THREE WAYS OF CLAIMING THE FAMILY BUSINESS – DAUGHTERS AS SUCCESSORS


ABSTRACT
The invisibility of women in family businesses has been discussed in the literature, referring to the fact that patriarchal structures in many family firms place female family members in subordinate positions, and in the family sphere rather than in the firm sphere. As a result, daughters more seldom than sons are put forward as successors when the older generation steps back. There is still lack of research examining succession processes taking a gender perspective. This paper addresses this gap by analyzing the succession processes of four family businesses where daughters seek to claim their position within the firm. Building on an inductive analysis of the case narratives, we identify three ways in which the daughters are claiming their positions: to themselves, to their family, and to the firm and its environment. The analysis identifies strategies that are important for getting through with their claim. We conclude with a discussion of the theoretical and practical implications of a gender perspective to family firm succession.    

INTRODUCTION
In general, business life is understood and perceived as a male domain (see e.g. Solheim, 2007; Bruni, Gherardi & Poggio, 2004), with more men employed in the private sector and more men in management and ownership positions (Eurostat, 2008; Alsos et al. 2011). This is also the situation within the specific part of the private sector we investigate, family businesses, which typically account about 50-80% of businesses in Western societies. This makes family businesses interesting objects to study as they might contribute to the larger body of knowledge of the gendered business sector. One particular interesting issue of family businesses is the succession process where securing the family business across generations and family harmony are assumed to be the two main motives (Gilding et al. 2013). In fact, succession processes have been extensively studied in family business research (Chrisman et al., 1998; Sharma et al., 2004; Zahra and Sharma, 2004; De Massis et al., 2008; Litz et al., 2012; Gilding et al. 2013). Despite this attention, surprisingly little focus has been put on gender issues related to succession processes. 
In this paper, we investigate how daughters seek to take over the family business and the strategies they use in the succession process when they claim the family business. The research question addressed is: What strategies do women successors apply to get in a management position? We carried out narrative case studies in four family businesses in Finland. The study contributes to understanding the identity construction of the successor in this process; and why women often are not regarded as natural successors. Theoretically, the study contributes to the succession literature in the family firm research domain by introducing gender as an important element when understanding the succession processes. Methodologically, the paper contributes to the family business research domain by developing narratives as a method. Finally, the study borrows from some insights into the processes that make business life in general a less attractive choice for women that can also be seen in the context of family firms.  
THEORETICAL PERSPECTIVES 
Gender in family business
Family businesses are characterized with strong family involvement, particularly from the key founder, and have often been found to have patriarchal structures (Vera & Dean, 2005). As family businesses are a part of the business life and the male dominated private sector, it is not surprising that previous research has documented that women’s role in family businesses is overshadowed by men partially due to traditional family roles that emphasize gender differences. Moreover, women’s invisibility is amplified by the differences in the tasks women and men take on, women’s mediation of family and family business, and because women’s contributions sometimes are unpaid (Jimenez, 2009). Hamilton (2006) showed in her study how family firms might be characterized by veiled struggles between men and women for power and influence, and that women's roles often are questioned, minimized and undermined. Even if the importance of gender is acknowledged, there exists knowledge gaps related to the role of gender in family business. For instance, little is known about and the role of gender in succession processes (Jimenez, 2009). However, many family firms follow the primogeniture criterion, according to which the firstborn male child will eventually take over the family firm (Llano & Olguin, 1986). Studies on women in family businesses have focused on women’s invisibility, the role of women in building emotional capital, the unlikelihood of women as successors, opportunities for women in family firms, and the capability of women to run family firms (Jimenez, 2009). Women are rarely considered serious candidates in successions (Jimenez, 2009), and this seems to be persistent over time, between generations (Cole, 1997; Alsos et al., 2013) and across different national contexts. To advance existing knowledge of gender in family business successions, further studies focusing on the cases where daughters take over the firm are called for (Brockhaus, 2004). 
