. Dies wurde zum Teil durch die wissen-
schaftliche Form der Ehrerbietung iiber Zitationen, aber auch durch sehr person-
liche Aussagen iiber ihn vorgenommen.

Dieses Werk ist somit in zweierlei Hinsicht bedeutsam: Zum einen bringt es
fiihrende Forscher und Berater und eine Stimme der Familienunternehmer in
einem Buch zusammen und gibt fachlich interessierten Lesern und Leserinnen
Aufschluss iiber eine Vielzahl wichtiger Perspektiven, Beratungserfahrungen und
Forschungsergebnisse im Feld des Familienunternehmertums und der Unter-
nehmerfamilien. Zum anderen erschliefdt sich fiir den AuRRenstehenden etwas iiber
die besonderen Qualitdten des Menschen, den wir mit dieser Schrift anldsslich sei-
nes Jubildums ehren wollen und mit dem ich das Vergniigen hatte, {iber mehr als
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15 Jahre zusammenarbeiten zu diirfen, und mit dem ich persénlich durch eine tiefe
Freundschaft verbunden bin.

Es bleibt zu hoffen, dass beide Aspekte dieses Buches eine starke Verbreitung
erfahren und das hierin enthaltene Wissen bei dem geneigten Leser und der
geneigten Leserin ebenfalls wirkt.

Witten, im Dezember 2020
Tom A. Riisen



Foreword

This book is a Festschrift for a special person. Professor Doctor Arist von Schlippe
has accomplished so much at the Witten Institute for Family Business (WIFU) at
Witten/Herdecke University since 2005.

Through this work, we want to honour him on his 70th birthday on 12 April 2021
and show the mark he has left on his academic field over the last 15 years. Arist von
Schlippe is widely recognised, renowned, and respected among family business
researchers; more, he is greatly valued as a person. It is therefore unsurprising that
close to 40 national and international colleagues from research, consultation, and
the family business field were eager to contribute to this work. What is so special
about these contributions is the authors' personal connections with the work and
accomplishments of the person honoured here. All the contributing authors were
asked how Arist von Schlippe had influenced and enriched their work over the last
one and a half decades. The feedback is astonishing and moving, and was provided
in the form of both academic recognition, through citations, and personal testimo-
nies about Arist.

This work is therefore important in more than one way: it brings leading research-
ers, consultants, and a single voice of the owner of a family business together within
one book. It is offering to the interested reader an insight into several important
perspectives, consulting experiences, and research findings in the family business
and business family field. It also helps explain to outsiders the special qualities of
the person honoured by this work, with whom I had the pleasure of working for over
15 years and with whom I share a deep personal friendship.

I hope that both aspects of this book will be widely appreciated and that the
knowledge contained therein may enlighten the interested reader.

Witten, December 2020
Tom A. Riisen



Tom A. RUsen

Einflihrung

»Im Bibliothekswesen herrscht der akademische Begriffsgebrauch vor, der als Festschrift
gewohnlich die einem Gelehrten gewidmete Sammlung von Aufsdtzen ansieht. Die Beitréige
zu dieser Artvon Verdffentlichung werden meistvon Schiilern, Freunden oder Fachkollegen
zu einem runden Geburtstag des Geehrten verfasst.«t

Dieser Logik folgend ist die Festschrift fiir Arist von Schlippe aufgebaut. Die von den
Autorinnen und Autoren beigetragenen Kapitel geben dabei einen breitgeficherten
Einblick in spezifische Fragestellungen im Kontext der Forschung und Beratung von
Familienunternehmen. Nicht nur die Themen sind heterogen, sondern auch die
Arbeitsfelder und Perspektiven ihrer Autoren. Es handelt sich somit um ein trans-
disziplindres Werk, an dem Betriebswirte, Juristen, Psychologen und Soziologen
mitgewirkt haben. Gleichzeitig werden theoretische und praktische Fragestellungen
und Konzepte behandelt. Da diese Festschrift von freundschaftlich verbundenen
Menschen fiir einen besonderen Menschen mit der Idee verfasst worden ist, diesem
Menschen einen Ausdruck ihrer Wertschitzung entgegenzubringen, gestaltete es
sich fiir den Herausgeber zunéchst gar nicht so leicht, eine angemessene Reihung
der Beitrdage und somit eine Strukturierung des Buches zu finden. Sollten diese the-
matisch und nach einer fachlichen Passung erfolgen? Sollte es Teile geben, die z.B.
psychologische, juristische und betriebswirtschaftliche Fragestellungen separat
abhandeln? Oder ist eine Trennung praktischer und wissenschaftlicher Perspek-
tiven angemessen? Vielleicht wire es ja auch klug, die Artikel nach Abgabedatum
Zu sortieren?

Viele Moglichkeiten also, den Aufbau dieses Werks zu organisieren. Letztend-
lich ist der »rote Faden« dieses Buches die Verbindung zu dem mit dieser Fest-
schrift geehrten Wissenschaftler und in der Praxis titigen Therapeuten und Berater
Arist von Schlippe. Vor diesem Hintergrund erschien es sinnvoll, die Reihung der
Beitrige entlang des Nachnamens der Autoren und Autorinnen vorzunehmen. So

1 dewikipedia.org/wiki/Festschrift; abgerufen am 19.10.2020.
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fillt es der geneigten Leserschaft leicht, sich den Artikel entweder aufgrund des
fachlichen Inhaltes oder aus Neugier iiber die personliche Beziehung zu dem hier
Geehrten vorzunehmen.

Den Auftakt geben Claudia und Joe Astrachan in ihrem Beitrag zu dem Verhiltnis
einer relevanten und rigorosen Forschung und damit zu der Frage, warum die Praxis-
relevanz von Forschung notwendig ist. Beide verbindet eine langjahrige Freundschaft
mit Arist durch eine Vielzahl gemeinsamer Symposien sowie praxisbezogener Ver-
anstaltungen. Sie sind in ihrer eigenen familialen Entwicklung eng mit dem hier
Geehrten und dem WIFU insgesamt verbunden.

Ethel Brundin beschiftigt sich mit Fragestellungen zu Emotionen in Familien-
unternehmen und wie diese betrachtet werden kdnnen. Ethel und Arist verbindet
eine mehrjahrige Zusammenarbeit im Rahmen des STEP-Projekts?

Im Beitrag von Andrea Calabro geht es um die Auswahl von Nachfolgern und die
Rolle der Geburtsreihenfolge hierbei. Andrea war mehrere Jahre am WIFU als Pro-
fessor tiatig und motivierte Arist stets, sein Italienisch zu entwickeln und die italie-
nische Essenskultur in Osnabriick zu etablieren.

Thomas Clauf3 beschiftigt sich mit Familienunternehmen im digitalen Trans-
formationsprozess. Thomas gehort seit kurzem dem Team des WIFU an und arbei-
tet in diesem Rahmen mit Arist zusammen.

Alberto Gimeno setzt sich mit den mentalen Modellen von Familienunternehmen
auseinander. Der Autor lernte Arist iiber das STEP-Projekt kennen und ist zu einem
sehr engen Freund geworden. Unvergessen sind die vielen gemeinsamen Momente,
u.a. Bootsfahrten mit gebrochenen Fingern, die Entwicklung der Mentalen Modelle
2.0 sowie das Landerspiel Deutschland — Argentinien, das wir 2010 gemeinsam im
Rahmen eines Blockseminars zusammen anschauten.

Im folgenden Beitrag beschreibt Torsten Groth die zehn systemischen Gebote
der Beratung von Familienunternehmen und Unternehmerfamilien. Torsten und
Arist verbindet eine langjdhrige und durch Freundschaft geprigte Zusammenarbeit
am WIFU, aus der eine Vielzahl gemeinsamer Publikationen hervorgegangen ist.

Um die Marke Familienunternehmen geht es im Beitrag von Andreas Hack. Der
Autor und Arist sind seit knapp einem Jahrzehnt freundschaftlich verbunden, haben
das Wittener Forschungskolloquium aus der Taufe gehoben und viele Doktoranden
bei der Entwicklung ihrer Fragestellungen unterstiitzt.

Im Beitrag von Brun-Hagen Hennerkes steht der Streit in der Unternehmerfamilie
im Fokus des Interesses. Den langjdhrigen Freund des WIFU verbindet einen regel-
maifigen und durch hohe Wertschitzung geprigten Austausch mit Arist.

2 Successful Transgenerational Entrepreneurship Practice. Ein internationales Forschungsprojekt, an
dem fiihrende internationale Forschungseinrichtungen teilnehmen.
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Anita von Hertel, Sarah Heiligensetzer und Adrian Thomas durchleuchten die For-
men der Annahme von Feedback. Anita und Arist verbindet eine langjihrige und
durch Freundschaft geprigte Zusammenarbeit im Rahmen der Mediatorenaus-
bildung.

Marcel Hiilsbeck setzt sich aus einer 6konomischen Perspektive mit Eigentiimern
als Managern des Familienunternehmens auseinander. Der Autor hat diverse Texte
mit Arist zusammen verfasst und 2017 die Funktion des Akademischen Direktors
am WIFU direkt von ihm iibernommen.

Franz Kellermanns beschiftigt sich mit zentralen Fragen in der Konfliktforschung.
Er hat mit Arist zusammen die ersten internationalen Journal-Publikationen auf
den Weg gebracht und steht seitdem mit ihm in freundschaftlichem Austausch.

Rainer Kirchdorferbehandelt ein brisantes Spannungsverhiltnis, er fragt: Familien-
unternehmen und Politik — eine komplizierte Liaison? Rainer ist schon lange Jahre
dem WIFU als Dozent und Freund verbunden und pflegt mit Arist vom ersten Tag
seiner Tatigkeit an eine freundschaftliche und herzliche Beziehung.

Heiko Kleve, der derzeitige Akademische Direktor des WIFU, befasst sich mit dem
Wesen der Unternehmerfamilie. Heiko hat 2017 die Nachfolge von Arist am WIFU
angetreten, viele gemeinsame Uberlegungen aufgegriffen, durch eigene Perspek-
tiven weiterentwickelt und setzt somit das »systemische Erbe«in der Forschung zu
Familienunternehmen und Unternehmerfamilien fort.

Im nichsten Beitrag kommt mit Hermut Kormann der »Patenonkel« des WIFU
zu Wort und stellt Uberlegungen an, wie mit Neurosen in der Unternehmerfamilie
umzugehen ist. Hermut und Arist sind die »alten Haudegeng, die in freundschaft-
licher Verbundenheit bei der gemeinsamen Arbeit mit jungen Doktoranden den
Blick fiir die Praxis regelméifiig scharfen.

Mit Jiirgen Kriz spricht der Doktor- und Habilitationsvater von Arist, er nimmt
die handlungsmoderierenden Bedeutungsdynamiken in Familienunternehmen
unter die Lupe. Von allen Co-Autoren dieses Werks verbindet ihn die 1dngste wissen-
schaftliche Zusammenarbeit mit Arist, die in Osnabriick ihren Ausgangspunkt hatte.

Peter May beschreibt Familienunternehmen als Wirtschaftsform. Ein freund-
schaftlicher Austausch sowie die Arbeit in der Governance-Kommission fiir Familien-
unternehmen verbinden Peter und Arist.

Daran anschliefRend geht Torsten Pieper auf die Bedeutung des Zusammenhalts
der Unternehmerfamilie ein. Uber die Jahre haben sich Torsten und Arist immer
wieder im Rahmen von Forschungskonferenzen und Fufénoten »getroffen« und ein
freundschaftliches Verhiltnis zueinander entwickelt.

Um die Interaktionsdynamiken innerhalb von Unternehmerfamilien dreht
sich der Beitrag von Markus Plate. Markus ist einer von Arists ehemaligen wissen-
schaftlichen Mitarbeitern und Schiilern, der Arist bereits in seiner Zeit in Osna-
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briick kennengelernt hat und der dem Forschungsfeld des Familienunternehmer-
tums nach seiner Promotion in Witten verbunden geblieben ist. Aus ihrer bis heute
andauernden Zusammenarbeit gingen einige Publikationen hervor.

Reinhard Priigl, Dinah Spitzley und Natalie Rauschendorfer beschreiben zehn The-
sen zur ndchsten Unternehmergeneration. Arist und Reinhard verbindet eine hohe
gegenseitige Wertschitzung im Feld der Familienunternehmensforschung.

Einsatzmoglichkeiten der Systemtheorie im Forschungsfeld des Familienunter-
nehmertums stehen im Mittelpunkt des von Sabine Rau und Renate Wolfram ver-
fassten Beitrags. Zwischen Sabine und Arist besteht eine langjdhrige wertschéitzende
Verbindung, aus der gemeinsame Publikationen hervorgegangen sind.

Der nichste Beitrag untersucht Tabus in Unternehmerfamilien und skizziert
neben hier denkbaren Themenfeldern auch einen Forschungsansatz, wie diese
bearbeitet werden konnen. Als Autor dieses Kapitels und Herausgeber dieser Fest-
schrift verbinden mich mehr als 15 Jahre Forschung, Beratung und eine wunder-
schone Mannerfreundschaft mit Arist.

Christoph Schreiber erortert die Konfliktbeilegung aus prozessrechtlicher Sicht.
Christoph ist seit 2017 am WIFU tdtig und vertritt hier den Rechtsbereich mit einer
grofden Sympathie fiir die psychologischen Ansdtze von Arist, mit dem er in freund-
schaftlichem Austausch steht.

Sara Davis, Ruchi Nadkarni, Pramodita Sharma und James Chrisman befassen
sich mit der generationeniibergreifenden Nachfolge in Familienunternehmen aus
psychologischer Sicht. Pramodita und Arist kennen sich bereits seit den Anfingen
seiner Tdtigkeit in Witten. Die Ehrendoktorverleihung an Pramodita durch die
Universitdat Witten/Herdecke stellte einen Hohepunkt der freundschaftlichen
Beziehung von beiden dar.

Fritz Simon geht der Frage nach, warum Familienunternehmen relativ spat
wissenschaftlich untersucht wurden und lange Zeit einen weifsen Fleck auf der
Forschungslandkarte darstellten. Fritz kann als Mitbegriinder des WIFU, der explizit
die psychologische Perspektive in den Griindungsjahren einbrachte, als Vorgianger
von Arist angesehen werden.

Andreas Steinhiibel wirft einen Blick auf das Coaching von Ubergangssituationen
und hier auf eine ganzheitliche Klirung zwischen Nachfolgenden und Patriarchen.
Andreas hilt seit seinem Studium in Osnabriick einen regelmifRigen Kontakt zu
Arist, ist iber eine gemeinsame Lehrtédtigkeit an der Universitdt Witten/Herdecke
mit ihm verbunden und steht in freundschaftlichem Austausch mit ihm.

Im letzten Beitrag schlief3lich geht der zweite Mitbegriinder des WIFU, Rudi
Wimmer, dem Wesen des Familienunternehmens auf den Grund. Rudi und Arist ver-
bindet eine langjdhrige und herzliche Freundschaft, die iiber die vielen Zusammen-
treffen am und im Umfeld des WIFU kontinuierlich wuchs.
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Zum Ausklang des Werks liefern zwei befreundete Forscher und ein befreundeter
Familienunternehmer einen Dreiklang zum Wesen und Wirken von Arist von
Schlippe. Dabei beginnt Jorg Mittelsten Scheid, langjahriges Oberhaupt des Familien-
unternehmens Vorwerk, als »Stimme der Familienunternehmer«. »Dr. Jorg« und Arist
verbindet eine herzliche, sowohl von hoher Wertschitzung als auch von kritischen
Diskursen geprigte personliche Beziehung.

Daran anschliefdend geben Hermann Frank und Thomas Zellweger der Gemein-
schaft der Forschenden im Bereich des Familienunternehmertums ihre Stimme
und »richten«iiber Arist und seine Wirkung in der Forschergemeinschaft. Hermann,
Thomas und Arist sind durch eine langjdhrige freundschaftliche Arbeitsbeziehung
miteinander verbunden.

Im Anhang findet sich die beeindruckende Auflistung von Arists akademischen
Leistungen. Die publizistische Bilanz seiner Arbeit umfasst zum November 2020:
29 Biicher, 92 Kapitelbeitriage, 136 wissenschaftliche und praxisorientierte Artikel-
beitrdge. Die Bandbreite seiner Wirkungsweise bei jungen Menschen am WIFU
kann nur erahnt werden. Stellvertretend hierfiir lassen sich die von ihm betreuten
63 Doktorarbeiten und Habilitationsprojekte sowie 116 Bachelor-, Master- und
Diplomarbeiten auffiihren.

Die Zahlen und die Statements in den Beitrdgen sprechen fiir sich.

Wir freuen uns auf weiteren Zuwachs, lieber Arist!
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Introduction

»A Festschrift contains original contributions by the honoured academic’s close colleagues,
often including their former doctoral students. It is typically published on the occasion
of the honouree’s retirement, significant birthday, or other notable career anniversary.«*

The Festschrift for Arist von Schlippe is based on this definition. The chapters con-
tributed by the authors offer a broad insight, covering a wide range of specific
questions in the context of family business research and consulting. Not only
are the topics heterogeneous, so also are the work fields and perspectives of their
authors. This is, therefore, a cross-disciplinary work, with contributions from experts
in business, management, law, psychology, and sociology, discussing both the-
oretical and practical questions and concepts. Since this Festschrift was written
by friends wanting to express their appreciation for a special person, it was not
easy at first for the editor to decide the most appropriate order of the contribu-
tions and, therefore, the structure of the book. Should the chapters be organised
by topic and profession? Should, for example, psychological, legal, and business
matters be treated separately? Or would it be better to categorise by practical or
scientific perspective? Perhaps it would be wise to organise articles by their date
of submission?

