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Family Business and Entrepreneurship:
Competencies and Organizational Behavior

Serena Cubico, Giuseppe Favretto, Piermatteo Ardolino, Stefano Noventa,
Diego Bellini, Giovanna Gianesini, and Joao Leitao

Abstract Family-owned enterprises go through various stages of growth and
development over time once the second and subsequent generations enter the
business. They present a unique set of challenges and problems, mostly due to
generational transition, role confusion, different vision of the business, qualification
and skills. This quantitative study aims at increasing the understanding of which
competencies are relevant to family business success and how they significantly
influence both organizational behavior and family dynamics. Findings highlight the
importance of family business as a unique context to study organizational behavior
and confirmed how family enterprises are influenced by family culture and
kinship ties.

Keywords Competences ¢ Succession ¢ Aptitude ¢ Skills ¢« Family Business
Management

1 Introduction

1.1 Family Business in Italian Economic System

Family businesses represent the large majority of enterprises (Astrachan and
Shanker 2006; Beckhard and Dyer 1983; Corbetta 1995; International Family
Enterprise Research Academy [IFERA] 2003): “in terms of contributions, and
especially numbers, family businesses represent a dominant form of economic
organization throughout the world” (Chrisman et al. 2003 p. 441).
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In Italy, the number of family-owned companies is a percentage of 70 % as
emerged in the most recent national census of industry and services (Istat—Italian
National Institute of Statistics 2013). Family businesses represent the core of the
economy; capitalistic family ventures are largely represented by small companies
that have family members in managerial roles (Cnel 2005; Colli 1998).

The crucial role of family in creating social and economic prosperity is confirmed
in different ways (Habbershon and Pistrui 2002). The family is seen as a controlling
subject in the economy and job creation (Shanker and Astrachan 1996), as a major
source of start-up capital (Steiner 2001), and as the most enduring organizational type
for entrepreneurial activity in a developing economy (Pistrui et al. 1997).

Other data (Olivari 2009) show that family businesses proved to be stronger than
others during the economic crisis and the factors influencing success appear to be: a
stable leadership, low use of financial support and sustainable growth. The same
author also highlights that the low number of young and women in strategic roles
represents a risk factor.

In this scenario, in order to have a working definition of family businesses, we use a
traditional one: “organizations where two or more extended family members influence
the direction of the business through the exercise of kinship ties, management roles, or
ownership rights” (Tagiuri and Davis 1982, reprint 1996 p. 199). This definition allows
us to reflect on the specific dynamic that characterizes the enterprise in which there are
combined factors of family, ownership, management, and employment.

1.2 Intergenerational Coexistence in Family Business

“The feeling that in recent decades the distance between the present and past and
the different modes of thinking and acting of the younger generation and the elderly
have increased progressively in our and other societies is shared by many observers
of social reality...” (Calvi 2005 p. 115). We have chosen this statement to show
that contact between generations is a crucial element. Life expectancy has
increased, entrepreneurs/founders remain longer at work with positions of respon-
sibility, and following generations share most of their working lives with their
parents. In family businesses, family, job, property and business converge so that
family members are involved in the enterprise and share a much more intense part
of life than others who work in different environments (Gersick et al. 1997).

Family and context, family and business, tend to lose their original boundaries and become a
‘relational field’ where the family and social actors interchange (Scabini et al. 2008 p. 23).

In the family business, people of different ages, or better yet, people of different
generations of the same family live together (Davis and Tagiuri 1989). This coexis-
tence creates the conditions for the development of specific dynamics between
younger and older (Togni 2008). Juniors pass through three professional stages:
inclusion, autonomy and success; seniors live those of: maturity, continuance and
integrity. For both generations, life cycles are characterized by different motivations,
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defences, relational dynamics, group dynamics, conflict management, time structure,
conflict management and change. For the same author (p. 83) “the challenge is to get
the best out of the time of this relationship and to establish effective daily genera-
tional balance in decisions, risks, self-realization and company management” .