	The literature on family business succession highlights issues such as the role and motives of the incumbent, and the problems the incumbent may have in letting the business go (Gilding et al. 2013) or the incumbents role in preparing the children, i.e. the successors in their roles as owner-managers. Further, studies have looked into the hurdles and facilitators of the transfers of the business between generations (De Massis et al., 2008; Le Breton-Miller, Miller & Steier, 2004). This literature also addresses the succession processes and how family relationships, characteristics with the successor and/or incumbent might influence the succession process (Lubatkin et al., 2005; Sharma et al., 2004, Sharma, Chrisman, Pablo & Chua, 2001). Other studies focus on the value of planned processes and suggest that effective succession is a function of the organizing and planning of the process (Handler & Kram, 2004; Dyck, Mauws, Starke & Mischke, 2002). Succession is a process in which different perceptions and views are brought to the surface (Sharma et al., 2003), and related challenges need to be solved. The process might reveal or create conflicts both between the incumbent and the successor(s) but also within the new generation taking over the firm as owners and in different positions in the firm. Previous research also suggests that the outcomes of gendered decisions in business successions may generate conflicts and confusion in the family business management (Haberman & Danes, 2007). Further, gender-related approaches comply with recent calls for more focus on the family aspects of family business in general (Litz et al., 2012). 
	Collins (2011) identified and compared three perspectives on family business succession (individual, organizational and family). With a gender perspective, the individual perspective draws attention to issues such as the incumbent’s favoring of sons before daughters; the skills, credibility and motivation of potential male and female successors; or the gendered relationship between the two. The family perspective, on the other hand, may take into account more complex gender structures where gender roles as understood in the family have an influence on the succession process. In this perspective, the role of the spouses is brought into the discussion (see also Lansberg, 1988). The family perspective is much less researched than the other two (Collins, 2011), but as family and business subsystems overlap significantly (Dyer, 2003), a family perspective is highly relevant to understand the succession process in general and more specifically the role of gender in this process. At the organizational-level leadership roles, the perceptions on how organizations are formed and the core set of enduring values and cultural elements (Whetten, 2006) might be influenced by gender. Consequently, successions in family firms may lead to changes in governance, goals, roles, structures, behavior, and ultimately in the core values etc. (Steier & Miller, 2010), including the way they understand and relate to relations between women and men within the business
METHOD
Research materials
To examine the research question, we carried out narrative case studies in four family businesses in Finland. In case study research the selection of cases is of critical importance (Eriksson & Kovalainen, 2008). All the studied firms were at least second-generation family businesses, and they had relatively recently undergone a succession process. This enabled family members to reflect both past and future related decisions with regard to succession and choice of successors. All of the studied family businesses had employees outside the family, and two of them were large firms with more than 250 employees. 
	In selecting the cases we employed prior information about the role of women and men in the family businesses. Our interest was in firms where daughters are involved or have been seeking to become managers. Consequently, an event-based criterion was applied in the selection of cases (Neergaard, 2007). Since the perspectives can vary between stakeholders, it was important to gain information from several family members for each case (De Massis et al., 2008). Our empirical material consists of 1–4 in-depth interviews of different family members in the selected family firms during summer 2012. 
	The interviews were kept open-ended and the participants were invited to talk freely about and around the themes (family history, significant events, role of women). The interviewees jointly with the interviewer constructed life stories for themselves, their families and the businesses (Tierney, 2000), and hence our research materials consist of narrative data. The interviews were conducted among different family members – both men and women in different roles vis-à-vis the family firm. Each participant was interviewed individually. They were very open and talked extensively about the events, sometimes to their own surprise. 