There were many ways to structure this work. In the end, the common theme of
the book is the author’s relationship with the scientist, therapist, and consultant
honoured by this Festschrift, Arist von Schlippe. It, therefore, seemed practical to
order the contributions by the author’'s surname. This makes it easy for interested
readers to decide whether to read an article based on its research content or out of
curiosity about the personal relationship with the person honoured.

Claudia and Joe Astrachan’s contribution reflects the relationship of relevant and
rigorous research and, therefore, the question of why practical relevance is necessary

1 en.wikipedia.org/wiki/Festschrift; access on 12/20/2020.
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for research. Both have long been friends of Arist and, through several joint sym-
posiums, practical events, and their family development, have established a close
relationship with him and WIFU.

Ethel Brundin addresses questions concerning emotions in family businesses
and how these may be viewed. Ethel and Arist have collaborated on the STEP proj-
ect over several years.

Andrea Calabro writes about the courage to choose successors and the relevance
of birth order. Andrea held a chair at WIFU for several years and motivated Arist to
work on his Italian and to establish an Italian culinary culture in Osnabriick.

The contribution of Thomas Clauf3 discusses family businesses in the process of
digital transformation. Thomas recently joined the WIFU team and has been work-
ing on this topic with Arist.

Alberto Gimeno examines the mental models of family businesses. Alberto met
Arist through the STEP project and has since become a close friend, sharing many
unforgettable moments: the boat trips with broken fingers, the development of Men-
tal Models 2.0, the Germany—Argentina match in 2010, which we watched together
as part of a block seminar.

Torsten Groth explains ten systemic commands when consulting family busi-
nesses and business families. Torsten and Arist have collaborated at WIFU for years
as friends and have produced various joint publications.

Andreas Hack discusses the family business as a brand. He and Arist have been
friends for nearly a decade; together they established the WIFU research colloquium
and assisted many doctoral students with their theses.

The following chapter, written by Brun-Hagen Hennerkes, focuses on disputes
within business families. This long-time friend of WIFU had regular exchanges with
Arist, characterised by their mutual respect and appreciation.

Anita von Hertel, Sarah Heiligensetzer, and Adrian Thomas discuss forms of feed-
back acceptance. Anita and Arist have collaborated for years as friends and train-
ing mediators.

The next chapter examines family business owners and managers from an eco-
nomic perspective. The author, Marcel Hiilsbeck, has written various texts with Arist
and succeeded him directly as Academic Director at WIFU in 2017.

Franz Kellermanns discusses the central questions of conflict research. Together
with Franz Arist he produced his first international journal publications on family
conflicts and has been his friend ever since.

Rainer Kirchdorfer looks at a controversial relationship while asking: family busi-
ness and politics — a liaison? Rainer has been associated with WIFU as a lecturer
and friend for many years and has maintained a friendly and cordial relationship
with Arist from the first day on.
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Heiko Kleve, the current Academic Director, examines the nature of the business
family. Heiko joined WIFU in 2017 and took over its »systemic legacy«in family busi-
ness and business family research. Together with Arist several research projects and
articles were developed.

In the next chapter, we hear from Hermut Kormann, WIFU’s »godfather«, on his
ideas about how to handle neuroses in business families. Hermut and Arist are »old
hands« who sharpen their views on practical applications as friends through their
joint work with young doctoral candidates.

In the following contribution, we hear from Jiirgen Kriz, Arist’s doctoral supervi-
sor, who discusses action-modifying dynamics of significance in family businesses.
Of all the co-authors of this work, Jiirgen has had the longest scientific collabora-
tion with Arist, going back to his Osnabriick activities.

Peter May explains family businesses as a business form. Peter and Arist share-
friendly exchanges and work together at the German Governance Commission for
Family-owned Businesses.

Then, Torsten Pieper discusses the importance of cohesion in business families.
Torsten and Arist frequently »met« at research conferences and in footnotes over
the years and have become friends.

Markus Plate examines the dynamics of interaction within business families.
Markus is a former research assistant and student of Arist; they first met in Osna-
briick, and Markus remained committed to family business research after receiv-
ing his doctorate in Witten. They continue to collaborate today and have produced
several joint publications.

Reinhard Priigl, Dinah Spitzley, and Natalie Rauschendorfer describe ten theses on
the next generation of successors. Arist and Reinhard share a mutual appreciation
for the field of family business research.

Sabine Rau and Renate Wolfram examine the possible applications of systems
theory in family business research. Sabine and Arist have long had a mutual appre-
ciation for each other that has produced joint publications.

The following contribution discusses taboos among business families and out-
lines a research approach for how these can be managed apart from the presumable
topics. As the author of this chapter and the editor of this Festschrift, I have enjoyed
over 15 years of research, consulting activities, and friendship with Arist.

Christoph Schreiber examines conflict resolution from a procedural law perspec-
tive. Christoph has been at WIFU since 2017 where he represents the legal depart-
ment, with great sympathy for Arist’s psychological approach, and has enjoyed many
friendly exchanges with him.

Sara Davis, Ruchi Nadkarni, Pramodita Sharma, and James Chrisman and con-
sider cross-generational succession in family businesses from a psychological per-
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spective. Pramodita and Arist know each other from when he started his work in
Witten. The honorary doctorate awarded to Pramodita by Witten/Herdecke Univer-
sity represented a high point of their friendship.

Fritz Simon investigates why family businesses have only been studied rela-
tively recently and why they were for so long a blank patch on the research map. As
a co-founder of WIFU, Fritz explicitly introduced the psychological perspective in
the early years and could be considered Arist’s predecessor.

Andreas Steinhiibel examines coaching for transitional situations to find compre-
hensive resolutions between successors and patriarchs. Andreas has maintained reg-
ular contact with Arist since his studies in Osnabriick, teaches with him at Witten/
Herdecke University, and has friendly exchanges with him.

In in the following part, WIFU’s second co-founder, Rudi Wimmer, discusses the
nature of the family business. Rudi and Arist have a long and close friendship which
has continued to grow through the many meetings at and around WIFU.

Three additional contributions are provided in the conclusion of the Festschrift:
as the »voice of family entrepreneurs, Jorg Mittelsten Scheid, a longstanding patri-
arch of the family business Vorwerk, speaks about Arist von Schlippe and the influ-
ence of his work. »Dr. Jorg« and Arist have a close personal relationship, character-
ised by great appreciation and critical discussions.

Finally, Hermann Frank and Thomas Zellweger speak for the family business
research community and evaluate Arist’s impact on the research community. Her-
mann, Thomas, and Arist have long been co-workers and friends.

An impressive list of Arist’s academic achievements is provided in the annexe.
As of November 2020, he has published 29 books, 92 chapter contributions, and
136 contributions to scientific and practical articles. While the breadth of his influ-
ence on young people at the WIFU can only be estimated, the 63 doctoral theses and
postdoctoral projects and 116 bachelor, master, and diploma theses he supervised
may offer some indication.

The numbers and statements in these chapters speak for themselves.

We look forward to more, Arist!
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Whatever Happened to Relevance?

Academia is driven by the idea of impact. In some fields, such as medicine or physics,
impactful research leads to (often marketable) innovations such as new vaccines or
technologies. Yet, other fields measure impact by how often an idea is cited in sub-
sequent literature. And while accrediting bodies have recently issued calls to have
better measures of research impact (Association to Advance Collegiate Schools of
Business International, AACSB, 2012), in these citation and journal rank obsessed
disciplines there is little to no effort made to determine whether highly academi-
cally cited ideas leave a mark in the »real world« outside the academic bubble.

What holds true for management science in general also applies to the family
business field. Despite the fact that the field has been experiencing tremendous
growth over the past 40 years, few studies have had a direct and easily measurable
impact on family businesses and their owning families, as well as the community of
advisors that assists them (Astrachan, 2009; Bird, Welsch, Astrachan, & Pistrui, 2002;
Zahra & Sharma, 2004). This disconnect is unfortunate, given that many family busi-
ness scholars are driven by the desire to positively impact the communities of practi-
tioners through their work, while simultaneously striving to move the field forward.

This leads to a question that is both mundane and profound: What needs to
change in order for us to make our research more impactful, or relevant?

1 The What and Why of Relevant Research

Assuming that impact is a fair measure for relevance, research must be at least sci-
entifically or societally beneficial in order to qualify as relevant.!

The scientific value of a research contribution manifests, as indicated above, in
the publication of results and theory in desirable outlets, which »insist that papers

1 These dimensions are not mutually exclusive. Contributions of low scientific relevance can nonethe-
less be relevant to society (Shaw & Elger, 2013).



22 Joe Astrachan und Claudia Binz Astrachan

must make a contribution to theory« (Tourish, 2020, p. 3), leading researchers to »[pro-
liferate] theory in the quest for novelty« (Empson, 2020, p. 227). For the most part, the
field is expanding sideways — as opposed to moving forward — by means of an enor-
mous wave of contributions that incrementally grow our body of knowledge, much
of which »can only be understood by those already on the inside of the debates it refer-
ences«(Tourish, 2020, p. 99).

Research has tremendous potential to inform, reform, and improve societies
around the globe; that is, if we understand and meet these audiences’ needs if we
manage to translate our findings in a way that they become understandable to
non-academics, and to then disseminate them effectively. We largely fall short in
all these tasks. We often design and conduct our research with the objective of sci-
entific publication in mind. This makes our research rigorous, but this rigidity also
leads us to omit results and interpretations that might seem to weaken our findings
so as to not harm our chances of publication. This tendency to report only positive
findings disadvantages the practitioner communities as negative results often can
be incredibly informative— even if they, at first glance, offer limited scientific value.
What is more, writing for an academic audience is very different from writing for
practitioners; and if for researching topics of immediate value to practitioners there
is no funding nor much recognition or reward in terms of salary and promotion for
the first, there surely is even less for crafting one’s message for practitioners.

The fact is that: »Despite the growing volume and apparent quality of evidence |[...]
practitioners seem to be resistant to using it« (Green, 2008, p. i20). It seems as though
they do not perceive research findings as beneficial to their practice, which may be
related to the objectives we pursue through our research. Family business scholars
may pursue a wide range of goals through research, ranging from wanting to iden-
tify obstacles or drivers of family business success and longevity, to advancing the
field through theory development, to providing actionable advice to the practitioner
community, all the way to a sole focus on furthering one’s career. While all these
goals are valid, not all foster relevant research outcomes.

For long-term sustainability and growth in the field, we need research to be rel-
evant, i.e., beneficial to science and society. While in the short run research valued
by other fields in management science can keep the field alive, in the long run, our
research has to be valued outside of the academy; where students come from and
are hired into, where sources of funding operate, and where those who influence
public opinion reside. Relevant research can also move our field forward through
meaningful theoretical advancement and inform the practice of those working in
and with family businesses and business families, to ensure business continuity
and family capacity. To the extent that we contribute to their health and prosperity,
they will ask to hear more of our ideas, research, and advice.
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Based on our understanding, relevant family business research:

- is designed to be at least ultimately useful to its practitioner constituents, as it
advances and informs their thinking and decision-making;

- isnotinclined towards theorizing (for the sake of theorizing) but embraces genu-
ine theoretical advancements that deepen our understanding of the business
and family system;

- refrains from generalizing to the broader population and making prescriptive rec-
ommendations without adequately considering the relevant business and fam-
ily context;

- is methodologically rigorous without favoring statistical significance over perti-
nence.

2 The Struggle is Real: Three Essential Problems

Family businesses, business-owning families, and advisor communities have long
been open about their struggles in following, much less understanding, academic
theory-driven reasoning, and data-driven findings, leading them to perceive academics
as removed from reality, and scientific findings as inapplicable to their reality (Ben-
nis & O’Toole, 2005; DeNisi, 1994; Merchant, 2012; Mohrman & Lawler, 2012; Wright,
Paroutis, & Blettner, 2013).

Next, we want to expand on some of our earlier thoughts on the disconnect between
academia and practice, and the need for relevant research that benefits both. Here we
identify three trends that hinder the development of research that offers more than
marginal scientific or theoretical advancement and actual value to the practitioner
community and policy makers.

2.1 Problem #1: The Significance and Generalization Obsession

Many researchers treat significance like the holy grail of truth and an end in itself. The
assumption goes as follows: If something is statistically significant, it must be true, and
that makes it relevant.? Yet — meaningful research goes beyond statistical significance,
as significance alone does not make a finding relevant or meaningful (Sato, 2016).3

2 This belief seems to persist even though we are all taught in our statistics classes that significance
is the rejection of the null hypothesis and not direct proof in the correctness of a hypothesis nor any
indicator of causality.

3 Significance combined with the percentage of variance explained, however, exponentially increases
the likelihood of getting published, which makes it an attractive currency in the realm of academic
publications and is thus one of the many reasons that academics embrace significance.
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Now, there is nothing wrong with significance. Significance basically tells us that
a certain result is not simply due to chance (or luck!), but that in fact, that there is
a real difference, and that there is an underlying factor of interest that caused the
result. Significance, however, becomes problematic when it becomes our predom-
inant measure of truth and worth. We must be careful as sometimes, and in our
opinion too often, significant findings are wildly misinterpreted. At the statistical
level, for example, when using OLS regression, too many times we see submissions
to journals as well as published papers where the findings reach significance, yet
the percentage of variance explained (e.g, r? or adjusted r?) and other measures of
effect size are negligible, thus throwing into doubt the relevance of the findings. If
our study shows a highly significant relationship between two variables, but the
predictor variable only explains 5 % of the outcome variable, can we really feel con-
fident in providing prescriptive advice based on the significant relationship alone?*

In order to be able to make meaningful advances to our understanding of the
family business system, and provide prescriptive advice to the practitioner commu-
nity, we need to shift our focus from significance to variance explained. We encour-
age authors to embrace the process of discovery: Rather than upselling significant
findings with no explanatory power, the field advances from speculating as to why
a greater amount of the phenomenon under investigation was not explained by the
independent variables explored (possibly instigating additional research aimed at
exploring missing variables that play a stronger role at explaining the phenome-
non at hand).

Another issue that we encounter frequently and one that is linked to the sig-
nificant issue is that researchers, and even more so, editors, reviewers, and even
journalists, are overly concerned with the desire to generalize to a larger population
(what is more, in the family business context, we are often asked to generalize to
non-family firms). This leads us to predict outcomes and effects to an entire popu-
lation of family businesses, despite the fact that this will only hold true for a frac-
tion of them. The field of family business is still too young and our subject of study
too heterogenous to allow for generalizations beyond tightly defined populations.

We believe it to be prudent for researchers to follow the advice of Clayton Chris-
tensen (2005) who argues that theory is best built when starting with a very tightly
defined group and expanding the groups to which it applies until a time when the
theory is well-enough developed to apply to a broader population. Given the tremen-
dous level of heterogeneity among both family businesses and business families,

4  One possible explanation is that it makes the journal reviewer’s job easier in that significance is an
easy filter to reduce the level of work whereas including variance explained as a filter could result in
too few papers being accepted.
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and our limited understanding of the roots of said heterogeneity it seems reckless
to generalize to a broader population. Everyone who has ever had candid conver-
sations with business-owning families knows one thing: Just because something
works for one family business or one business family, this does not mean that it
works for another. Unless we gain a profound understanding of what drives hetero-
geneity on both the business and family level, we remain unable to provide sound
prescriptive advice to either one.

2.2 Problem #2: The Fallacy of the Complete Causal Chain and
the Black Box of the Owning Family

Even after four decades of research on family businesses and business families, the

business-owning family largely remains a mystery. As a consequence, the family
is often referred to as a black box (Campbell, Heriot, & Welsh, 2007, Strike, Michel,
& Kammerlander, 2018), and accordingly, treated as such. And even though thisis a

giant roadblock to a deeper understanding of the family business system, as theore-
ticians, we happily go off the road, drive through the mud and work our way around

it. So, how big a problem is it really?

Let us assume that a hypothetical study shows that family firms with higher
family representation on the board outperform family firms that lack family mem-
bers on the board. This is a classic example of what our dear friend and colleague
Torsten Pieper, professor at UNC Charlotte, refers to as the fallacy of the complete
causal chain. What he means by that is that we often overlook the precursors to
what appear to be causal chains, precursors such as the dynamic processes that
take place at the family level, such as the family’s emotional commitment to the
business, or their level of cohesion, that likely determine the observable outcomes
and behaviors in the organizational domain, such as the willingness to have family
representation on the board level to ensure shareholder representation.

Peering inside the so-called black box is made all the more difficult as family data
are notoriously difficult to collect (Handler, 1989). Consequently, our data collection
efforts fall short when it comes to the family and the relevant concepts are equally
hard to operationalize. Instead, we rely on easily observable variables, often from
easy to collect sources (e.g. listed companies) such as level of ownership or family
representation in management or on the board (Bird et al., 2002; Brockhaus, 2004;
Sharma, 2004), and treat them as independent variables, omitting the fact that they
are likely the result, and not the cause, of underlying family processes (Chua, Chris-
man, & Sharma, 1999; Ducassy & Prevot, 2010; Dyer, 2003).