1.3 Entrepreneurial Competences: Variables and Models

In our attempt to define competences, a subject that involves different disciplines,
we have tried to synthesize by highlighting selected approaches that have an
interesting relationship to entrepreneurial competences. The first important identi-
fication of this theme comes from White (1959) and its subsequent application by
McClelland (1973, 1976); the American tradition defines competences as those
personal characteristics that are related to a superior performance and motivation
(this model represents the behavioural approach, starting from an observation of
performance in order to highlight individual differences). After McClelland, Spen-
cer and Spencer (1993 p. 6) identify “motives, traits, self-concepts, attitudes or
values, content knowledge, or cognitive or behavioral skills—any individual char-
acteristic that can be measured or counted reliably and that can be shown to
differentiate significantly between superior and average performers, or between
effective and ineffective performers” as competences.

Many other models are present in the literature, for example: the British tradition
of a functional approach (a framework concerning occupational standards of
competences, Mansfield and Mitchell 1996); Cheetham and Chivers’ holistic
model (1996, 1998) with the five dimensions of cognitive, functional, personal,
ethical, and meta-competencies; the multi-dimensional approach developed in
mainland Europe (Winterton et al. 2005); the holistic model of competences that
integrates cognitive, functional and social competences with the meta-competences
at its core (Delamare-Le Deist and Winterton 2005).

This brief summary of competence models (which does not claim to be com-
plete) allows us to use as our proposal the recommendation of European Parliament
Council to foster “key-competences for lifelong learning” and that defines entre-
preneurship as “an individual’s ability to turn ideas into action. It includes crea-
tivity, innovation and risk-taking, as well as the ability to plan and manage projects
in order to achieve objectives” (European Parliament and Council 2006, pp. 17-18)
and “Skills [that] relate to proactive project management (involving, for example
the ability to plan, organise, manage, lead and delegate, analyse, communicate,
debrief, evaluate and record), effective representation and negotiation, and the
ability to work both as an individual and collaboratively in teams. The ability to
judge and identify one’s strengths and weaknesses, and to assess and take risks as
and when warranted, is essential” (European Commission 2007 p. 11).

This institutional position invites scholars interested in generational coexistence
and transition in family businesses to study in depth the different variables that are
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related to entrepreneurial competences, described as: skills, aptitudes, attitudes,
motivations, relationships.

2 Family Business and Competence Dynamics: A Research

The composition of the board in family firms is an expression of family character-
istics and objectives (Voordeckers et al. 2007; Corbetta and Salvato 2004) and
“family businesses are highly dependent on a single decision-maker, the owner”
(Feltham et al. 2005 p. 13). Strategic daily decision-making in small and medium
sized family businesses is therefore strictly bound up with the figure of the entre-
preneur (Garcia-Alvarez and Lopez-Sintas 2001) and coexistence with the new
generation (junior) requires sharing spaces for decisions and roles.

With the scenarios described, it is important to define and to know the dynamic of
the competences in these two generations in order to understand where and how it is
possible to intervene in facilitating the crucial moment of generational transition.

2.1 Objectives, Instruments and Subjects

Our research main Objectives are:

— to describe the competences that characterize different generations (work moti-
vations, skill levels in different organizational tasks, entrepreneurial aptitude)

— to illustrate the quality of the relationship during work and family life;

— to describe different attitudes toward the generational transition process;

— to detect links between competencies and relationship among generations in
family businesses.

The research Hypotheses are:

H1 Generations of the same family involved in family business present differences
in entrepreneurial motivations;

H2 Senior and junior describe their own and other professional skills in different
ways,

H3 Senior and junior perceive the quality of relationship in different measures,
H4 Entrepreneurial aptitude is present in different measures in two generations;

H5 Senior and junior have different attitudes toward the generational transition
process;

H6 Competences are related to relationships between generations.