Analyses
In the initial step of the analysis all interviews were read and sections dealing with the role of women and men in the past, currently or in the future were noted from the interviews. In the second step of the analysis, our attention was on making sense of and interpreting those sections in the context of the overall narrative (Riessman, 1993). Typically these involved decisions that had been or were about to be taken or stories narrating the unfolding of different events, and the interviewee’s own understanding and ideas with regard to those decisions. Hence, our interest as researchers was in interpreting why it made sense for the participants to talk about these particular events, in the ways they did. Further, what the narrative causality and the plot was (Czarniawska, 1998), and how they constructed the roles of women who attempted to or took over these family businesses. Thereafter, we identified similarities across the case narratives, such as the need to claim the business, but at the same time we paid attention to, and made sense of the differences, for example by interpreting how the emphasis in the claiming strategies was different in each case. Thus, we hope to make a methodological contribution to the emerging field of narrative research in family business succession (Dalpiaz et al., 2014). 
FINDINGS
Case narratives 
The four family business cases are described below. A summary of key characteristics of each of the cases are presented in Table 1. The case narratives emphasize the stories told in the interviews about the succession process where, in every case, one daughter was part of the story. 



Table 1: An overview of the studied cases
	Case
	A: Textile
	B: Engineering 
	C: Media
	D: Conglomerate

	Industry 
	Textile industry 
	Engineering works 
	Media  
	Wholesale trade, technical and construction services 

	Size 
	Small firm 
	Small firm 
	Large firm / Group consists of 6 individual business units 
	Large firm / Conglomerate 

	Founded
	1982
	An older firm which was acquired in 2001 
	1925/1945 (later acquired a newspaper established in 1905) 
	1905

	Current generation 
	2nd generation 
	2nd generation
	3rd generation 
	4th generation

	Important members and ownership 
	Co-preneur couple (25%+25% ownership) (now divorced), both work at the firm (officially retired) 
Daughter, current CEO (50% ownership) 
Son, not involved in the case firm, his own business
	Father, CEO †
Mother, Co-owner (50%), not working in the firm
Two daughters in their 20s, Co-owners (25%+25%), working in the firm
An external CEO  
	Father (2nd gen) †
Two brothers (3rd gen), both working in the firm, one of them is the current CEO (A shares) 
Two sisters (3rd gen) + their Aunt of same age, active board members (One sister’s ex-husband worked previously in the firm) (B shares) 
Son (4th gen), working in the firm + other 4th gen siblings not yet decided
	Mother †, Owner, not working in the firm 
Father †, Not an owner but working in the firm 
Daughter, current CEO (70% ownership with her children, 80% of power) 
Husband, currently working in the firm 
Half-sister, owner but not working in the firm (30% ownership) 

	Important event
	Both parents willing to sell the firm and considering the business too tough a life for the daughter. 
Daughter determined to take over. 
	After the death of the father the mother and daughters continue the business. A CEO is hired. The daughters plan to buy their mother out. 
	2nd gen father divides the shares into A and B, and decision-making power is passed on to the sons with A shares. Daughters can be owners and currently are active in the board. Son of the current CEO works in the firm and is guided into it. 
	The firm has been owned by daughters but managed by their husbands. The current CEO could only take over after her father’s death. Complicated family history with mother and half-sister. 