The failure to account for and to systematically investigate the underlying
sources of family heterogeneity, such as family values, level of cohesion, or family
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dynamics (Lansberg & Astrachan, 1994; Smyrnios et al., 2003; Zahra, 2012) likely
limits our ability to understanding as to why some family business practices —and
family businesses — fail where others succeed.®

2.3 Problem #3: Best Practice: Best Taken with a Grain of Salt

Both researchers and practitioners are familiar with the concept of best practice,
which is often defined as a procedure that is generally accepted as being the most
effective as it is widely adopted and the incorrect assumption that wide adoption
of a practice is evidence of efficacy. It perhaps comes from, at least in part, a legal
principle known as the Business Judgement Rule (Arsht, 1979). The rule holds that a
manager or business leader reduces their personal liability by being able to demon-
strate that they acted in a manner, in which others in their position would act. While
this might limit legal liability, it may abrogate moral liability for stewardship of the
system. Why? Perhaps for many reasons, not the least of which is that best practices
or common practices are often devoid of context.

Let us take a look at family member employment policies, which define who can
and cannot work in the company and let us assume that we conducted research on
the topic. Our hypothetical study shows that family businesses with family CEOs
(Chief Executive Officers) had a significantly better performance than those with
non-family CEOs (of course, we controlled for firm age, size, industry, and other
effects). In the Implications for Practice section, we would most certainly make
the point that if a family business wanted to boost their performance, they should
put a family member at the helm. Not acknowledging that this advice only works
sometimes and that we don’t know when it works and when it does not work could
result in the advice’s misapplication and subsequently cause damage to both fam-
ily and firm.

Now, while some families thrive with restrictive employment policies that limit
family employment, such a policy would however alienate family members and
harm cohesion and trust in other families. Just because something works for one
family — or many families — does not mean that it works for others. Much depends
on the family’s make-up, their willingness and ability to handle conflict, to com-
municate effectively, and on the functionality of their business-family interface. If
we do not know under which circumstances a potential best practice works, it is a
comimon practice. It becomes a best practice only once we can define the context
under which it proves beneficial.

5 And, as indicated above, it limits our ability to meaningfully generalize to the broader population, or
at least larger subsets of family businesses and business families.
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Anecdotal evidence and best practice-based research have their merits, but as
academics, we need to look beyond to determine which practices truly work, and
when. This requires us to develop a deeper understanding, or even a theory about why
they work, which allows us to make accurate assumptions upon which others can
base prescriptive advice. Put more simply, best practices are best taken with a grain
of salt: They can be very powerful, but only if they fit the specific needs, goals, and
other contextual elements of the respective business and family. The gap between
best practices and a more thorough understanding of cause and effect may be arich
zone for meaningful academic research, which can help explain why and how cer-
tain practices work (or do not!) in specific contexts.

3 Summary Thoughts

Institutional pressures to publish puts the (statistically!) average academic between

a rock and hard place with respect to relevant research. Scholars who follow their

desire to truly advance their chosen research field, face a potential lower level of aca-
demic output since it takes longer to produce non-incremental breakthroughs, and

novel ideas that fly in the face of academic orthodoxy are rarely quickly accepted (as

was the case with the family business field as a whole). Else, scholars can attempt to

directly impact the communities of practitioners (or other stakeholders) by engaging

in relevant — sometimes referred to as »practitioner oriented’« — research (Tourish,
2019), which top-tier journals likely will not publish. Both paths essentially end up

stunting their academic careers. Or, academics can focus on producing statistically

significant results (which may or may not have explanatory power) from which they

generalize to a larger population (which may or may not be heterogeneous), and they

will likely get published. A few may manage to achieve both output and relevance,
but most (and particularly young academics) will get caught up in the rat race of the

academic machine. Unreasonable publication and grant acquisition goals (to keep

oneself on track for a tenured position), paired with full-time teaching loads (not to

mention unpaid labors of love such as monthly journal reviews, free webinars for

interest groups, or pro-bono conference chairing) leave academics exhausted and

unable to stand against the institutional logics that allow publishing houses and

universities to benefit from scholarly contributions.

The gap between the behaviors that academia encourages and rewards, and
what the research field needs to grow and evolve hinders the advancement of both
science and practice. What exacerbates this problem is that many scholars remain
far removed from the realities of running a business or managing a multigenera-
tional family, as most business schools typically do not reward interactions with
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the practitioner community (beyond data collection and the occasional fundraiser)
or continuing education into areas outside of one’s chosen specialty.

Perhaps we need more true collaboration among academia and practice, where
practitioner input enrichens our research focus and research design. And, as it turns
out, providing meaningful and actionable research output is an important way to
establish lasting, trust-based relationships and gain access to data. We also would
benefit from a system that prioritizes substance over quantity, thus relieving pres-
sure from the academic body to push out research, no matter what the contribution
(though this will be harder to achieve).

Military strategist Col. John Boyd (ret.) was famously quoted with regard to rel-
evance:

»Tiger, one day you will come to a fork in the road and you're going to have to make a deci-
sion about which direction you want to go. If you go that way you can be somebody. You

will have to make compromises and you will have to turn your back on your friends. But
you will be a member of the club and you will get promoted and you will get good assign-
ments. Oryou can go that way and you can do something — something for your country
and for your Air Force and for yourself. If you decide you want to do something, you may
not get promoted and you may not get the good assignments and you certainly will not be

a favorite of your superiors. But you won't have to compromise yourself. You will be true to

your friends and to yourself And your work might make a difference. To be somebody or to

do something. In life there is often a roll call. That’s when you will have to make a decision.
To be or to do? Which way will you go?« (Coram, 2002).

As we have come to learn, family businesses often have a long-term stewardship
orientation that stresses collective advancement over individual gain. We implore
scholars who study family business to adopt the same orientation for the advance-
ment of the field and for the benefit of future generations of family business owners
and all those who have come to rely on them.

4 Honoring a Great Thinker and Practitioner

The courage and humility to look at one’s own body of work and that of a field and
to be self-critical is a hallmark of maturity needed to conduct good science as it is to
help others. A paragon of this, and one of our most important inspirations for help-
ing family business owners on their personal and collective journeys, through direct
assistance, teaching, and science, is our esteemed colleague, Arist von Schlippe. He
is a deeply moral, intelligent, sensitive, perceptive, and convivial friend.
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Arist’s body of work has furthered the field in important ways. His views on
dynamic systems and systems approach to therapy in business families allow those
not familiar with the important ways in which family dynamics operate tolook into
the »black box« of family business. It helps experts and novices alike see more pro-
foundly into the influences that developmental and relational dynamics have on
a family and provides insight into how to untangle generations-old dysfunctional
behavior patterns. Likewise, his work on communications, also following the work of
Luhmann (e.g., Luhmann, 1984), allows one to see and work with the space between
people and their communications; the place where the reality of relationships is
constructed. Many a wonderful night have one or both of us spent with Arist enjoy-
ing whisky, exchanging war stories, and delving deeply into the mysteries of family
and family business.

Arist’s calm, measured approach to significant change serves as an inspiration
not just to family business owners, but to educators as well. With Tom Riisen, Arist
built a research and educational program that exemplifies our view of relevant
research; asking the families themselves what topics are relevant and engaging
them throughout the research process. In that process, they built a cohesive research
community and a powerhouse of doctoral education. The work they have stewarded
on governance, family strategy, longevity, and the like have been integral to our own
research. Arist has modeled effective management of the research/outreach cen-
ter and university boundary. We hope he writes and publishes his lessons in this
domain for all to benefit.

Thank you, Arist, for being an inspiration, colleague, and cherished friend.



Ethel Brundin

Zooming in Emotions in Family Firms

Introduction

The purpose of this essay is to provide an insight into why family businesses are
imbued with emotions where interactions among family members make them espe-
cially »high« on emotions.

Emotions can lead to beautiful deeds, but they can also become very ugly, with
devastating results. If we are to gain a better understanding of the role of emotions
in family businesses, we would need to go into depth and zoom in behind the scene
and under the surface. In fulfilling the purpose as outlined above, I will point at a
couple of behavioral theories that help explain why the family firm is an emotional
arena, namely social-psychological ownership and social-psychological contracts.
I will also pay some attention to the communication of emotions on the micro-level
and how they can be studied. First, however, a few words about, what is emotion?

Emotions are commonly defined as short term, affective reactions to a specific
event that affects an individual’s goal (Keltner & Haidt, 1999) and are a signal of how
he or she will feel (Fineman, 2003). Emotions are often divided into primary and
secondary emotions where examples of the former are joy, fear, anger, surprise, love,
and sadness, also called basic emotions (Ekman, 1992). Secondary emotions develop
over time in the social interaction (Kemper, 1987) and such emotions would be envy,
pride, loyalty, affection, embarrassment, and guilt. Since family businesses are social
arenas, secondary emotions are as important as primary emotions since secondary
emotions evolve in the interaction per se, where other family members and actors,
norms and experiences, memories, and the physical set-up (e. g smell and paintings)
play a significant role. The divide into primary and secondary emotions also means
that emotions can be experienced within the individual family business member,
i.e. be intra-individual, between the family members, i.e. being inter-individual, or
as shared emotions among family members, i.e. being collective.

Further, in addition to being experienced, emotions can be displayed, disguised,
and/or suppressed and this makes emotions into a complex web. This web is woven
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in a pattern where each individual family member interacts in the two systems of
the family and the business where each individual has built up different emotion
boundaries between the two, not always in agreement with the emotion boundaries
of another family member (Brundin & Languilaire, 2012). For example, to one family
member, it may be okay to express emotions as much at work as at home, however
for another family member, it may be necessary to not display certain emotions at
work, but okay in the family setting.

Behavioral Approaches as a Way to Zooming in Emotions

When we are interested in a family member’s experience of an emotion, that is the
intra-individual emotion, the psychological aspects of emotion are relevant. When
we are interested in the interaction between family members, we would turn to
sociological theories in order to understand how emotions can elevate into con-
flicts or having a soothing influence. In the following, I will convey a story, told by
Nils, to show how the two approaches combined can provide an explanation of
what happens: social-psychological ownership and social-psychological contracts.
This is Nils' story:

When I was little, during my early school years, I used to accompany my dad to his office.
Itwas so much fun!I used to sit in his office chair and draw pictures. Now and then some
of the employees came by and said hello and things like »so here is our next boss« or»once
this chairwill be yourskI really loved the atmosphere and all the kind people.

Already at an early age, we can discern how expectations are built up as an imag-
ined contract where Nils believes he is given a promise to take over. Over the com-
ing years, this may be reinforced by the parents who may say, »this business shall
remain in the family for generations to come; »can you come and work during your
summer breaks to learn how it works«, and the like. By hearing this, the contract is
fortified further. Nils continues:

Later, when I came into my teens, I basically never set foot there, I was not interested in
the business. My younger brother decided to be trained to be a civil engineer, whereas Iwas
not clear in my career choice. So, I started to study business management at the univer-
sity with the idea to work with marketing or HRM. When I was about to write my master
thesis, my father insisted that I should be part of a total re-organization of the market-
ing organization and write my thesis about this. I accepted, and during this period, I was
treated like a VIP.
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For Nils, the contract that he will take over seems more or less confirmed by his
father’s invitation, and he is convinced that he is the one who will take the firm
into the next generations.

After the exam project, one thing led to another and suddenly, I ended up in the firm. I love
this place, my work here, and to raise my kids in this beautiful part of Sweden. Now, after
being here for almost twenty years, I have done lots of improvements, not only in relation
to marketing but also as a member of the management team. Five years ago, my brother
Erik also joined the business, after some hectic years in the capital and a couple of abroad
assignments for his firm. He then met his wife and had two kids and wanted to achieve
some »life quality«. He was given 20 % of the shares, the same lot that I have and started
as a construction manager. He is not part of the management team, but on the board since
ayear back. When he entered, I felt a bit jealous for some reason. I felt threatened since my
brother and father have had a special relationship since he was born »as a surprise«. Then
I realized that I didn’t have to worry; I was the oldest, I had worked the longest in the firm
and I know the company the best. Today, my brother and I have a very good relationship
and discuss the business and help each other.

Over the years, Nils has put in a lot of time, energy, and knowledge into the busi-
ness. In doing so, he builds up a strong emotional attachment with the firm, as if
it is »his« business (cf. Bjérnberg & Nicholson, 2012; Brundin Samuelsson, & Melin,
2014; Pierce, Kostova, & Dirks, 2001) even if it does not legally belong to him. Nils
identifies with the firm and believes it is part of him.

What Nils is experiencing can be labelled social-psychological ownership. Literature
on psychological ownership describes ownership as the »state in which individuals
feel as though the target of ownership or a piece of it is »theirs« (Pierce et al., 2001).
At the heart of psychological ownership are feelings of possessiveness and the sense
of being emotionally tied to a target (Pierce et al., 2001). The target may be tangible
such as financial ownership of the business, however also intangible, such as the
imagined financial ownership. Investing oneself into a target (the business), gain-
ing control, and getting to know the target (the business) well are all part of build-
ing the extended self (Pierce et al., 2001) into a strong identification with the target
(the business). And this is what Nils has been through. In the interaction with the
business, Nils' »sense of identity, self-definitions, are established, maintained, repro-
duced, and transformed« (Dittmar, 1992, p. 86). The road to psychological ownership
in Nils' case entails controlling the business, getting to know the business, and being
involved in and having invested in the business. The higher the degree of control,
knowledge, investments, and involvement, the stronger the feelings of ownership
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are (Pierce et al., 2001). Further, the related notion of socio-symbolic ownership
(Nordgvist, 2016) emphasizes the social, interactive, and symbolic dimensions of
ownership. As family business members interact, they ascribe meanings to things,
issues, people, and situations what is also what Nils does. Over time, these ascribed
meanings can give a thing or an individual a symbolic status that conveys institu-
tionalized meanings that might not be »in« the very thing or person per se. From
this perspective, ownership is understood as an inter-individual construct. In their
daily interactions, family members, including Nils, create and recreate the meanings
they ascribe to ownership of their business. Over time, the business comes to sym-
bolize these socially negotiated meanings to Nils. Nils has thus developed social-
psychological ownership over the years and his identification with the firm is strong.

Then, I attended a family business council meeting, where also my mother and the Chair of the
board were present. We all knew that the succession issue would be brought up and therefore
the Chairwas present. My father expressed his happiness that both his sons were now part of
the firm and that Erik had got to learn the business so well in such a short time and to such
a high degree that he today actively contributes in the board meetings. He and your mother,
he said, had been thinking a lot, and we believe that it's time to hand over the management
of the business to the two of you. And they considered Erik to be the best option for the CEO,
but they wanted to know what the two of us thought. It was a bomb! I tried to remain calm,
especially since the Chair was present, even if I wanted to scream and rush out of the room.
They must have seen me panicking, but no one said anything. Not even my brother, even if
the two of us had discussed this and he took it for granted it would be me that took over as
CEO. After awhile, my father tried to explain their reasons to suggest Erik, but I couldn’t hear
aword of it; I was devastated. At that moment, even if I love my parents and brother, I hated
all of them. Why Erik and not me?! How could they do this to me? I have given this firm all
my life, and if my brother agrees with this, I might as well quit, or ... no, it's impossible, this
is mywhole world and I'm so proud of what I have accomplished here. It's worth fighting for.

In the above, we can see how the social-psychological ownership plays out. Nils feels
that something that is »his«, is taken away from him, such as the business, the con-
trol of the business, and even his identity. Further, a contract is breached — from the
early pre-school age up till now, Nils has believed that the firm would be his —he had
in his imagination sealed a contract with his parents, from having accompanied his
dad to the office, hearing »here is our next boss« and that »this business shall remain
in the family for generations to come«; »come and work during your summer breaks
to learn how it works«. Contracts are a normal way of organizing life and can be for-
mal and informal. The informal, psychological contract is defined as an: »individual’s
beliefs, shaped by the organization, regarding terms of an exchange agreement
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between individuals and their organization« (Rousseau, 1995, p.9), however, they
are also formed between individuals as part of the interaction and communication
(Guest, 1998) where words, actions, expectations, signals, symbols, and the like form
informal contracts between people (Rousseau, 2004). It is assumed that parties will
fulfill certain expectations, even if these are not espoused. When such expectations
are not met, the individual who had the contract in his/her mind will experience a
breach or violation of the contract (Zhao, Wayne, Glibkowski, & Bravo, 2007).
When Nils gets to know that it is decided that his brother may take over, not
only is his social-psychological ownership questioned but also a breach of the social-
psychological contract occurs. This naturally stirs up a lot of emotions — often con-
tradictory ones. The feelings for the business are mixed with feelings of disappoint-
ment and betrayal, directed towards the family. The love for the parents is mixed with
hatred. The joy of his company responsibilities is blurred with emotions of anxiety
and fear for what will be instead. As an additional complexity, his warm feelings for
his brother are mixed with envy — why him and not me? Emotions in family firms
can be categorized as directed towards ownership, family, and business. They can be
relationship- and other focused (Nils' love and hate towards parents and brother);
business and self-focused (his envy towards the brother); ownership related (the
pride over the business), affective based and ownership-related (the loyalty to the
business) (Brundin & Hirtel, 2013). In other words, since Nils is part of three differ-
ent systems — family, business, and ownership, his emotions can to some degree be
categorized in relation to these, even if it is at this point hard for Nils to sort them out.
In the literature, this mix of emotions is labeled emotional messiness (Brundin
& Sharma, 2012): emotional messiness is the result of a family member’s or family
members’ contradictory emotions following an emotionally charged situation or issue,
involving the family member’s or family members’ social-psychological ownership
and/or the breach of social-psychological contracts. Such emotional messiness may
have positive or negative outcomes. For Nils' family, if someone takes the initiative to
bring up the situation, a positive outcome can be that all Nils’ expectations and felt
emotions (as well as these of the others) are expressed and come up to the surface, and
this provides the family the opportunity to go into depth with expectations and disap-
pointments before the decision is made. This would strengthen the wellbeing of the
family members and family cohesion and the quality of the decisions. If everything
continues, without any measurements taken by anyone, the negative implications
can be plenty. Besides a decreased commitment, for the individual family member,
in this case, Nils, contradictory emotions may lead to emotional dissonance (Rafaeli
& Sutton, 1987, 1989) if Nils suppresses or disguises his authentic emotions, with the
risk of emotional exhaustion such as burn-outs (Grandey, 2003) as a result. Other long-
term implications can be that Nils leaves the firm and that the business loses valu-
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able human capital (Brundin & Sharma, 2012). On the family level, the family cohe-
sion is jeopardized with possible future conflicts, that actually emanate from such a
situation, as well as the loss of succession commitment (Brundin & Sharma, 2012).