In Table 1 a summary of variables and hypothesis.
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Competences model

Variables

Research hypothesis

Motivations

Needs:

— Earning a daily living

— Ensuring the future for oneself
and one’s family

— Feeling a part of the community
— Feeling appreciated and
esteemed

— Being responsible for one’s own
success

Generations of the same fam-
ily involved in family business
present differences in entre-
preneurial motivations

Skills

Own Expertise / Other Expertise:
— Personal updating of Technology
and data processing

— Innovation of products / services
— Thinking about the future of the
company

— Appreciation of Collaborators

— Circumventing fiscal constraints
— Administration and Accounting
Management

— Attention to issues and safety
rules

— Cash management and invest-
ments

— Proper use of banking services
— Anticipation and interpretation
of customer needs

— Choosing the most profitable
suppliers

— Sales skills

— Being competitive with compet-
itors

— Carving out an exclusive market

Senior and junior describe
their own and other profes-
sional skills in different ways

Quality of
intergenerational
relationships

Work Relationships / Family
Relationships:

— Completely in harmony

— Parallel and independent

— Conflictual

Mutual Positive Comments

Senior and junior perceive
the quality of relationship in
different measures

— Expressed
— Received

Entrepreneurial aptitudes | Factors: Entrepreneurial aptitude is
— Goal Orientation present in different measures
— Leadership in two generations
— Adaptability

— Need for Achievement

— Need for Self-Empowerment
— Innovation

— Flexibility

— Autonomy

serena.cubico@univr.it

(continued)
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Table 1 (continued)

Competences model Variables Research hypothesis
Attitude toward genera- Generational Transition: Senior and junior have dif-
tional transition —is a problem ferent attitudes toward the
— we are prepared generational transition
process
— Own Expertise/Other Expertise | Competences are related to
— Work Relationships/Family relationships between
Relationships generations

— Mutual Positive Comments

The Instruments used are an ad hoc Questionnaire on Generational Transition
[OGT] (Favretto et al. 2003) and the TAI—Entrepreneurial Aptitude Test (Cubico
et al. 2010).

The QGT' is made up of 19 items, both in the “Senior form” and “Junior form”.
The items are equal or comparable to each other so that a statistical comparison
between the two figures with respect to the investigated variables under investiga-
tion can be made. The senior’s questionnaire differs only in that it also contains
some items that are designed to collect data about the enterprise (those listed in the
analysis of company characteristics).

The 19 items of both forms of the questionnaire can be grouped into three main
areas: conception of role, skills and vision of the entrepreneur; psycho-social
components of senior-junior relationship; image of generational transition.

The TAI “Test di Attitudine Imprenditoriale” (Cubico et al. 2010; Sartori et al.
2007) describes “the potential toward creating and developing enterprise and self-
employment” with regards to eight factors (Cubico et al. 2010 p. 427-428):

— Goal Orientation—tendencies toward creativity and innovation, degree of deter-
mination in reaching goals, and personal perception as to overall handling of
work situations;

— Leadership—aptitudes toward management and leadership;

— Adaptability—ability to perceive environmental change and adaptability;

— Need for Achievement—the desire for fame, success and social affirmation and
respect from others;

— Need for Self-Empowerment—the desire to realize oneself through one’s job
which, apart from any economic goals, must be enjoyable, satisfying and
interesting,

— Innovation—curiosity for what is new;

— Flexibility—tendency to reorient one’s goals according to external situation;

— Autonomy—necessity of having one’s own independent space to make decisions
and choices.

'Cronbach’s Alpha= .858
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Both instruments have been applied separately to each senior and junior (in all
cases there was an interviewer).

The research Subjects are a group of 57 northern Italian micro, small and
medium sized family businesses in different sectors (commerce, tourism, food
farming, electro- and metal-mechanic, transports, wood and furniture, services for
companies and people).

In particular:

— 117 entrepreneurs, fathers and sons

» 57 seniors; average age 58.51; s.d. 7.63; 81 % male
¢ 60 juniors; average age 30.12; s.d. 6.45; 73 % male.