	Case A “Textile” is a small textile manufacturing firm started by Matt in the 1980s. Matt originally wanted to buy his father’s firm but his mother did not want to sell the firm to him solely but wanted her other sons to join the firm, too. Matt refused and started his own new business together with his wife, Hanna, and for a time his relationship with his childhood family was completely broken. 
	The division of tasks between Hanna and Matt was clear and they continued to work together in the firm even after their divorce. The husband Matt was in charge of marketing and opening up new markets, while the wife Hanna was in charge of HR and seeing things through. Matt made all the important decisions but kept them mostly to himself. To facilitate co-working Hanna insisted that the door between their offices should be kept open so she could hear Matt talking, that way she became informed of his decisions. In the interview, Hanna questions her behavior: I had 50% ownership but it has been hurtful that I haven’t even been informed of the [business decisions]. … I had to be alert all the time, when I sat in the office next door, I said keep the door open so that I hear what he agrees with other people. ... His silence has been [difficult]. ... I have many times wondered why I [let it happen] when I normally take care of all my things. An important person for Matt has been Ollie, the long-term chair of the board.
	Although Hanna has been a major owner of the company and the daughter, Cathy, regard her contribution as extremely important: as the solid rock for the employees – Hanna has not been able to claim her rightful position in the company but has remained the ‘assistant spouse’ to her husband. She explains this by her lacking education and experience. She was trained and worked as a nurse when the company was established and her involvement grew gradually. At first she did some of the administrative work since there were no other employees in the company, later she took a more prominent role in the company. 
	Both the parents were reluctant to see their daughter take over the firm but for Cathy the decision was always clear, as she explains: "I've always been Cathy from [the name of the firm]". The parents were willing to close down the firm or to sell it to an external party and thereby help their daughter to an 'easier' life. Matt would rather see her as a housewife, ‘not having to work’. 
	Matt: "I did not want this for her [Cathy], but she herself wanted to come here. I would not have cared if the firm had been closed or there were external owners." […]Her mother came from rich family. And I have some savings … and I would have wanted her to take care of the children, her husband is working as a marketing manager in this bank... And in time he will be a bank manager, so I would have supported one house wife [the daughter] together with [ex-wife]. 
	The firm has production in Russia, which is considered a highly uncertain business environment. The company is dependent on the manufacturing in Russia, and both the parents emphasize the unpredictability of doing business there in terms of illegitimate payments unanticipated regulations. Currently the Russian factory is managed by a Russian female manager who speaks Finnish, but she is over 70-year old. The future of the management of the Russian factory is currently unclear contributing to the riskiness of it. Cathy herself says she lacks authority there, and she has not been there enough. She leaves Matt and Ollie in charge that part of the business for now.  
	Matt’s personal history explains his somewhat negative view of the family business succession, and he actually makes a comment how it would be easier to start your own than continue a firm. Hanna feels that it has been difficult enough for the two of them (Matt and Hanna) together, and now Cathy needs to cope with the business alone. However, Cathy was very determined of her decision and applied taking over the company as the condition for her moving back close to the parents with her children. Accepting their daughters’ decision is taken from their roles as grandparents and hoping to see their grandchildren. 
	Cathy came back in 2008 and the transfer of ownership and management was taken in 2012. The decision was not easy for Matt but strongly influenced by Ollie, the chairman of the board. Cathy talks about the different ways she needs to claim authority. She has been suggested to take her own office but feels that the authority comes from working closely with others in the open space. Cathy has been developing a new product line and a brand, and also has plans for improving the efficiency of the firm. Hanna’s sister Tina is a long-term employee in the company. Tina first struggled and even threatened to resign after her niece Cathy came to work in the company. This reluctance is explained by the differences in character between Cathy and Tina, and by the fact that it was difficult for Tina to see Hanna retire. The situation has now been resolved. 
	Although Cathy has an older brother, he has never been considered as a natural heir either. He is depicted as somebody with his own interests – around IT and military engagement - and he has his own business situated at close proximity. Hence, Cathy is not combatting against the primogeniture norm of succession but the parental wish that their daughter could lead a comfortable, and not too difficult or challenging life. Matt says that it is not difficult to see Cathy as a manager and in charge: he refers to the contact persons at the buyers’ side all being women with children, and that there are no longer only elderly men. 
	Case B “Engineering” is an engineering works firm that was acquired in 2001 by the late husband/father John. When he suddenly died in 2007, the daughters, Norah and Nina who were in their 20s and the wife/mother, Beth, decided to continue the firm despite numerous bids to buy it. However, due to their young age and inexperience the daughters did not pursue any strategies of actually taking over the firm. Norah was still in school at the time and needed to pass her exams first. Nina, who is four years older, was working at a shoe shop at that time and enjoyed her work. She had no plans to work for the company but after the father’s death, she needed to start there immediately. All the interviewees told it was self-evident to continue the firm, and they did not seriously consider selling it. Norah says that ‘the business helped us to get by’. They also received support from their networks, including the bank and other contacts. They believe this was because of their father and the friendships and strong networks he had built. Hence, their decision was accepted and even appreciated by those networks. Immediately after their father’s death they decided to hire an external CEO, Sam, and are happy with the choice. He is in charge of running the firm and he is depicted in the interviews as making the decisions.