From the above, we can also note that Nils’ emotional boundaries between fam-
ily and business are blurred (cf. Brundin & Languilaire, 2012). For example, for Nils,
it does not seem okay to display and express emotions among his family, since the
Chair is present. This indicates that he perceives it as a business setting. He may
have drawn a line between expressing what is felt in the family setting with that
of the business setting.

Suggestions How to Zoom in Emotions in the Family Business

My illustration has shown that behavioral approaches such as social-psychological
ownership and social-psychological contracts are helpful in order to understand
the emotional arena of family business. How, then, can researchers get even closer
to the unknowable and elusive in order to understand more? I will suggest one
approach and one method.

Collin’s (1981) interaction ritual chain theory is a micro-sociological theory that
can help researchers to come close to emotions since it helps to reveal »the empirical
realities of social structures as patterns of repetitive micro-interaction« (Collins, 1981,
p.985). This theory is relevant in order to study the communication between family
members, with a focus on emotions. Collins’ interaction ritual chain theory (1990; 2014)
stipulates that emotions regulate social interaction through emotional energy. This
means that emotions do not only come through in expressed and displayed emotions
or intra-individual processes but also that the body language communicates emo-
tions. For example, a family member in a meeting who shows high emotional energy
probably feels satisfaction, joy, and solidarity with the other family members, and is,
thereby, at the center of attention and influence. A family member with low emotional
energy would indicate negative emotions such as depression, lack of initiative, and low
solidarity. This family member would be in the periphery in active decision-making
experiencing feelings of alienation, thereby becoming less influential or even pow-
erless. The interaction ritual chain also includes the dimensions of status and power.
The status dimension is related to a recognized social identity and the belonging to a
specific group that is assigned to a certain social value (Collins, 2014), i.e., who would
be included or excluded from the family as well as the family business operations.
The power dimension relates to the force that makes people into order givers in the
interactions, i.e. these who are in charge and are forceful, whereas those who have
less, or no, influence, are diminished into order takers, letting the order givers be in the
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front seat. These processes in conversations among family members or in meetings
are very subtle. However, such interaction patterns provide us with a lot of informa-
tion and followed over time in a range of interactions and meetings can point at how
emotions can work as power energizers and status energizers (Brundin & Nordgvist,
2008) and make family business members more or less influential. It may explain why
Nils felt run over at the family business council illustrated above. It may also disclose
interactions of psychodynamic character, where the individual’s behavior is rooted in
emotions such as fear, shame, or guilt coupled to feelings of the individual’s insecurity
and previous experiences, even far back. Being aware of such processes, can in the end
make family members themselves aware of the subtle micro-emotion processes that
over time form unwarranted and unwanted patterns and provide tools to break these.

Methodologically, to study such micro-processes, researchers can take inspiration
from the so-called zoom-in, zoom-out, and zoom-with method (Jarrett & Liu, 2018).
This means that detailed interactions, such as in dialogues between family business
members, in family meetings, in business and board meetings, and their behaviors
are videotaped (zoomed in) to reproduce what is happening on the micro-level. There-
after, the researcher takes a step back and analyzes the videotapes (zooming out).
Finally, with the preliminary analysis at hand, the researcher starts a reflexive pro-
cess together with the members of the interactions, individually and/or group-wise.
Here they jointly analyze preliminary conclusions in order to link these to broader
organizational processes and implications and to develop new theories (zooming
with). In this way, with joined efforts, both the researcher and these involved embark
on a learning journey. As Professor von Schlippe would have said: »because commu-
nication is keyl«

Arist in My Heart

I met Professor von Schlippe through the STEP project (Successful Transgenerational
Entrepreneurship Practices) in 2007. He very early on became Arist and a dear col-
league. His background as a family therapist and his theoretical knowledge about
emotions were impressive. However, it was mainly his long experience to actively
work with families in business and all practical tools and pedagogical »tricks« that
impressed on me and became a great source of inspiration. I especially remember
when we worked together in a set of workshops in the STEP project. We together cre-
ated short theater scenes (forum theater) about family emotions in the family busi-
ness. We had so much fun! Arist relentlessly showed a joyful approach to a serious
topic — the best way for families to understand the emotive side of the family busi-
ness and to improve their emotion relationships. We all have a lot to thank Arist for!
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The Courage to Choose Wisely!
Primogeniture, Birth Order, and
Leadership Succession in Family Firms

A family business journey always starts with the personal story of someone. A founder,
acouple, a group of friends. My personal story starts from a small village in the South
of Italy, a quite beautiful one, mountains, the Mediterranean Sea, olives, oranges,
and many fishing boats. My grandfather owned one of those boats and was engaged
with his entire family, his sons, in a daily fishing activity. The relationship was not
probably that nice, not sure, I heard stories from my grandmother. Time passed and
all sons and daughters got married. Interestingly, only one of the sons, my father,
got children, all male. I am the firstborn and was named after my grandfather. Yes,
exactly that, same name, and family name. Apparently not an important aspect but
in some cultures still nowadays being the firstborn male child gives you the auto-
matic right of being »the heir«, the one that will bring the family dynasty forward
and guide it into the future.

One day around the age of seventeen, I was invited by both my grandparents
to join their home and take a coffee. My grandfather told me: »You are named after
me and you'll be the one who will take over. You see this house; it will be yours.«
I was probably happy, not sure, but I did not put much attention to what was really
happening. My grandfather was communicating his intentions to me and probably
afterwards he shared this news with his children. Technically it meant that I was
preferred as an heir over his own children and also over my cousins (all sisters of
my father got children, but they had a different family name).

Different things happened in between, my grandfather died, I got what was
promised to me and apparently, everyone looked happy and satisfied. There might
have been rumors and gossiping going around within the extended family about
why that choice had been made by my grandfather, but I never put attention on
them as I was focusing on living my life.

It has been only several years later after my studies and coincidently with the
beginning of my PhD thesis journey in Business Administration that I was con-
fronted with a special type of organization: the family business. Businesses which
are erroneously and commonly considered as being only small firms owned and
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managed by a family and where the hope is that the next generation will one day
take over and keep running the business. I started studying this type of organiza-
tion and getting more and more fascinated by them. I discovered that family busi-
nesses can be of all sizes and can be operating in any industry and that they can be
managed differently.

The owning family can exercise its influence over the business in many ways and
mostly by being involved in different parts of the organization. What I also learned
is that the most critical event in the life cycle of a family business is »successiong,
that is, handing over the business to the next generation of leaders. The more the
structure of the family is complex the higher the risk that succession will be turbu-
lent, and if not planned, managed, and communicated it could result in the disso-
lution of the firm. Culture, historical patterns, and types of legal systems influence
succession heavily. Understanding how to properly prepare for succession through
a succession plan, how to prepare heirs to be fit for the job, how to make sure what
the next generations want to be or become are all key aspects that every family busi-
ness needs to have in mind.

I started getting intrigued about why some family businesses choose a specific
successor the way they do. Looking at cultural differences across countries I noticed
that for family businesses despite differences in languages, history, habits, and busi-
ness practices, choosing someone from the family was often a preferred choice. You
can call this nepotism, nepotistic choices with all the dysfunctional connotation
it can bring with. But are we sure that choosing the next leader of the family busi-
ness within the next generation is always a dysfunctional nepotistic choice? In the
end, belonging to the owning family gives an advantage in terms of tacit knowledge,
experiences made during childhood, and emotional connections.

It is exactly when I started doing more research on family business succession
and trying to understand why family businesses make certain types of choices that
I reconnected back to my earlier young age experience with my own family. I imme-
diately asked myself some questions. Why was my grandfather choosing me as his
successor? Was being the only firstborn male nephew, named after him, the crite-
rion which was used to choose me as a successor? Is it primogeniture, the social and
historical norm, that was really applied to make this choice? Or were there other
hidden reasons? And which are the consequences for the family businesses that
blindly choose the next successor based on primogeniture?

In the next paragraphs, I'm going to reflect on those questions. Concluding
reflections will follow including a tribute to Arist von Schlippe for his influence
and impact on family business research and succession.
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Primogeniture

Primogeniture (from Latin primogenitus) is the right, given by law, especially in the
past, and nowadays mainly by custom through which the entire wealth of the fam-
ily or part of it is given to the firstborn (usually male) child. The practice of primo-
geniture has a long history and has different roots and variety across cultures and
legal systems. For example, in some countries at a certain point, it was prescribed
by law that all legitimate children should get the same portion of the family assets.
Nevertheless, when there was also a business it was still common practice to give
it to only one of the heirs, typically the firstborn male child (Colli & Rose, 1999). Pri-
mogeniture is thus a mechanism that allows identifying quite early a potential heir,
avoid any discussion and conflict around the choice as the other children would
accept it as a generally used practice embedded in the historical, social, and busi-
ness context. Whether, in the context of family firms, this is also a practice that gen-
erates value for the business has been recently investigated in the academic debate
suggesting that a family business opting to make a succession choice based on pri-
mogeniture will most likely not make the right choice (Calabro, Minichilli, Amore,
& Brogi, 2018). However, a choice based on primogeniture is random and arbitrary.
Indeed, we might not know if the firstborn son is the best in terms of competence,
knowledge, and skill set. No one will ask him if he really wants to take over. What
are the consequences on following primogeniture to select the next leader?

Succession Choices and Family Firm Performance

Succession is the most critical event in the life cycle of a family business. In long-last-
ing family businesses, this event is even more special as it happens at every genera-
tional shift. The learning that is transferred from one succession episode to the other
could be of utmost importance to avoid fatal mistakes (Lohde, Calabro, & Torchia,
2020). Succession can happen at different levels such as succession in ownership

and/or management. The two do not necessarily overlap temporally; to have a good

leadership succession it is also important that ownership is transferred to make sure

that who is leading the business as next CEO has also enough voting rights to align
the strategic direction of the family business with his/her vision.

It is mandatory to have good succession plans in place to make sure that the
succession process can run smoothly. Even though in the last 20 years research and
practice around family business succession have flourished, there are many fam-
ily businesses which still completely lack a succession plan. This evidence is sup-
ported by the recent study realized by the STEP Project Global Consortium accord-
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ing to which 70 % of global family businesses do not have a formal succession plan
(Calabro & Valentino, 2019). The survey also shows that, despite the lack of a formal
succession plan, 47 % of global family businesses have an emergency/contingency
plan for unexpected events. However, such a plan is not enough to ensure the long-
term sustainability of family firms.

When it comes to succession in leadership the choice is between internal (fam-
ily) and external (non-family) candidates. This makes leadership succession in fam-
ily firms different as it adds an emotional »familial« component that generally does
not exists in other firms. Picking an external has the advantage of choosing from a
larger pool of candidates with a certified skill set. On the contrary, choosing among
internal candidates has the disadvantage of a pool of candidates that is much smaller
and suboptimal. Are we sure that selecting someone from the owning family is a
suboptimal choice? Belonging to the owning family indeed means to be exposed
to the entrepreneurial culture and spirit of the firm since childhood that causes an
imprinting effect on those family members. They have, in fact, acquired tacit knowl-
edge, informal social capital, and emotional engagement which are hard-to-replicate
resources for a non-family manager. Therefore, belonging to the owning-family has
not to be a priori considered negative.

There are several good examples of family leadership succession which worked
quite well. Family successors have been able to manage the firm, to learn and lever-
age on the history of the family business, and to continue the family legacy. Never-
theless, there are also many examples showing that family leadership succession
was a fatal flaw for the family business which in some cases had to reconsider the
choice and in others risked destroying it. Research also mainly points to the fact that
inherited (family) succession within the family business is a liability and the best
choice could be to professionalize the family firm and let it be run by a non-family
leader (Pérez-Gonzalez, 2006).

Recent studies are, however, showing that it is not always true that choosing
a family member as the next leader is a priori a bad choice (Calabro et al., 2018).
This research argues that when family firms choose the next family leader based
on historical and social norms such as primogeniture, the consequences of this
choice can be detrimental to the survival of the family firm. More specifically, the
family businesses which choose the firstborn child as the next family leader will
experience a significant performance decline. On the contrary, family businesses
that have the courage to break the primogeniture rule and choose the second or a
later born child as the next leader will have a significant performance increase after
succession. This research suggests the importance of family structure and charac-
teristics in understanding family businesses’ succession practice. The focus on the
nuclear family and its structure in terms of the number of siblings and their birth
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order adds additional layers which help to move the debate forward. Furthermore,
it also suggests that despite choosing a second or later born child as the next fam-
ily successor can be still defined as a nepotistic choice, it could be also argued that
the effect of this nepotistic choice does not necessarily have to be dysfunctional if
nepotism is practiced the right way.

Birth Order

To advance the debate on family business succession it is thus of utmost impor-
tance to bring more family knowledge within the debate. Despite there are several
studies which explore family business by looking at sister research fields like system
theory (von Schlippe & Schweitzer, 2013), family science, family therapy, psychology,
there is still room left to better take into account demographic characteristics of
the family and its structure. An important and quite neglected aspect is the role of
birth order with specific reference to siblings. It has been argued that family firms
which are handed over to second or later-born children will outperform family firms
which are instead handed over to firstborn children (following the primogeniture
rule). One explanation is rooted in having the courage to disregard primogeniture
and choose a subsequent child as the next leader.

But using an exogenous social norm to explain why firstborn children as suc-
cessors are less successful than later-born is probably not enough. Indeed, there are
other possible explanations which can be routed in the birth order theory (Sullo-
way, 2001). This theory suggested that individuals have different personality traits
based on the birth position. Firstborn and later-born children have different person-
alities because they could interpret the same experience in a completely different
way. Hence, birth order is a source of variation in sharing those experiences (or not).
More specifically, firstborn children are usually the ones which have experienced
a special and unique socialization with their parents. This is because they started
interactions with their parents without having the interferences of other siblings.
Eldest children, in fact, tend to have behaviors which are usually oriented towards
pleasing their parents; they are more oriented to act by the rules set by the parents
and will also unconsciously seek for parents’ approval in choices they might have
to make and action they might need to do. Second and later-borns instead would
tend to overturn the rules set by the parents and would often prefer discontinu-
ous behaviors, non-conforming with what has been done or chosen by the eldest
sibling. Firstborn children are usually defined as achievers, conservative and risk-
averse. On the other side, second and later born children are more creative, innova-
tive, and risk tolerant.
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Personality differences due to birth order can be also seen in family business
succession. We suggested that family businesses handed over to firstborns will expe-
rience declining performance levels. In the light of the birth order argument, this
is because when taking over the firm eldest children will try to preserve the status
quo and not focus on radical innovations as they do not want to create discontinu-
ity with what has been done by their parents (and unconsciously displease them).
On the contrary, later-born children will be more prone to change the status quo
and might be more willing to pursue new business and market opportunities even
if it means creating discontinuity with their parents work. They will be more prone
to risk and favor innovative behavior within the firm that could explain why fam-
ily firms that are handed over to later-born children will experience a performance
increase after succession.

If birth order and personality differences of children are interesting explanations
for how good succession choices can be made, it is also important to acknowledge
that to have a successful succession it is also important that the entrepreneurial
spirit is carried from one generation to the next. Succession processes are multi-
staged; they include different actions, events, and mechanisms beginning way before
heirs even enter the business. One of those mechanisms is to understand whether
and to what extent it is possible to nurture transgenerational entrepreneurship in
family businesses. Transgenerational entrepreneurship suggests that to achieve
success across generations family businesses should leverage three dimensions to
transfer entrepreneurial spirit: entrepreneurial orientation, familiness, and cultural
contexts. Those dimensions will in turn have an impact on their financial, market,
and social performance (Basco, Calabro, & Campopiano, 2019). Research on this topic
is promoted by the STEP Project Global Consortium'which is committed to collab-
oratively research transgenerational entrepreneurship in order to produce highly
relevant, applied research which makes a tangible difference to business families
and their stakeholders around the world.