2.2 Results

The results are divided as follows: motivations, skills, quality of the
intergenerational relationships, aptitude, attitude toward generational transition,
and relationship within these variables.

Motivations The motivations toward the entrepreneurial job are an interesting
way to understand which expectations senior and junior put into the enterprise; in
Table 2 we can see that “To ensure personal and family future” is the most selected
motivation in both generations (although a low level), and that juniors are more
interested in the goals of success than the seniors.

The desire to be responsible for personal success characterizes the new gener-
ation, and this makes us think that it is the sons who feel less significant in the life of
the enterprise. We accept H1 in part.

Table 2 What needs of the entrepreneur are satisfied in the enterprise?

Mean Mean
s.d. s.d.
Needs. .. SENIOR JUNIOR p level
Earning a daily living 1.91 1.70 n.s.
.96 19
Ensuring the future for oneself and one’s family 1.98 1.89 n.s.
.98 .96
Feeling a part of the community 1.04 1.09 n.s.
.19 45
Feeling appreciated and esteemed 1.11 1.13 n.s.
32 48
Being responsible for one’s own success 1.13 1.39 009
.39 .59

(ANOVA; N = 108; Likert Scale = 1 insufficient—5 excellent)
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Skills It is interesting to reflect on the skills that seniors and juniors perceived
themselves and others as having. The first generation is characterized by the capacity
to think of the enterprise’s future and to choose the best suppliers. In particular,
seniors recognize, more significantly than juniors, that they possess skills for man-
agement and accounting, financial investment, and for dealing with bank and sup-
pliers. juniors perceived themselves as being skilled in the understanding customer
needs and personal updating of technology; however, it was this last area of expertise
that significantly characterized the younger generation’s self-definition (Table 3).

When we ask them to reflect on the skills that characterize the other generation,
the seniors highlight juniors’ capacities in technological and human resources task,
while the juniors recognize seniors’ skills in fiscal, accounting, investment and
banking services (Table 4).

Table 3 What is your skill level in each of the following areas?

Mean Mean
s.d. s.d.
Own area of skill SENIOR JUNIOR p level
Personal updating of technology and data processing 222 3.39 .000
1.16 1.09
Innovation of products/services 3.54 3.44 n.s.
1.09 1.00
Thinking about the future of the company 4.09 3.76 n.s.
1.15 97
Appreciation of collaborators 3.57 3.37 n.s.
1.08 .96
Circumventing fiscal constraints 2.07 2.02 n.s.
1.21 1.16
Administration and accounting management 3.30 2.85 047
1.11 1.19
Attention to issues and safety rules 3.30 3.22 n.s.
1.09 1.14
Cash management and investments 3.57 2.61 .000
1.13 1.05
Proper use of banking services 3.39 2.65 .001
1.12 1.07
Anticipation and interpretation of customer needs 391 3.89 n.s.
.99 1.02
Choosing the most profitable suppliers 3.85 3.37 012
.86 1.09
Sales skills 3.80 3.44 n.s.
1.16 1.18
Being competitive with competitors 3.70 3.37 n.s.
.90 94
Carving out an exclusive market 3.37 3.31 n.s.
1.19 1.28

(Anova; N = 108; Likert Scale = 1 insufficient—5 excellent)
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Table 4 What is the skill level of the other generation in each of the following areas?

Mean Mean
s.d. s.d.

Area of skill of other SENIOR JUNIOR p level

Personal updating of technology and data processing 4.07 2.15 000

.93 1.16

Innovation of products/services 3.74 3.46 n.s.
1.01 1.02

Thinking about the future of the company 3.67 3.96 n.s.
1.23 1.81

Appreciation of collaborators 3.78 3.28 020
1.02 1.17

Circumventing fiscal constraints 2.24 2.80 024
1.24 1.28

Administration and accounting management 2.81 3.46 .008
1.30 1.19

Attention to issues and safety rules 3.48 3.26 n.s.
1.19 1.17

Cash management and investments 2.83 3.61 001
1.24 1.14

Proper use of banking services 2.78 343 007
1.22 1.24

Anticipation and interpretation of customer needs 3.83 3.81 n.s.
1.01 1.17

Choosing the most profitable suppliers 3.70 3.67 n.s.
1.13 1.20

Sales skills 3.85 3.76 n.s.
1.17 1.24

Being competitive with competitors 3.63 3.65 n.s.