Concluding Reflections and Tribute to Arist

Succession remains one of the most traumatic events in the life cycle of a family busi-
ness and understanding how family dynamics and conflicts could be addressed and
managed at best could make the difference for the survival of family businesses. The
work realized by Arist von Schlippe through the lens of system theory has helped to
better understand how family dynamics work and how understanding them can help

1 www.thestepproject.org (access on 12/30/2020).
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to address conflicts within the family and that can also have an important impact
on how family businesses deal with succession. Arist von Schlippe with his work
has contributed developing the theory of social systems as a framework for under-
standing family businesses, which turns to be especially useful during succession
processes as this event can generate multiple conflictual dynamics.

Personally, I have learned a lot from Arist during my years as Chairholder at the
Witten Institute for Family Business (WIFU) of the University of Witten/Herdecke.
His care for family business and special connection with family business owners
and managers has inspired me in trying to get a deeper eye on the phenomenon
(the family business) I was investigating in my research and try to get always closer
to the reality of facts.

What I also remember from my times in Witten was when Arist asked me to
be his successor of the STEP Germany chapter and take the leadership of the team.
I appreciated the offer and felt honored and I enjoyed the freedom I got in manag-
ing such a project without any specific monitoring role done by him. I learned that
if you let go, you have to let it go fully! Linked to STEP and the time spent with Arist
I remember our joint trip in Crete in 2012 during the STEP Project European Meeting.
We had such a great time exchanging and discussing research, meeting colleagues
and friends from all over Europe and spending some free time together. The best
highlight of that trip was a car trip done with Arist where Peter (Rosa), Cady (Brush),
and her husband were also joining. It was fun driving through Crete, visiting the
Knossos Labyrinth, and enjoying nice food, wine, and good company.



Thomas ClauB, Marc André Scheffler

Digitale Transformation
von Familienunternehmen

1 Die Relevanz der digitalen Transformation
fir Familienunternehmen

Aus der zunehmenden Digitalisierung folgen Herausforderungen und Anforderungen

fiir Unternehmen, mit denen sie in der Vergangenheit nicht konfrontiert waren. Der
rasante technologische Fortschritt sowie die wachsende Nachfrage nach individua-
lisierten Produkten und Dienstleistungen 16sen einen erheblichen Handlungsdruck
auf Unternehmen vieler Branchen aus. Dies wird dadurch verstarkt, dass neue Markt-
akteure und Start-ups sich ergebende Chancen ergreifen und den Wettbewerbsdruck
auf etablierte Akteure erh6hen. Somit wird die digitale Transformation zukiinftig
nicht mehr nur als strategische Option zur Generierung von Wettbewerbsvorteilen
gelten, sondern wird zu einer Notwendigkeit, um die zukiinftige Geschiftsfihigkeit
sicherzustellen.

»Ich denke, die Digitalisierung von Geschdftsprozessen, aber auch vom Geschdftsmodell
ist essenziell fiir das Uberleben eines Unternehmens, wenn es schon eine lange Familien-
geschichte hat. [...] Unsere zukiinftigen Kunden werden eben nicht mehr auf allzu traditio-
nelle Verkaufswege anspringen. Wenn wir diese Kunden erreichen wollen, ist eben auch
unser Geschdftsmodell an die aktuelle Zeit anzupassen.« (Nachfolger der dritten Genera-
tion eines Familienunternehmens aus dem Luxusgiitersektor)

Der digitale Transformationsprozess kann zu Kostenreduktionen und Umsatz-
steigerungen fiihren, wodurch wiederum Wettbewerbsvorteile realisiert werden
konnen (Verhoef et al., 2019). Unternehmen, die die digitale Transformation erfolg-
reich umsetzen, sind um 26 % profitabler als ihre durchschnittlichen Wettbewerber
und erzielen um 9 % hohere Umsitze (Westerman, Bonnet u. McAfee, 2014).
Insbesondere Familienunternehmen und ihre traditionellen Geschéftsmodelle
sind vom digitalen Wandel erheblich betroffen. Familienunternehmen sind fiir
ihre eher risikoaverse, langfristige Orientierung bekannt (Block, 2010), welche
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hiufig im Kontrast zu der erforderlichen Agilitdt und vorliegenden Unsicher-
heit digitaler Transformationsprojekte steht. Die Ausgestaltung der digitalen
Transformation in Familienunternehmen hingt zudem nicht nur von der Orien-
tierung und der Strategie des Unternehmens ab, sondern auch davon, wie die
Unternehmerfamilie zu dieser steht (Konig, Kammerlander u. Enders, 2013). Unter-
nehmerfamilien beriicksichtigen in ihren Entscheidungen nicht nur 6konomische
Faktoren, sondern auch sozioemotionale, familidr geprigte Werte (G6émez-Mejia,
Haynes, Ntilez-Nickel, Jacobson u. Moyano-Fuentes, 2007). Je starker dabei der
Einfluss der Familie auf das operative Geschift ist, desto stdrker {ibertragen sich
familiire Werte und Zielsetzungen auf das Unternehmen und prigen dessen stra-
tegische Entscheidungen (Wimmer, Domayer, Oswald u. Vater, 2018). Daraus folgt,
dass Familienunternehmen die Bewertung digitaler Innovationen nicht allein auf
okonomischen Nutzen beschrinken (Kammerlander u. Ganter, 2015). Hiufig sol-
len in der digitalen Transformation traditionelle Wertvorstellungen und Identi-
taten erhalten bleiben, was disruptive Veranderungen des etablierten Geschifts-
modells erschwert.

2 Stufendigitaler Transformation

In der unternehmerischen Praxis werden jegliche Digitalisierungsaktivitaten hiufig
unter dem Label der digitalen Transformation zusammengefasst, obwohl diese sehr
unterschiedlich ausfallen kénnen. Aus wissenschaftlicher Sicht sollten die Begriffe
»Digitalisierung« und »digitale Transformation« daher nicht synonym verstanden
werden. Konkret lassen sich drei Stufen der digitalen Transformation voneinander
abgrenzen (Verhoef et al., 2019), wie in Abbildung 1 gezeigt.

Die erste Stufe umfasst alle MaRnahmen, die mit der Digitalisierung der exis-
tierenden Infrastruktur mit dem Ziel der Kosteneinsparung in Verbindung gebracht
werden kénnen. Diese Stufe wird in der Regel mit dem englischen Begriff der Digi-
tization beschrieben. Digitalisieren meint in dieser Ebene {iberwiegend das Elektri-
fizieren, also die Encodierung analoger Informationen in digitale Formate (Verhoef
etal,, 2019). In dieser Stufe findet die Digitalisierung von Arbeitsprozessen durch die
Nutzung von Informationstechnologie statt (z. B. digitales Bestandsmanagement).

In der zweiten Stufe, der Digitalization, geht es nicht um die Digitalisierung der
existierenden Prozesse, sondern um eine grundlegende Neugestaltung oder erheb-
liche Anreicherung dieser. Im Fokus liegen hier die Schnittpunkte zu den Kunden,
zu Zulieferern und zu Distributoren, weswegen diese Ebene als Schnittstellen-
digitalisierung bezeichnet werden kann. Zudem werden in dieser Stufe die Digitali-
sierung von Produkten und Dienstleistungen bzw. die Implementation von digitalen
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Digitalisierung Schnittstellen-
der technischen

digitalisierung
Infrastruktur

Umwandlung analoger Produkte oder

Prozesse in digitale Dienstleistungen digital
Prozesse anreichern; Plattformen als
Schnittstellen entwickeln

Motivation: Kundenakquise
und Kundenbindung, gesteigertes
Wachstum und Umsatz

Motivation: Kostensenkung,
Wetthewerbsvorteile, Effizienz,
externe Anforderungen

Geschiftsmodellinnovation

Geschéaftsmodell grundlegend digital
transformieren oder neues digitales Geschiftsmodell
etablieren
Motivation: First Mover Advantage, Technologie-
fiihrerschaft, Wettbewerbsvorteile,
Bedrohung des alten Geschafts-
modells

Abbildung 1: Stufen der digitalen Transformation (Verhoef et al., 2019)

Produkt- und Dienstleistungsinnovationen durchgefiihrt, um den Kundennutzen
zu steigern (Verhoef et al., 2019).

Die dritte und hochste Ebene ist die der eigentlichen digitalen Transformation
durch eine ganzheitliche Verdnderung des Unternehmens und die Entwicklung
eines digitalen Geschiftsmodells (Clauf3 u. Laudien, 2017; Verhoef et al., 2019).
Die hier vorgenommenen Mafénahmen 16sen grundsitzliche, ggf. disruptive Ver-
anderungen bestehender Wertschopfungsansitze aus und stellen unter Umstdnden
die bestehende Geschiftslogik eines Unternehmens in Frage. Diese Phase verfolgt
das Ziel der Generierung langfristiger Wettbewerbsvorteile oder der Reaktion auf
akute Bedrohungen durch digitale Geschiftsmodelle neuer Wettbewerber (wie
bspw. durch den Vorstof2 von Unternehmen wie Nest oder Tado in den Smart
Home Markt). Geschiftsmodelle sind dann digital, wenn Verdnderungen digi-
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taler Technologien mit fundamentalen Auswirkungen auf die Gestaltung von
Wertschopfungsaktivititen sowie auf die generierten Einnahmen eines Unter-
nehmens einhergehen. Im Kern liegen digitale Geschiftsmodelle vor, wenn deren
Dimensionen (Wertschdpfung, Leistungsangebot und Ertragsmodell) entweder
digitalisiert sind oder durch digitale Technologien in ihrer Form erst ermoglicht
werden (Clauss, 2017). Dies bedeutet nicht zwangsldufig, dass technologische Ver-
dnderungen den Ursprung des Geschiftsmodells darstellen miissen, jedoch, dass
die Moglichkeiten digitaler Technologien genutzt werden, um eine spezifische
Geschiftsmodellkonfiguration (die sich ggf. grundlegend von einer analogen Losung
unterscheidet) umzusetzen.

3 Gestaltungsansatze zur digitalen Transformation
in Familienunternehmen

Die Komplexitit einer ganzheitlichen digitalen Transformation stellt fiir Unter-
nehmen eine grofée Herausforderung dar. Daraus resultiert eine Reihe von Hemm-
nissen, die Unternehmen im Allgemeinen und Familienunternehmen im Spe-
ziellen von einer proaktiven digitalen Transformation abhalten. Allem voran ldsst
sich feststellen, dass etablierte Unternehmen, insbesondere in guten Konjunktur-
phasen, nur einen geringen Druck zur Verdnderung wahrnehmen und sich eher auf
das bestehende Geschift fokussieren. Mit dem Auftreten der Covid-19-Pandemie
wurde im Jahr 2020 nach jahrelangem Wachstum erstmals ein externer Schock
wahrgenommen, der zahlreiche Familienunternehmen zu Digitalisierungsmaf3-
nahmen gezwungen hat (Kraus et al., 2020). Neben der fehlenden Notwendigkeit
zur Veranderung identifizieren Leyh und Bley (2016) IT-Sicherheit, Investitions-
kosten, rechtliche Unsicherheiten, geringes Know-how, fehlende digitale Infra-
strukturen und fehlende Standards als wesentliche Hemmnisse gegen die digitale
Transformation. Im Kontext von Familienunternehmen kommt hinzu, dass traditio-
nelle, in der Unternehmenshistorie pragende Ansitze und teilweise auch Wertvor-
stellungen mit disruptiven Verdnderungen hiufig nicht vereinbar sind. Die starke
emotionale Bedeutung der organisationalen und familidren Identitét, transgene-
rationale Werte sowie stabile Stakeholder-Beziehungen verstdrken die Tendenz
zum Erhalt des Status quo und machen Familienunternehmen rigide gegeniiber
ganzheitlichen Veridnderungen (Kammerlander u. Ganter, 2015).

Um eine digitale Transformation in Familienunternehmen erfolgreich anzu-
stofden, miissen zwei wesentliche Anforderungen adressiert werden, die sowohl
organisationale als auch familidre Aspekte umfassen: Digital Openness und Digital
Readiness.



48 Thomas ClauB, Marc André Scheffler

Digital Openness wird als ein zentraler Erfolgsfaktor fiir die Implementation der
digitalen Transformation im Unternehmen angesehen (Riisen u. Heider, 2018). Sie
beschreibt das Ausmaf3, in dem Unternehmerfamilien und Familienunternehmen
zu umfassenden digitalen Verdnderungen bereit sind. Sie kann auch als Begeisterung
fiir das Thema, personliche Aufgeschlossenheit gegeniiber innovativen Ideen und
Technologien und die Bereitschaft, solche im eigenen Unternehmen zu etablieren,
verstanden werden (Bretschneider, Heider, Riisen u. Hiilsbeck, 2019). Digital Open-
ness ist eng an Individuen und Entscheidungstriger in der Organisation gekniipft.
Es wird allgemein davon ausgegangen, dass eine digitale Transformation von einem
aktiven Commitment und mutigen Entscheidungen des Topmanagements abhingt
(Chanias, Myers u. Hess, 2019; Doz u. Kosonen, 2010). Aufgrund des oft grof3en Ein-
flusses der Familienmitglieder auf die strategischen Entscheidungen des Unter-
nehmens wird die Digital Openness mafégeblich von den Priferenzstrukturen und
der individuellen Wahrnehmung der Familienmitglieder geprdgt (Kammerlander u.
Ganter, 2015; Lohde, Campopiano, & Jiménez, 2020). Die Digital Openness ist in der
Regel geringer, wenn die Fithrung von Alteren durchgefiihrt wird statt von jiingeren
Menschen, die der Generation der Digital Natives angehoren (Palfrey u. Gasser, 2011).

Auf organisationaler Ebene erfordert die Digital Openness, dass auch die Werte
und Rollen der Mitarbeiter die digitale Transformation begiinstigen. Zum einen
erfordert dies, dass die Unternehmenskultur Verdnderung und Flexibilitédt fordert
und Fehler toleriert anstatt Effizienz und Geschwindigkeit in den Vordergrund zu
stellen (Hock, Clauss u. Schulz, 2016). Zum anderen sollte die Geschiaftsfithrung
eine gemeinsame Vision des zukiinftigen Unternehmens entwickeln und diese
den Mitarbeitern klar kommunizieren, um Digitalisierungsaktivititen einen iiber-
geordneten Sinn zu stiften (Westerman et al., 2014). In diesem Zuge ist es ratsam,
nicht nur eine unidirektionale Kommunikation vorzunehmen, sondern einen akti-
ven Dialog mit den Mitarbeitern auf allen Ebenen der Organisation zu fiihren. Da
Mitarbeiter subjektiv oder objektiv von der Transformation betroffen sind, besteht
sonst die Gefahr von Rigiditdten innerhalb der Organisation. Des Weiteren sollte
das Unternehmen eine klare und ganzheitliche Digitalstrategie entwickeln (Chanias
et al,, 2019). Diese Strategie dient dazu, dem Thema Digitalisierung eine hohe Priori-
tiat einzurdumen und sicherzustellen, dass die verschiedenen Aktivititen innerhalb
des Unternehmens orchestriert und ohne Redundanzen stattfinden, um ein klares
Ziel zu erreichen. Anderenfalls besteht das hidufig zu beobachtende Risiko, dass viele
losgelOste Einzelmafdnahmen gestartet werden, ohne dass eine klare Abstimmung
von Verantwortlichkeiten, Rollen und Zielsetzungen vorgenommen wird (Kane,
Palmer, Nguyen-Phillips, Kiron, u. Buckley, 2017). Zudem zeigt aktuelle Forschung,
dass aufgrund der hohen Unsicherheit und Komplexitit regelméafsige Reviews und
Anpassungen der Digitalisierungsstrategie erforderlich sind (Chanias et al., 2019).
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Um hier eine klare Rollenverteilung vorzunehmen und sicherzustellen, dass der
digitalen Transformation der notwendige Stellenwert zukomimt, bietet es sich an,
verantwortliche Personen (sogenannte Digital Leaders oder Digital Champions) zu
benennen (Bretschneider et al., 2019). Diese nehmen im Idealfall multiple Promotoren-
rollen ein, pflegen Beziehungen zu relevanten Stakeholdern und kommunizieren
aktiv die Vision, koordinieren Prozesse und sind im Idealfall mit ausreichender Ver-
antwortung ausgestattet, um Entscheidungen zu treffen und Ressourcen zuzuweisen.
Aufgrund der strategischen Bedeutung der digitalen Transformation werden diese
Rollen zunehmend im Top-Management als »Chief Digital Officers«besetzt (Singh u.
Hess, 2017). Speziell fiir Familienunternehmen ist es hier unter Umstdnden interes-
sant, Nachfolger, welche relevante digitale Kompetenzen jenseits des eigenen Unter-
nehmens gewinnen konnten, in derartige Rollen hinein zu entwickeln (Bretschneider
et al,, 2019).

Neben der Digital Openness wird die Fahigkeit zur digitalen Transformation von
Familienunternehmen durch deren Digital Readiness bestimmyt. Diese umfasst das
Ausmaf? der vorliegenden Kompetenzen und Erfahrungen sowie die vorliegende
technologische Reife zur digitalen Transformation (Riisen u. Heider, 2018). Digitale
Ressourcen umfassen die digitale technologische Ausstattung (z. B. IT-Technologie),
den Grad der digitalen Entwicklung (bspw. digitale Sensorik in Produkten oder IoT-
Integration) sowie die Kompetenz im Umgang mit digitalen Technologien.

Wenn die vorhandenen Kompetenzen nicht ausreichen, kann die digitale Trans-
formation in der Regel nicht effektiv umgesetzt werden (Riisen u. Heider, 2018),
weshalb an dieser Stelle der Aufbau oder die Beschaffung relevanter Kompeten-
zen notwendig wird. Dies kann in begrenztem Umfang durch Schulungen und
durch Personaleinstellungen erzielt werden. Da jedoch in der Regel einige wenige
Digitalisierungsexperten fiir die digitale Transformation nicht ausreichen, werden
hidufig auch Partnerschaften mit externen Experten aufgebaut (Klus, Lohwasser,
Holotiuk u. Moormann, 2019).

4 Die Bedeutung einer familienpsychologischen Perspektive

Die vorangegangenen Kapitel gaben einen primir betriebswirtschaftlichen Uber-
blick iiber die Gestaltung digitaler Transformation in Familienunternehmen. Die
Besonderheit von Familienunternehmen liegt jedoch im Zusammenspiel familia-
rer und unternehmerischer Aspekte. Diese Charakteristika, Potenziale, aber auch
Paradoxien von Unternehmerfamilien konnen voranstehende Prozesse mafsgeblich
beeinflussen. Die digitale Transformation von Familienunternehmen sollte daher
nicht mono-, sondern transdisziplinir betrachtet werden. Unter Beriicksichtigung
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einiger wegweisender Erkenntnisse des Jubilars Arist von Schlippe eroffnet sich
daher eine weitere bedeutsame Perspektive, um digitale Transformation in Familien-
unternehmen zu verstehen und zu managen.

Es wurde erwidhnt, dass ein Top-Management-Commitment und eine hin-
reichende Digital Openness der beteiligten Akteure wesentlich fiir das Gelingen
der digitalen Transformation sind. Um diese Aspekte in Familienunternehmen zu
verstehen, ist es von Bedeutung, die psychologischen Prozesse der Familie — gerade
beim Vorliegen unterschiedlicher und teilweise inkompatibler Sichtweisen — zu
reflektieren. Z. B. sehen sich Unternehmerfamilien bei der Entscheidung der Nach-
folgeregelung neben unternehmerischen auch mit familidren Gesichtspunkten kon-
frontiert (von Schlippe, 2012). Ein ungeregelt ablaufender Nachfolgeprozess ist eine
typische Selbstgefihrdung von Familienunternehmen (Wimmaer et al., 2018). Darti-
ber hinaus wirken eine Vielzahl von unbewussten, unausgesprochenen und impli-
ziten Erwartungen der Beteiligten sowie Mentale Modelle auf den Prozess ein (von
Schlippe, 2014). In dieses Spannungsfeld gelangen nun zusitzlich divergierende
Digitalkompetenzen zwischen Parentalgeneration und Digital Natives. Eine Stu-
die der Unternehmensberatung PricewaterhouseCoopers (Rasch, Kof u. King, 2015)
zeigt, dass 83 % der »Alteren« die Digitalisierung als relevant empfinden, aber nur
27 % diese auch im eigenen Unternehmen umsetzen wollen. Ebenso sagen 40 % der
nichsten Generation, dass sie frustriert sind, da sie mit ihren Ideen zur Digitalisie-
rung bei der dlteren Generation nicht ankommen (Wills, 2017). Bei der Ubertragung
der Entscheidungskompetenzen von einer Generation mit niedriger Digital Readi-
ness zu der der Digital Natives konnen so paradoxe Anforderungen entstehen (von
Schlippe, 2014; von Schlippe, Groth u. Riisen, 2012). Die implizite paradoxe Auf-
forderung »Fiihre uns in die Zukunft (aber pfusch’ nicht an meinem Lebenswerk
herum)« kann bspw. Grundlage offener oder verdeckter Konflikte sein und so maf3-
geblich die digitale Transformation beeinflussen.

Zum Spannungsfeld von Familienpsychologie und digitaler Transformation
in Familienunternehmen liegen bisher nur wenige Erkenntnisse vor. Wir gehen
jedoch davon aus, dass die umfangreichen Forschungsbeitrdge des Jubilars Arist
von Schlippe auf diesem Gebiet eine wichtige Grundlage fiir eine intensivere Aus-
einandersetzung in zukiinftiger Forschung sein werden. Wir danken ihm dafiir, diese
Tiir fiir den wissenschaftlichen Nachwuchs aufgestoféen zu haben, und wiinschen
ihm von Herzen alles Gute!
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Family Business Models: A Systemic
Understanding of Family Business

The Genesis

The conceptual approach to the Family Business Models appeared forced by a com-
promise. In the year 2000, we collected data through a questionnaire with the prom-
ise to give feedback to the respondents.

Therefore we were confronted with two interrelated problems:

Problem 1: What kind of answer can we offer to those that filled the question-
naire? We had to decide what had to be taken into account when trying to under-
stand a family business.

Problem 2: How could we know to what degree a family business is good or bad?
We were confronted with the value judgement problem. Good or bad from what point
of view, for whom, with what time expectancy? What point of view should prevail?

Solving these questions was not an obvious task. The solution came from a paper
I had read years before. In this paper, physicist Jorge Wagensberg (2000) addressed
the relationship between the complexity of an organism, its environment (uncer-
tainty), its capacity for internal reorganization (anticipation capacity), and its capac-
ity to modify its environment (sensitivity).

Wagensberg’s equivalence can be presented in the following way (Fig. 1):

Anticipation Uncertainty of Sensitivity to the Variation

Complexity Capacity the Environment of the Environment

Figure 1: Adaptation of Wagensberg’s Equivalence (Wagensberg, 2000)

According to Wagensberg, the above equation expressed the requisites for any living
organism to survive. The condition for life is that the organism must have the capac-
ity to establish a balance between its own internal complexity, the complexity of its
environment, its capacity for adaptation, and its capacity to modify its environment.
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Like in biology, survival for a family business also means being able to estab-
lish three delicate balances: between the complexity and uncertainty of the family,
between the complexity of the business and its environment, and finally between
the family business’ structure created to interact with its environment and its capac-
ity to absorb this complexity. This allows us to evaluate a family business according
to how balanced it is on these three fronts.

Family and business tend to increase their complexity with the passage over time
(Gimeno, 2004). In the family front, there tends to be an increase in the number of
family members, more family cultures are incorporated (in-laws), the family bond
weakens (brothers, cousins, second cousins, ...), there’s more variety in competen-
cies profiles, interests, personal situations, ... etc (Gimeno 2004). All this entails an
increase in family complexity, that is the variety of situations that the family may
have to deal with. Therefore, it becomes harder to anticipate how the family might
behave which means an increase in uncertainty.

The same happens with the business. Time also increases business complexity,
albeit much less than the family does (Gimeno, 2004). Business complexity is related
to industry, size, level of internationalization, level of diversification, technology
incorporated, knowledge of the staff, ... etc. of the business. The business complexity
incorporates the external uncertainty of both the closer environment (industry, com-
petitors, markets) and general environment (technological, geopolitical, social, ... etc.).

This approach differs from the dominant logic in the field of family business.
The traditional approach argues that family businesses should have the capacity to
anticipate future events and prepare themselves to deal with them through plan-
ning, protocols, and value statements.

This is a shooting approach but neglects the existence of certain levels of uncer-
tainty, which makes the proposal attractive but unrealistic. Uncertain does not mean
random, it does not mean that anything is possible. For example: I am 59 and it is
impossible to know how my future is going to be. But I can easily anticipate the like-
lihood of different categories of my future. I do not know how my health will develop,
but I can easily anticipate that it will not get better, only worse. From a career per-
spective, it is highly probable that I will continue to harvest from my past accom-
plishments and then my prospects decline. From the family perspective, it is quite
likely that I have grandchildren and less likely that I divorce.

Therefore, if I prepare myself to be prepared for this kind of futures (eating healthy
and doing some exercise, saving some money, supporting my kids, and reinforcing
the bond with my wife), we can easily agree that I would be working in the right
direction, although I do not know what the future will bring to me specifically. It is
impossible to know details of exactly what will happen, but with a macro perspec-
tive, it is easy to know along which lines my life may develop.
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Being 59 works as an indicator for me, allowing me to discard highly unlikely
futures, for example starting a career as a surgeon (I am not a physician), acquiring
a South African citizenship (very little connection to this beautiful country), or hav-
ing two wives (no tradition of bigamy in Spain).

The same logic can be applied to a family business. Understanding family and
business complexities help us distinguish and classify the futures from most likely
to less likely and those which can be discarded.

Therefore, managing a family business will mean preparing the system to address
what is quite likely to happen as well as preparing the system to address uncertainty,
which are those events that we can understand from a macro perspective but we
cannot anticipate specifically (like how many grandkids I might have). It also means
not being distracted with almost impossible futures.

From Complexity Theory, we can borrow the concept of structure. The structure
of a system is composed of the elements that create order within said system. We
can apply it metaphorically to a family business and define that different levels of
family and business complexity (which makes the family business’ complexity pro-
file) will require different structures of order.

The literature has developed a quite varied group of instruments to create order in
afamily business. These can create a taxonomy of five different categories: (I) related
to the governance (institutionalization), (II) the various role games (role differen-
tiation), (III) the way the company is managed (management practices), (IV) the
relationships between individuals (communication), and (V) the succession of the
present leaders (continuity).

More specifically these five categories refer to:

I. Institutionalization: the bodies and rules that frame the decision-making pro-
cess. We use this concept instead of the more commonly used term »governance«
because understanding governance from the institutional perspective allows
a better understanding of its functions and development processes (DiMaggio
& Powell, 1983).

I1. Roledifferentiation: it is related to the capacity to differentiate the role (family mem-
ber, owner, board member, manager), from the individual. An individual may either
have several clearly differentiated roles or these may be entangled and confused.

III. Management practices: this category addresses the way the business is managed.

IV. Communication: focuses on the relationships between different individuals.
Understanding human interactions in the domain of language (Luhmann, 1982)
shed light on many aspects of the family business dynamic.

V. Continuity: it is related to understanding the capacity of the business to renew
its managerial and entrepreneurial resources beyond the present leadership to
sustain its competence in the future competitive landscape.
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In order to operationalize the categories mentioned above, a wide group of family
business’ concrete management dimensions can be identified. We propose 15 spe-
cific family business management variables which can create order in the structure
of relations between family and business.

— INSTITUTIONALIZATION

1. Existenceof Institutions: to what extent are there different governance bodies and
institutional rules (family constitution)?

2. Family Council effectiveness: to what extent is the Family Council (if it exists) ful-
filling its function?

3. Board of Directors effectiveness: to what extent is the Board of Directors (if it exists)
fulfilling its function?

4. Executive Committee effectiveness: to what extent is the Executive Committee (if
it exists) fulfilling its function?

— ROLE DIFFERENTIATION

5. Work Differentiation: to what extent are the family members hired into manage-
ment positions according to the logic of competence profile/company needs?

6. Ownership Recognition: to what extent is the role of the owners recognized in
their rights?

7. Family Accountability: to what extent do the family members accept being
required to fulfill management roles accepting being accountable to »third par-
ties« (eg. COE, board, owners) external?

- MANAGEMENT PRACTICES
Professionalization: How developed are the company’s management practices?
Information Structuring: to what extent are the flows of information inside the
company structured?

- COMMUNICATION

10. Management of Differences: to what extent does the family have the capacity to
create consensus among different individual characteristics, circumstances, or
interests?

11. Clarification of Rules: to what extent is the family able to recognize the rules it is
operating under? If they are explicit, they can be changed if necessary.

— CONTINUITY
12. Entrepreneurial capability: to what extent do the family and the business have
entrepreneurial resources in the next generation?
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13. Non-CEO Dependence: to what extent will the company suffer without the pres-
ence of the current leader?

14. Succession planning: to what extent has succession been planned from the admin-
istrative perspective (last will, taxes, bylaws, etc.).

All these dimensions cannot be understood in isolation, they are interrelated and
form a structure that channels family-business relationships.

The conceptual hypothesis about the main interactions between these family-
business management variables is the following (Fig. 2):
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Figure 2: Interrelation between Family Business Management Variables

The structure must be different according to the family business’ complexity profile.
So, for example, a small family business company or a multinational family business
will require a different level of functionality from their Board of Directors because
they must address very different complexity levels.

Therefore, we can determine that the adequate structure will be a function of
the family complexity and the business complexity, which composes the complex-
ity profile of the family business.

Another question is what happens when the structure is too weak to deal with
the complexity profile. In this case, again, we borrow a concept from Chaos Theory
and use it in a metaphorical sense (Prigogine & _Stengers, 1984).
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Figure 3: Stability vs. Equilibrium (Prigogine & Stengers, 1984)

Stability means the propensity of a system to lose equilibrium if it is perturbated.
In Figure 3, system A is much more stable than system B, although they are both
in equilibrium.

Applying this concept to our approach, we can conclude that the better fit
between the complexity profile of the family business and its structure, the stabler
the family business.

Problems in a family business tend to be associated with a disruption that the
family business is not able to absorb (a difference in opinion, the disappearance of
a specific person, a business incidence, a reduction of dividends, an inheritance, ...).
These perturbations tend to act as a trigger, able to generate a chaotic situation if
the family-business system is unstable. In highly unstable family businesses, these
examples of perturbations may lead to personal conflicts, power fights, a conflict
about strategy, mission, or cash. A stable enough family business will have sufficient
resources to deal with the perturbation without becoming chaotic.

We can define family business management as a proper one when it brings the
family business system to high levels of stability. We propose the term structural
risk as the indicator of the level of stability of a family business. This stability is the
result of the adequation of the structure of interrelation between family and busi-
ness is adequate to the complexity profile of the family business (Fig. 4).

Mental Models

In an attempt to quantitatively validate the model, we were surprised with the fact
that in some cases the model fit quite well, while in others it did not fit at all. Evi-
dently, there was a factor that made the model fit in some cases and not in others.
Some important dimensions were lacking.

After a qualitative comparison between the cases that fit the model and those
that did not, we arrived at the conclusion that the missing variable was the mind-
set of the family or the dominant family alliance.
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Figure 4: Family Business Management Formula (Gimeno, Baulenas, & Coma-Cros, 2010)

The difference between the real world and how we understand it has been raised
by many thinkers in history. The difference between reality and our understanding
of it is present since ancient times (the Talmud, Plato), the beginning of modernity
(Spinoza) up until our days, which have seen it incorporated into a broad group of
disciplines such as sociology, psychology, philosophy, and/or linguistics. Even the
most empirical and objective activity, science, has been identified as subjected to
scientist’s interpretation (Kuhn, 1962; Berger & Luckmann, 1966).

Besides some important contributions (Schein 1990; Hofstede, 1993), manage-
ment theory has played little attention to the interpretative aspects of reality. The
clear exception are the marketing scholars who have understood the importance of
intangibles (perceptions) in selling propositions. Therefore, it seems that the inter-
pretative dimension is very important when human beings act in the role of con-
sumers but not when they act in the role of members of an organization or, in our
case, owners of a business. In this case, it appears that the cognitive structure of the
human being changes and we act with full rationality.

Family business scholars have identified the difficulty of understanding the
behavior of family business owners with the management framework, mainly
based on Agency Theory. This difficulty was surpassed by introducing the concept
of socio-emotional wealth as a hotchpotch that explains all behaviors that are not
aligned with the maximization approach. In this approach, the behaviors of the own-
ers would remain equally rational, but these would simply be fostering other goals
considered as »socio-emotional«. The rationality of means and ends can be main-
tained, the only change is that rationality is in this case focused on different outcomes.
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But, as explained before, introducing the dimension of the family perception of
the family business opens new opportunities to understand their behavior. The men-
tal framework of the family defines the range of possibilities of what is a meaningful
family and a meaningful business. This means that the family members' mindset
inrelation to their family business could define specific configurations of meaning-
ful profiles of business complexity and structures but not others. This would entail
that some families would try to avoid some levels of family complexity (e.g. patriar-
chal family models vs. nuclear family models), business complexity (e. g mission to
conquer the world vs. mission to support the family’s needs), or avoid some levels
of structure (e.g. checks-and-balances vs. entrepreneurial structures).

Mental Model

Business Structural

Risk

Family
Complexity

Figure 5: Family Business Formula and Mental Models

We identified six configurations, six different categories of family businesses, that
are the result of how the mental framework blinds non-meaningful options and
binds (Haidt, 2012) the family to certain complexity profiles and range of structures.

The six family businesses that we identify are: captain, emperor, family team,
professional family, family corporation, and family investment group. Their char-
acteristics are synthesized in the following table:
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None of the six family business models (typologies) described above are better than

others. Each one guides the family business into a specific direction and has its par-
ticular requirements to be functional.

Table 2 shows the main condition of each model to be functional, according to
our perspective.

Table 2: Models and Requirements for Success

Model Main Requirements for Success
Captain - No separation between ownership and management.

- The people who are competent in doing the activity and managing the business must be
the owners. Competent managers or craftspeople must own the business. They must be
first professionals and then business owners, not the opposite.

Emperor - The emperor must have the profile to lead the company successfully because his limita-
tions will be the company's limitations.

- The emperor must either have complete ownership of the business or the rest of the
owners have to follow him (more usual than »her«)in a non-questionable way.

Family Team - Family members should develop the knowledge and abilities to contribute to the family

business.
- The family members must put the common project above their personal interest.
- Family members should enjoy working together.