.99 94

Carving out an exclusive market 3.30 3.63 n.s.

1.27 1.19

(ANOVA; N = 108; Likert Scale = 1 insufficient—5 excellent)

If we compare Tables 3 and 4, we see that the junior tends to see in the senior a
higher number of skills than in himself, and that there is agreement in the two
generations regarding some specific skills.

H2 is acceptable for the large part: senior and junior describe most of their own
and other professional skills in different ways.

Quality of Intergenerational Relationships In Tables 5 and 6, the perception of
quality in the work and family relationships is described. In particular, the most
positive relationship is in family life but we can see that the junior is significantly
less satisfied than the senior in both environments.

The quality of intergenerational relationships is described in the comments that
seniors and juniors express and perceived receiving too; in Table 7 we can see the
level of low satisfaction in the new generation.
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Table 5 How do you define

Mean Mean
your work relationships? s.d. s.d.

Work relationships SENIOR JUNIOR p level

Completely in harmony 3.78 3.39 050
0.92 1.10

Parallel and independent 344 3.20 n.s
1.25 1.17

Conflictual 2.19 2.28 n.s
1.20 1.17

(ANOVA; N = 108; Likert Scale = 1 insufficient—5 excellent)

Table 6 How do you define

Mean Mean
family relationships? s.d. s.d.
Family relationships SENIOR JUNIOR p level
Completely in harmony 4.15 3.67 021
.96 1.17

Parallel and independent 3.83 3.61 n.s
1.13 1.16

Conflictual 1.89 2.04 n.s
1.08 1.17

(ANOVA; N = 108; Likert Scale = 1 insufficient—5 excellent)

Table 7 How often do you

' L Mean Mean
express/receive positive s.d. s.d.
comments? Mutual positive comments | SENIOR | JUNIOR | p level
Expressed 3.33 2.83 023
1.10 1.14
Received 3.09 2.67 n.s
1.10 1.17

(ANOVA; N = 108; Likert Scale = 1 never—5 always)

Entrepreneurial Aptitudes The results on the eight factors of the entrepreneurial
aptitude indicate slight (but not significant) differences between the two generations
(Table 8).

H4 is rejected; it is encouraging to see that entrepreneurial aptitude is present in
the same measure in the two generations in the family business.

Attitude toward Generational Transition The image of the generational transi-
tion is positive and the entrepreneurs feel to be prepared for it, but juniors are more
pessimistic about the vision of the future (Table 9) and see generational transition as
a significant problem, more so than for the first generations.

Relationship with Competences We consider it interesting to understand the
links between skills, relationships, quality and image of generational transition.
These bonds could lead to a better understanding of competence dynamics in the
family business.
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Table 8 Factor results in senior and junior—entrepreneurial aptitude

Mean Mean
s.d. s.d.
Entrepreneurial aptitude factor SENIOR JUNIOR p level
F1 Goal orientation 64.67 66.07 n.s
10.89 9.81
F2 Leadership 60.79 59.67 n.s
14.30 14.59
F3 Adaptability 64.49 66.78 n.s
7.44 8.29
F4 Need for achievement 58.39 57.33 n.s
15.84 13.25
F5 Need for self-empowerment 72.86 73.25 n.s
9.91 11.04
F6 Innovation 71.68 74.10 n.s
13.61 14.79
F7 Flexibility 68.04 68.50 n.s
11.28 12.26
F8 Autonomy 60.26 60.25 n.s
12.73 14.03
(ANOVA; N = 117)
Table 9 How do you define Mean Mean
generational transition? s.d. s.d.
Generational transition... | SENIOR | JUNIOR |p level
...is a problem 2.69 3.33 015
1.43 1.29
... we are prepared 3.06 3.15 n.s.
1.27 1.22