Professional
Family

- One or several family members should be prepared to lead the company in a professional
way.

- The relationship between the family members who wark in the business should not be
based on equality but on the recognition and acceptance of their differences in knowledge
and competence.

- Family members who work in the business should accept accountability in their
performance.

- Family members should enjoy working together.

- The non-working owners should suppart the family members who wark in the family
business.

Family
Corporation

- The CEO position is not a place of privilege or status, but a service addressed to employees
who wark for the family (business).

- The family should develop competences to maintain the drivers and control of the com-
pany without managing it.

- The family must learn to be »present« in the company without interfering in the space of
the managers.

- The family must create »attractors« beyond financial performance to maintain its mem-
bers bound to the purpose of their business activity.

Family Invest-
ment Group

- The family must be able to incorporate the proper management capacities to work for
them in managing their wealth.

- The family members must be able to use the freedom that their wealth allows them to
develop themselves as individuals and not passive cansumers of indicators of status.




62 Alberto Gimeno Sandig

Understanding our own family business model can be useful for a business family
to identify their own family strategy. Therefore, a family strategy will be a combina-
tion of three possible lines of action:

- Developing the structure and continuing with the existing model

- Changing the model

- Reducing complexity

Mental Models, Prof. von Schlippe and Me

I got to know my friend Prof. von Schlippe some years ago thanks to the STEP project.
In the founding moments of this project Tim Habbershon, who at that time was in
Babson College, had gathered a small group of family business scholars interested
in studying the Successful Transgenerational Entrepreneurship Practice (STEP).
These were small teams of junior and senior scholars representing some leading
universities and business schools in the field.

My initial reaction during the first meetings was that the senior scholar from
Witten was participating in an unusual way. He was not making statements, as
many of us were, instead he was just asking questions to try to understand the
phenomena we were discussing. He introduced himself as someone »new« to the
field with very little knowledge. However, with his questions, he touched upon very
relevant ideas and it became evident that he had profound knowledge about fam-
ily-business dynamics.

It was also interesting to see that besides being one of the few knowledgeable
and wise people in the group, he was initially not recognized as such, as he was
asking questions that could not be answered easily from the predominant prob-
lem-solution-approach. His questions were different, more profound, and thus did
not have simple answers.

Prof. von Schlippe and I established a good relationship early on, and with the
years it became a beautiful friendship. We had many opportunities to discuss our
main scholarly interests, families, and businesses but I also had had the opportu-
nity tolearn from him in many other domains. His curiosity and strong conceptual
base aligned with his sensitivity and nobility of spirit is a gift to all the people that
have the fortune to be around him. I am one of those fortunate ones.

Although he is not responsible for whatever you might dislike from this text,
the concepts I have explained here are partially the results of many of our fruitful
dialogues.



Torsten Groth

Das Beziehungsmanagement als
grundlegende Fiihrungs- und Beratungs-
aufgabe - Zehn systemische Gebote

Ausgangslage

In den vergangenen knapp zwei Jahrzehnten der Familienunternehmensforschung
hat sich vor allem durch das Wirken einer »Wittener Schule« ein Ansatz etabliert,
der sich mit Paradoxien in Familienunternehmen und Unternehmerfamilien
beschiftigt. Diese resultieren aus dem Zusammenwirken von Familien- und Unter-
nehmensrationalitdten, prdgen damit das Erleben der Beteiligten, sind relevant in
allen existenziellen Entscheidungen auf Unternehmens- wie Familienseite und
damit auch eine wichtige Grundlage fiir die Beratung von Familienunternehmen
wie Unternehmerfamilien. Diesen Paradoxieforschungen ist mittlerweile nur noch
wenig hinzufiigen.!

Anders sieht es aus, wenn man zuriick zu den Theoriegrundlagen dieses Para-
doxieansatzes geht. Sodann landet man nicht nur bei der ofters zitierten sozio-
logischen Systemtheorie Luhmann’scher Pragung (Luhmann, 1984; 2000), son-
dern auch bei wichtigen Vordenkern wie Gregory Bateson (1981) oder auch Heinz
von Foerster (1985) — um nur die bekanntesten zu nennen. Wie die Beratung von
Familienunternehmen und Unternehmerfamilien von diesem Denken profitie-
ren kann, ist Ziel und Inhalt der folgenden Uberlegungen, die zum Zwecke der
Handlungsanleitung in kurz erlduterten Geboten formuliert sind, und sich um
Beziehungsfragen »drehen«.?

1 Stellvertretend fiir eine Vielzahl zu nennender Veroffentlichungen mit einem starken Fokus auf Para-
doxien in Familienunternehmen und Unternehmerfamilien siehe Simon, Wimmer u. Groth (2017);
Simon (2012); von Schlippe et al. (2017); Riisen u. Heider (2020); mit Fokus auf Beratung siehe von
Schlippe u. Groth (2006); Plate u. Groth (2007), Groth u. Riisen (2015), Kleve (2020).

2 Diese Form der Darstellung findet sich auch in: Groth (2019); die Gebote sind nachhaltig inspiriert
worden durch mehr als 15 Jahre der engen Zusammenarbeit mit Arist von Schlippe und Fritz B. Simon
sowie zuletzt in der Konkretisierung fiir die Praxis durch Diskussionen mit Andreas Dethleffsen. Die
Inhalte haben sich zudem geformt in meiner beraterischen Begleitung von Unternehmerfamilien,
an denen neben Arist von Schlippe oft auch Tom Riisen beteiligt war. Ihnen allen sei an dieser Stelle
gedankt.
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1 Denke systemisch und auch systemtheoretisch!

»Systemisch« zu denken, heifdt zundchst und sehr vereinfachend, Dinge im Zusam-
menhang, mithin in ihrer Vernetztheit zu sehen. Das Motto der Systemik lautet:
Zirkularitdt statt Linearitdt. Typische, vom systemischen Denken inspirierte Fra-
gen konnen sein: Wie sind Familie und Unternehmen existenziell miteinander ver-
kniipft? Wie kann der Faktor »Familiness« ein Unternehmen positiv beeinflussen
und zugleich eine Unternehmerfamilie an den Herausforderungen der Eigen-
tiimerfiihrung wachsen (Klett, 2007)? Oder auch: Wie sorgt das Eigentum fiir Ent-
scheidungsnotwendigkeiten, die unter Familienmitgliedern alte Konflikte immer
wieder aufbrechen lassen? Und gleich daneben steht ein systemtheoretisches Den-
ken (Luhmann, 1984; Simon, 2018), das sich mit Differenzen auseinandersetzt, das
Systemrationalitdten hervorhebt und z. B. die Frage stellt, wie sich familidre und
unternehmerische Erwartungen trotz widerspriichlicher Forderungen verbinden
lassen (Groth u. von Schlippe, 2012; von Schlippe, Groth u. Riisen, 2017). Insofern
kann man unter Riickgriff auf beide Denktraditionen formulieren: Verbinde das
Getrennte und trenne das Verbundene!

Egal, wie man es nimmt, der Mehrwert der genannten systemischen und auch
systemtheoretischen Denkrichtungen besteht darin, sich von den Beobachtungsver-
hiltnissen zu distanzieren, in denen sich die Beteiligten nachvollziehbar befinden.
Systemdenken 14dt ein zur Beobachtung 2. Ordnung: Wie eine Beobachtung von
der Tribiine aus, ermdglicht es Uberblicke, welches Spiel auf dem Spielfeld gespielt
wird, welche Regeln gelten und welche Taktiken angewendet werden.

2 Betrachte Beziehungsfragen als Uberlebensfragen!

Das Beziehungsmanagement wird oftmals verkiirzt fokussiert auf das soziale Mit-
einander von Einzelpersonen. Angemessener ware es, wenn man den Beziehungs-
blick verkniipft mit Fragen der Kopplung (und Entkopplungen) von sozialen
Einheiten. Erweitert man den Fokus auf diese Weise, so kommen im Beziehungs-
management hochrelevante Uberlebensfragen in den Blick. Erinnert sei vor allem
an den Grundlagentext »Kulturberiihrung und Schismogenese« (Bateson, 1981,
S.99ff). Hier entwickelt Bateson eine generelle Theorie der Beziehung auf der Basis
eigener anthropologischer Forschungen in Papua-Neuguinea mit der Frage, wie sich
einzelne Stimme in ihren Uberlebenskdmpfen zueinander verhalten. Eine solche
Beziehungssicht ldsst sich auf das Verhiltnis von Unternehmen, Fiihrungsgremien,
Abteilungen, Teams oder eben auch auf das Verhiltnis der Eigentiimerfamilie zum
Unternehmen (mitsamt den Beiratsgremien) anwenden. Mit deren Beziehung
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zueinander, dies zeigen vielen Forschungen zur Langlebigkeit von Familienunter-
nehmen (Simon, Wimmer u. Groth, 2017; von Schlippe et al., 2017), ist die Frage
der Entscheidungsfihigkeit und damit des langfristigen Uberlebens aufs Engste
verkniipft.

3 Bedenke: Beziehung geht nicht allein und
entwickelt eine eigene Qualitat!

Von einem weiteren grofien systemtheoretischen Vordenker, George Spencer-Brown,
gibt es ein Buch mit dem Titel »Dieses Spiel geht nur zu zweit« (1971/1994). Aus die-
sem Titel ldsst sich das ABC jeder Beziehung ableiten. Wie benannt, braucht es fiir
jede Beziehung mindestens zwei Akteure A und B. A und B konnten nun fiir vieles
stehen, fiir eine dyadische Beziehung, vielleicht fiir das Verhiltnis von Vorgesetztem
zu Untergebenem, Kollegin zu Kollegen etc. Wie in Gebot 2 erwdhnt, wird der Mehi-
wert grofder, wenn man sich von Personensichten 16st und unter A und B das Ver-
hiltnis von Organisation(seinheit)en zueinander versteht. Eine Fiille an Konstellatio-
nen ist hier denkbar: das Verhiltnis eines Tochterunternehmens zur Konzernmutter,
das Verhiltnis eines Teams zur iibergeordneten Organisationseinheit, das Verhalt-
nis eines Bereichs zu einem anderen Bereich oder eben auch das einer Familie
zum Unternehmen, einer Familie zum Familienrat, eines Gesellschafterrats zum
Unternehmen oder eines Family-Investors zum Start-up. Immerfort gilt der Spen-
cer-Brown-Titel: »Dieses Spiel geht nur zu zweit«.

Entscheidend ist, wenn wir es, wie erwdhnt, mit »Beidseitigem« zu tun haben,
denn dann folgt daraus eine zirkuldre Konstruktion von etwas Drittem mit einer
eigenen, emergenten Qualitdt. Damit wiren wir beim C des kleinen ABC der sys-
temischen Beziehungslehre. Letzteres wird oft, vor allem in konflikthaften Situ-
ationen, von den Beteiligten iibersehen. Sie beginnen Beziehungen einseitig zu
definieren, was sich z. B. in (zumeist vergeblichen) Disziplinierungsversuchen von
Gesellschaftern oder Geschiftsfithrern dufert. Ubersehen wird, dass alles Agieren
des einen Beziehungspartners in der ABC-Sicht nur ein verdndertes Beziehungs-
angebot ist, das durch die Reaktion der anderen Seite eine vielleicht andere Quali-
tédt der Beziehung erzeugt, aber sicher nicht 1:1 das, was intendiert wurde, oft sogar
dessen Gegenteil.
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4 Beachte rekursive Beobachtungen und
das dadurch entstehende Muster!

Wenn eine Beziehung beidseitig definiert wird, dann kann (und sollte) man gerade in
der Beratung von Familienunternehmen und Unternehmerfamilien die Beziehungen
auch aus den jeweiligen Perspektiven der Beteiligten anschauen (lassen):

1. Wie ist Verhiltnis von A zu B (aus Sicht von A) und

2. das Verhiltnis von B zu A (aus Sicht von B)?

Unter Hinzuziehung z. B. zirkuldrer Fragetechniken (Simon u. Rech-Simon, 1999)
konnte man erfragen, was die Familie vermutet, wie das Unternehmen auf sie blickt,
oder auch, was das Unternehmen vermutet, wie die Familie auf es blickt. Allein mit
dieser Arbeit an und mit rekursiven Beobachtungen kann fiir viel Kldrung gesorgt
werden.

Ein noch groflerer Gewinn liegt jedoch darin, die Sicht von A und B auf das Mus-
ter, das sich infolge ihrer Beobachtungen und Handlungen ergibt (wir haben oben
von C gesprochen), zu richten. Im Fokus steht folglich:

3. Coder das Muster, das aus A und B entsteht!

Jede Beziehung ldsst sich gemifé dieser Leitlinie erforschen: Wie definiert A das Ver-
hiltnis zu B; wie B zu A und welches Muster C ergibt sich aus diesen beidseitigen Kon-
strukten? Das heifdt, das, was als »eigentliche« Beziehung entsteht, ist die Nebenfolge
einzelner Beobachtungen und darum nicht im Aufmerksamkeitsfokus. Gelingt es in
der Beratung, dass Vertreter zweier (Konflikt-)Parteien erkennen, wie und durch welche
konkreten Beobachtungen, Kommunikationen oder auch Handlungen sie gemeinsam
ein oft dysfunktionales Muster erschaffen, bedarf es oft keiner weiteren »grofden«
Beratungshinweise. Die Beteiligten werden erkennen, was sie unterlassen miissen ...

5 Sorge fiir die Einbeziehung der relevanten Akteure!

Mit dieser systemisch-konstruktivistischen Theorieanlage wird auch deutlich, wie
gering der Erfolg externer Expertenlosungen einzuschitzen ist, wenn Familien- und
Unternehmensdynamiken gekoppelt sind. Externe Strategien werden oft gemafs der
Beziehung der Beteiligten, also gemifi einem problematischen Muster, verarbeitet —
und nicht selten fiihrt dies eher zu Eskalationen. Folglich ist es im Beratungsprozess
ratsam, alle relevanten Personen oder auch Parteien angemessen einzubeziehen.
Die finale Riickbindung vieler Beratungsprojekte an ein gedndertes Gesellschafts-
recht erzwingt stirker als in sonstigen Organisationsberatungsprojekten, dass ein
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Prozess der Losungsfindung schon vom Start weg dafiir sorgt, dass am Ende alle
Beteiligten bereit sind, eine Losung mitzutragen.

Das »Einbeziehen« beider Seiten bzw. aller relevanten Akteure kann als not-
wendige Basis fiir die Beratungsarbeit an Beziehungen gesehen werden. Hin-
reichend wird dies erst, wenn der Zweck einer Beziehung in den Blick genommen
wird. Beziehungen funktionieren generell, wenn es eine grundsitzliche beidseitige
»Bejahung« gibt (alles andere wire Folter, Gewalt, Sklaverei). Dies fiihrt praktisch
zur Frage, welchen Nutzen die Beteiligten in der Beziehungserhaltung sehen. Selbst
Beziehungen, die von einer Seite als unbefriedigend erlebt werden (man denke z. B.
an Gesellschafter, die immerfort ihren Unmut dufdern), werden immer auch Anteile
eines »Ja« aufweisen. Ein oftmals passender Beginn jeder Form der Beratung von
Familienunternehmen und Unternehmerfamilien besteht darin, ein Grundverstiand-
nis bei den Beteiligten zu erwirken, dass sie weiterhin an der Aufrechterhaltung
der Beziehung interessiert sind, was im Umkehrschluss bedeutet, weiter an der
Zukunft als Familienunternehmen oder der Mitgliedschaft in der Unternehmer-
familie zu arbeiten ...

6 Vermeide Machtspiele!

Die Machtthematik gehort sicher zu den grofsen Tabubereichen in der Beratung.
Darum auch hier zunichst ein paar grundlegende Uberlegungen: Machtausiibung
in einer Beziehung heif3t, die Moglichkeit zu haben, direkt das Verhalten des Gegen-
iibers bestimmen zu k6nnen. Wenn es jedoch, wie gezeigt wurde, fiir eine Beziehung
die beidseitige »Bejahung« braucht, wenn Beziehungen zirkuldr konstruiert sind,
dann zeigt sich allein hierin, dass Macht kaum, bzw. nur im Extremfall, einseitig
ausgeiibt werden kann. Das Ausiiben von Macht hat immer auch einen Preis. Wer
z.B. Macht iiber andere Gesellschafter haben mdchte oder iiber die Geschiftsfiihrung,
muss immer damit rechnen, dass die Gegenseite ebenfalls »mit aller Macht«dagegen-
halt. Und hier zeigt sich oft die Machtlosigkeit des Machtausiibenden: Die Geschifts-
fiihrung hat vielfdltige MoOglichkeiten der Eigentiimerfamilie Informationen vor-
zuenthalten oder auch hochrelevante Entscheidungen an ihr vorbei zu treffen;
ein Gesellschafter hat — mit dem Gesellschaftsrecht im Riicken — im Gegenzug
vielfdltige Moglichkeiten, mit Zustimmungsverweigerung bei zukiinftig wichti-
gen Entscheidungen zu drohen; nahe Verwandte haben im Laufe der Zeit so viel
(unangenehmes) Wissen iiber den Machtausiibenden angehiuft, das besser nicht
veroffentlicht werden sollte ...

Insofern ist die Machtkommunikation per se riskant und im Prinzip nur bei Ent-
scheidungen ratsam, die das Ende der Beziehung einkalkulieren: Dem Geschifts-
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fiihrer wird mit Kiindigung gedroht und ein anderer steht schon zur Verfiigung, oder
einem widerborstigen Gesellschafter wird mit einer Gesellschafterausschlussklage
gedroht und diese hat Aussicht auf Erfolg etc.

Machtdrohungen sind im beraterischen Kontext als Ultima Ratio zu verstehen,
deren Funktion hauptsidchlich darin besteht, ein Spielfeld zu rahmen, auf dem man
sich besser miteinander einigt, damit die Macht nicht wirklich zum Einsatz kommt.

7 Betrachte Macht unter dem Gesichtspunkt
der Austauschbarkeit!

Generell ist es hilfreich, Machtverhiltnisse in ihrem Funktionieren unter dem

Gesichtspunkt der (Konstruktion der gegenseitigen) Austauschbarkeit zu betrachten

(Groth, 2019, S.90f.). Macht hat in einer Beziehung derjenige, der sich im Verhiltnis

zum anderen als weniger austauschbar empfindet. Vor diesem Hintergrund wird

deutlich, dass Formalitit (z. B. Hierarchie) allein nicht ausreicht, um eine Beziehung

zu bestimmen. Ein Beispiel: Auch wenn in Familienunternehmen in der Regel der

Beirat formell iiber den Geschéiftsfithrer bestimmt, ist dieser selten als der Machti-
gere anzusehen, sofern der Geschiftsfiihrer mit seiner Kenntnis des Unternehmens,
der Kunden, der Branche etc. kaum als kurzfristig ersetzbar angesehen wird. Zugleich

ist es fiir einen Geschiftsfithrer auch nicht ratsam, sich mit Verweis auf seine Kom-
petenzen und Kenntnisse iiber den Beirat zu stellen und diesem seine eigenen Stra-
tegien iiberzustiilpen oder auch Extra-Bezahlungen abzuringen. Beziehungen sind,
allgemein wie auch mit Blick auf Machtaspekte, als Aushandlungs- und Abwigungs-
prozesse zu betrachten und zu gestalten. In der Beratung gerade von Unternehmer-
familien wird immer wieder deutlich, dass relevante Akteure wenig austauschbar

sind. Dies fiihrt einerseits zu Machtlosigkeiten von Entscheidungsgremien oder

auch zu méchtigen Positionen einzelner Akteure. Wie man es auch dreht, auffillige

Verhaltensweisen einzelner Familiengesellschafter sind eher zu dulden als in klas-
sischen Anstellungsverhiltnissen ...

Alle Beispiele zeigen, dass Beziehungen selten eindimensional zu betrachten
sind. Mal ist der Beirat dominant, mal der Geschiftsfiihrer, mal ein Gremium, mal
ein Einzelgesellschafter. Beziehungen werden somit zu heterogenen (Macht-)Fel-
dern; sie gleichen eher einem Milieu oder auch einem Netzwerk denn einer Ver-
bindungslinie, mit der in vielen Darstellungen eine Beziehung zwischen zwei Akteu-
ren symbolisiert wird. Immerfort finden sich mehrere Dimensionen, unter denen
eine Beziehung zu bewerten ist und auch von den Partnern bewertet wird. Ent-
scheidend ist hier die eingangs erwdhnte Beobachterabhingigkeit. Beratung kann
z.B. liber die Thematisierung der Mehrdimensionalitit, iiber Visualisierungen der
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Macht- und Beziehungsgeflechte oder auch iiber das hypothetische Durchspielen
von Aktionen mitsamt den Folgen auf vielfiltige Weisen titig werden und dafiir sor-
gen, dass eher balancierte Kompromisslosungen gefunden werden als eindeutige,
Kklare Regelungen.

8 Achte auf die Kontenfiihrung der Beteiligten!

Das Themenfeld Mehrdimensionalitit von Macht und insgesamt die Beobachter-
abhingigkeit fiihrt zu ganz praktischen Uberlegungen, auf welchen Aspekt hin
Beziehungspartner und -beteiligte die Beziehungsqualitit verdichten. Hier bietet es
sich in der Beratung an, das Konzept der »Kontenfithrung« (Simon u. Conecta, 1992)
heranzuziehen. Generell nehmen in Beziehungen Vergleichsprozesse des Gebens
und Nehmens eine besondere Rolle ein. Es finden Abwagungs- und Verrechnungs-
prozesse statt, ob beide Pole gut balanciert sind. Geraten Geben und Nehmen oder
auch Aufwand und Ertrag aus der Balance, ist dies zumeist der Beginn von Erosions-
prozessen in der Beziehung. Besonders unter nahen Verwandten werden unter selek-
tivem Riickgriff auf vergangene Ereignisse sogenannte Plus- bzw. auch Minuskonten
gefiihrt, die den Beziehungsalltag pragen: »Wer hat wem die Schaufel im Sandkasten
geklaut?« (von Schlippe, 2014, S. 68). Fiir die Beratung relevant ist daher die Frage
nach dem »Kontenstand« und den Moglichkeiten eines »Kontenausgleichs«. Zu
beachten sind hierbei zum einen die »Wiahrungen«, in denen verrechnet wird, und
auch der Zeitbezug. Oftmals werden Nachfolge- oder Besetzungsentscheidungen
erst moglich, nachdem alte, zum Teil schon iiber mehrere Generationen bestehende
Ungerechtigkeiten zur Sprache kommen und in einen Ausgleich iiberfiihrt werden
(»Dein Vater blieb damals nur Geschiftsfiihrer, weil meine Mutter sein Fehlver-
halten immerfort gedeckt hat.»). Zum Ausgleich ist noch hinzuzufiigen, dass Dank
und Anerkennung meist die hochste Ausgleichswirkung haben.

9 Achte auf Symmetrie oder Asymmetrie
(und sorge fiir Komplementaritat)!

Das Thema der Beziehungskldrung macht noch einen kleinen Schlenker zu grund-
satzlich unterschiedlichen Typen von Beziehungen notwendig. Hierzu kann die
auf Gregory Bateson zuriickgehende Grundiiberlegung herangezogen werden, dass
eine Beziehung eigentlich nur zwei Formen annehmen kann (Bateson, 1981, S. 991f.).
Sie ist entweder von Symmetrie geprigt, basiert also auf Gleichheitsannahmen,
oder von Asymmetrie, basiert mithin auf der Pramisse der Ungleichheit. Mit die-
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sen beiden Beziehungsformen kann ein Grof3teil als existenziell erlebter Probleme
in Unternehmerfamilien erfasst werden. Unter nahen Verwandten, im Familien-
kontext und damit auch oftmals unter den Eigentiimern wird eine auf Gleichheit
beruhende Beziehungsgestaltung und Entscheidungsfindung erwartet: Alle sol-
len gleichbehandelt werden. Das Treffen von weitreichenden Unternehmens- und
Besetzungsentscheidungen zwingt die Beteiligten jedoch in Asymmetrien: Wer tritt
die Nachfolge an, und wer nicht? Wer wird in ein Gremium gew&hlt? Die Gleichzeitig-
keit von symmetrischen und asymmetrischen Beziehungsformen fiihrt unweiger-
lich in Paradoxien. Hier zeigen sich die »beiden Seiten der Unternehmerfamilie«
(von Schlippe et al., 2017).

Das Ziel der Beratung gerade von Unternehmerfamilien sollte darin liegen, Kom-
plementaritit zu erzeugen. Unter Komplementaritdt versteht man eine Beziehungs-
qualitit, in der die Unterschiedlichkeit von den Beteiligten als brauchbar erlebt
wird — man ergidnzt sich. Jede Seite weif3, was sie von der jeweils anderen hat. Bei
der hohen Relevanz der Frage, wie die Beteiligten die Beziehung definieren, ist es
in der Beratung angezeigt, die zumeist impliziten Erwartungen an die Grundform
der Beziehung in die Kommunikation zu bringen. Ist dieser Rahmen geklart, ist
eine wichtige Voraussetzung geschaffen, dass auch die heiklen Entscheidungen
getroffen werden konnen.

10 Erzeuge Reziprozitat und Vertrauen!

Abschliefdend noch ein kurzer Hinweis zum iibergeordneten Ziel einer Beratung, die
den Beziehungsaspekt voranstellt. Wenn alle Beteiligten mehrfach die Erfahrung
gemacht haben, dass die Unterschiedlichkeit niitzlich ist, dass beide Seiten »etwas
voneinander habeng, dass zu bestimmten Gelegenheiten Macht nicht einseitig aus-
genutzt wird etc., dann stellt sich automatisch Vertrauen und so etwas wie »gene-
ralisierte Reziprozitiat« ein. Dies hat den Vorteil, dass nicht im Kleinen verrechnet
wird und auch kurzfristige »Ungerechtigkeiten« ausgehalten werden. Man spricht
dann von einer »stabilen Beziehungx.

Vom Hoffen zum Vertrauen

Die genannten zehn Gebote geben sicher nur einen Teilbereich der Beratung
von Familienunternehmen und Unternehmerfamilien wieder, aber einen wich-
tigen! Beziehungsgestaltung heifdst immer, gemeinsame Arbeit an einer mehr-
dimensionalen, beidseitig konstruierten, zirkulir gebauten Uberlebenseinheit. In
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der Zusammenarbeit (also auch: in der Beziehung) mit Arist von Schlippe habe
ich gelernt und erlebt, wie wichtig es ist, in der Beratung dafiir zu sorgen, dass die
Beteiligten zu einer Aufdensicht auf sich und ihren gemeinsam erzeugten »para-
doxen Alltag« (von Schlippe u. von Schlippe, 2012) gelangen: »Adlerhorst, »reflek-
tierende Positionen, »Erwartungskarussell«, »Sichtbarmachen von Paradoxienc...—
viele Kernelemente meiner Beratungsarbeit und auch Inhalte in meinen Seminaren
sind durch das Wirken von Arist von Schlippe geprigt, so auch die Kernbotschaft
dieser zehn Gebote. Wer nicht auf Beziehungsaspekte schaut, muss hoffen, dass
die Beteiligten immer wieder intuitiv (oder mit Hilfe von Autoritdtspersonen in
der Familie) Mittel und Wege finden, das erwartbar konflikthafte Miteinander in
Unternehmerfamilien und Familienunternehmen einigermafien brauchbar zu
gestalten; wer hingegen die Beziehung bewusst in den Blick nimmt, kann darauf
vertrauen, dass die Beteiligten einen lernenden Zugang zur aktiven Gestaltung ihres
Miteinanders bekommen.
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Marke Familienunternehmen

Einige einfiihrende Worte

Das Lebenswerk Arist von Schlippes ist stark mit seinem Engagement fiir syste-
mische (Familien-)Therapie und Intervention verbunden. Hier zdhlt er unwider-
sprochen zu den wichtigsten Forschern und Praxisbegleitern weltweit. Aus dem
Blickwinkel der Systemtheorie heraus interessierte er sich zunehmend fiir die Unter-
nehmerfamilie. Seine wichtigen Abhandlungen nutzen die Systemtheorie zum bes-
seren Verstindnis der Reibungspunkte, Konflikte und Konfliktlésungsmoglichkeiten
in Familienunternehmen und deren Unternehmerfamilien.

Interessanterweise ist aber ein anderes seiner Werke der Spitzenreiter der
Familienunternehmensforschung mit iiber 100 Zitationen geworden. Es handelt
sich um den Artikel »The Family Business Brand: An Enquiry into the Construction
of the Image of Family Businesses«, den er 2011 mit seinen Ko-Autoren Alexander
Krappe und Lazaros Goutas im Journal of Family Business Management veroffent-
lichte. Meines Erachtens ist dieser Artikel ein wichtiger Ausgangspunkt fiir ein vol-
lig neues Gebiet innerhalb der Familienunternehmensforschung, ndmlich dem der
»Marke« Familienunternehmen.

Auf den folgenden Seiten moOchte ich aufzeigen, wie dieser Artikel zum Family
Business Brand meine personlichen Forschungsbemiihungen beeinflusste, welche
Denkrichtungen er in der Gemeinschaft der Familienunternehmensforschenden
in Bewegung setzte und wie ausdifferenziert sich die Forschungslandschaft zum
Family Business Brand mittlerweile zeigt. Abschlieffend werde ich kurz darauf
eingehen, dass wichtige zukiinftige Fragen zur Marke des Familienunternehmens
wiederum nur beantwortet werden konnen, wenn wichtige Antworten zur Identi-
tit des Familienunternehmens und der Unternehmerfamilie vorliegen. Und wie es
der »Zufall« so will, genau hier bieten die anderen Werke Arist von Schlippes ideale
Ausgangspunkte.
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Der markentechnische Urknall oder: Wie alles begann

Ausgehend von der Beobachtung, dass sich Familienunternehmen oft als besonders
nachhaltig, regional verankert und sozial engagiert sehen, gingen Arist von Schlippe
und Kollegen (in Krappe et al., 2011) der Frage nach, wie Familienunternehmen denn
von aufden wahrgenommen werden. Und ob man iiberhaupt von einer allgemein
akzeptierten Familienunternehmensmarke sprechen kann?

Aus theoretischer Sicht argumentierten die Autoren, dass eine Familienunter-
nehmensmarke dann bestehe, wenn die eigene Identitit und die externe Wahr-
nehmung dieser in Einklang sind. Dieser identitdtsorientierte Zugang ist deshalb
interessant, weil jedes Familienunternehmen eine eigene Identitit entwickelt und
nach auféen kommuniziert. Somit diirfte streng genommen nicht von der Familien-
unternehmensmarke, sondern von individuellen Familienunternehmensmarken
gesprochen werden (also der Marke Dr. Oetker oder der Marke Haniel).

Ein weiterer theoretischer Argumentationsstrang nutzte die soziologischen
Uberlegungen zur »Marke als Mythos, der als Mechanismus zur Sinnvermittlung
verstanden wird. Die Marke Familienunternehmen wird also insbesondere durch
die Mythen, die in der Bedeutung des Wortes »Familie« liegen, beeinflusst. Somit
wire der individuelle Einfluss eines spezifischen Familienunternehmens weniger
wichtig fiir die Markenbildung als die stereotype Zuweisung aufgrund des mytho-
logischen Verstindnisses der Familie.

Ob es eine in der Allgemeinheit verankerte Familienunternehmensmarke gibt
oder ob jedes Familienunternehmen aufgrund seiner individuellen Identitit und
des daraus resultierenden Verhaltens eine eigene Marke darstellt, kann also nur
empirisch iiberpriift werden. Diesen Schritt wagten die Autoren in ihrer Arbeit
erstmals und spannten einen dreidimensionalen semantischen Raum auf, in dem
die typischen Attribute, mit denen Familienunternehmen in Verbindung gebracht
werden, verortet werden konnten.

Insgesamt zeigten sich fiinf grofse »Resonanzriaumes, die gut mit den eher positi-
ven Attributen Nachhaltigkeit und Innovation sowie den eher negativ konnotierten
Attributen Stagnation, Ausbeutung und Effektivitit beschrieben werden konnten.

Von besonderem Interesse ist nun die Verortung von Familienunternehmen
in diesem semantischen Raum (siehe Abbildung 1). Wir erkennen, dass die Unter-
nehmensgrofie neben der Familieneigentiimerschaft einen Einfluss zu haben
scheint. Die Haupterkenntnis ist aber die folgende: Die Probanden wurden neben
der Wahrnehmung von Familienunternehmen zudem gebeten, ein optimales Unter-
nehmen hinsichtlich ihrer persénlichen Wertevorstellungen zu verorten. Hier zeigte
sich, dass gerade kleine und mittlere Familienunternehmen diesen optimalen
Wertevorstellungen sehr nahekommen.
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WAHRNEHMUNG VON FAMILIEN- UND NICHT-FAMILIENUNTERNEHMEN

Stagnation
Nachhaltigkeit
mitteres FU
-0
Keines Untemehimen
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Innovation
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Abbildung 1: Verortung von Familienunternehmen im semantischen Raum (Krappe et al., 2011)

Es kann nicht ausreichend gewiirdigt werden, welchen wichtigen Anstof? diese
Erkenntnisse fiir die Weiterentwicklung der Familienunternehmensforschung bie-
ten. Familienunternehmen werden also stereotype Eigenschaften zugesprochen,
obwohl es sich doch um ein solch breites Konglomerat verschiedener Unter-
nehmen handelt. Kann in dieser Erkenntnis der Schliissel zu der empirisch oft-
mals behaupteten besseren Leistungskraft von Familienunternehmen im Vergleich
zu Nicht-Familienunternehmen liegen? Mein personliches Forschungsinteresse
war nicht nur geweckt, ich erkannte die grofRartige Chance, wichtige Fragen der
Familienunternehmensforschung neu zu durchdenken.

Meine Lernreise: Von Arbeitgebern, Apfelsaften und Religiositat

Wie gesagt, die Ausfiihrungen von Arist von Schlippe und Kollegen befeuerten meine
Neugierde, ob nicht die Marke Familienunternehmen eine Auswirkung auf die Ver-
haltensweisen von wichtigen Stakeholder-Gruppen von Familienunternehmen
haben kénnte. Und ob dadurch méglicherweise Hinweise auf Leistungsunterschiede
zwischen Familien- und Nicht-Familienunternehmen zu finden seien, die in der
Forschungsliteratur oft belegt, aber meist nur durch unternehmensinterne Aspekte
wie spezifische Governance