(ANOVA; N = 108; Likert Scale = 1 insufficient—5 excellent)

In order to describe the skill profile synthetically, we have created” two variables
and have labelled them as follows: Own Expertise and Other Expertise (respec-
tively the score of the skills attributed to self and to others). The Own/Other
Expertises present many correlations with the relationships’ perceptions and
image of generational transition, as in Table 10.

It is possible to synthesize the most interesting correlations (rho>.300%%*)

— Own Expertise is positively correlated with: work/family harmony and family
parallel relationships;

— Other Expertise is positively correlated with: work/family harmony, expressed/
received positive comments.

The procedure verifies scale reliability in order to input the answer with a unique score.

serena.cubico@univr.it



WIJAIUN B 02IgNO BUB IS

Table 10 Correlations between skills and relationships variables (Spearman’s Rho; N = 108)

1 2 3 4 5 6 7 8 9 10 11 12
1.Work harmony -
2.Rel. parallel in work 264%* -
3.Work conflict —.568%*% | —274%* | —
4.Family harmony .6667* 246* —317** | —
5.Rel. parallel in family 2774%% S17%* —.114 A45%* -
6.Family conflict —.569%* | —152 553%%* —T712%* | —401%* |-
7.Expressed comments S507#* 259%% —.293%*% | 507** 220% —.344* |-
8.Received comments A51%* .189 —.207%*% | 420%* 213* —.371%*% | .560%* | —
9.Generational transition: problem | —.273** |.024 215% —.176 —.064 225% —.168 | —.164 |-
10.Generational transition: we are | .164 150 —.151 203> .083 —.108 116 144 —.124 |-
ready
11.0wn expertise 316%* .228%* —.101 .350%%* A35%* —.220% [ .223*% [.233% | —-.075 |.165 |-
12. Other expertise .383%* 201% —.136 AS5TF* .280* —.200%* | 433%* | 344%*% | —219*% | 130 |.289%* |—

1443

‘T 10 001qn) °S
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These data highlight the importance of the awareness of personal and other
competences in the relationships between generations (in family and work
environment).

Table 11 presents finding of the Regression Model Analysis. In the work and
family environments, Model 2, which includes the Others’ Expertise, is more
explicative of the quality in the relationship. We can underline the importance of
considering the other generation’s competences as an important variables in creat-
ing positive relationships between generations in the family business.

H6 is partially confirmed: competencies are related to the relationship between
generations.

3 Discussion

We can see that some differences emerge and that the resulting data reveal that the
crucial moment of generational transition can be influenced by different personal
and relational variables also. The question can also be raised as to whether these
differences can be an element of positive value or not.

It is important to understand the differences discerned between seniors and
juniors and whether they can help the company in the future or whether they present
a risk as an obstacle in generational transition, thereby inflicting damage on the
company itself.

The research presented reveals that recognizing mutual competences and the
different components that characterize in intergenerational coexistence is a possible
way of helping the generational transition process.

The dynamics of the competences influence relationships and the subsequent
possibility of having a rewarding work life.

The limits of the work is recognizable in the lack of a single definition and model
for competences, however we think that this limitation will lead to the future
definition of a synthetic model to include variables that appear correlated.

Table 11 Regression model: competences on relationship variables (N = 108)

Dependent variables Relationships

Harmony in Work Harmony in Family

Model 1 3 Model 2 f Model 1 3 Model 2 3
Constant 2.467 1.189 2.361 1.031
Own expertise 171 34 209 .076
Other expertise A486** AT2%*
Adj R? .014 223 .029 225
Model F 1.969 10485 2.974 10.600
Significance 165 .000 .089 .000

(*p<.05; **p<.01)
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