	Neither of the sisters identifies themselves as ‘bosses’ but as ‘secretaries’ and ‘assistants’ and in particular in the beginning they kept the firm mainly to secure the jobs of their employees. Both Norah and Nina find it difficult to explain what the firm actually does, and hence they frame their work in the administrative part of the company with no interest in the production side of it. Although now Nina explains to ‘love her job’ they do not identify strongly with the engineering firm but play with the idea of starting new businesses in areas closer and nearer to their hearts. They do not envisage themselves replacing the external CEO as Nina explains that ‘this would require us to get further education in engineering’, and this does not interest them. 
	Hiring the CEO is also depicted as a relief for the employees. Both sisters talk about the panic after their fathers’ death, which has been alleviated by having the new CEO to run the firm. Nina explains that it would have been difficult for the employees, “men in their 50s to have girls in their 20s as their bosses”, and they were wise enough never to aspire it. When they first visited the company after the tragic event, they were not warmly welcomed by the employees but were considered as intruders. In particular, one employee rallied against them but things got better when that person resigned. Beth explains that neither the new CEO automatically was accepted as a boss but that the employees would call her and explain how her late husband had agreed to things, and that she should try to soften the new CEO. She refused this role since she was not managing or even working in the firm; she was ‘just an owner’. 
	At the time of the interview, the daughters have worked in the company for some years and are older and more experienced. Consequently, their determination of running the firm has grown stronger. Over the years their self-confidence in managing the company has grown to the extent that they now claim to be making the final decisions for example with regard to investments. Norah: Well, we [me and my sister], decide on all the big investments. After all it is our firm and in principle our money. Nina talks of drawing a line for the employees to make them stay in their place and continues: "They are just our employees. In the beginning we kept the firm for our employees. Now our thinking has changed. We are not here for the employees but for our customers."
	During their ownership both sisters have been on maternity leaves. At the time of the interview both are also pregnant. Being mothers is also a part of their narratives of the family business. Nina: “Now that we have children, it is lovely that you can take them to kindergarten at eight and then get them already at two, or noon. We are really lucky to be in this position.” On one hand this freedom does not take away their responsibility even if it is not always understood by their friends or others. “Somebody said that we are not forced to do anything, people don’t understand that even if we aren’t, even if we are at home, it does not mean that we are not bearing the responsibility.” On the other hand both the sisters talk about their work as if being normal employees, still they claim also their rights as owners to be away when they feel like it. 
	An important factor for both the sisters is to be in the business together. They discuss the business and share their thoughts. Both express very clearly the need to keep their mother at a distance. Beth currently owns 50% of the firm but the daughters plan to buy her out of it. Already now they keep things away from her in order to not stress her or be stressed by her. They describe Beth as someone who is totally unaware of the business and not having an entrepreneurial mindset ‘because she has always worked for someone else’. The mother acknowledges her daughters’ behavior of keeping her away, and even ‘patronizing her’. She self identifies as a worrier, and thinks this might be one of the reasons. However, she claims to have more knowledge of the business than her daughters think, and explains how her late husband would tell her things. The new CEO has kept her up-to-date on the business. Currently, she says to be ready to sell the firm to their daughters ‘with the condition that the ownership is kept within the family.’ She wants to preserve the legacy of her husband within the family and for the future generations, for the young grandsons. For her giving up the ownership is also about getting more freedom, of not been viewed as the wealthy owner. 
	Case C “Media” is a large media company group under the 3rd generation management. In the succession from 1st to 2nd generation the company was transferred to the son while the daughter inherited other assets. In the following succession process the father divided the company shares into A and B shares with the A shares (with decision-making power) going to the two sons and B shares to the three daughters. Both the sons – Henry and Eddie - are working in the company, and the older one, Henry, is the current CEO. The three daughters, Eddie and Henry and their aunt, Lisa, (who is of the same age as the siblings) form the board. In particular one of the daughters, Mary, feels bitter about the division of shares into A and B, which to her implies also dividing the children into A and B class, which made her feel bad. It is explained as giving the operational management a better decision-making power, and by not needing to discuss at length every decision with those who are not working in the company. 
The company needs always be capable of making decisions. […] That the daughters, since they are not involved in the operational management, that they cannot influence the operational decision-making. (Henry) 
	Mary explains that her brothers were quite strongly given the role of ‘princes’ as heirs of the company, although not for free. They needed to win their place. Previously Mary’s ex-husband used to work in the company, and at the time she was also offered a position in the company, replacing the female accounting manager who retired. Mary questioned and refused this offer explaining that she had an education in international business, not in accounting. She interprets this through the gendered occupational structure within the firm: women can be managers in support functions (such as accounting and HR) but not in operational line management. 
	In the 1990s’ recession the firm was on the verge of a bankruptcy, and it became an attractive target for hostile takeover. In her father’s interpretation, Mary’s husband was involved in conspiring against the family with other financiers with the apparent intent to let the insolvent parts of the conglomerate go bankrupt and subsequently buy the financially more viable parts. 
There has been lack of trust… Some siblings have been aware or involved, or at least very much aware, that when the company was doing badly in the recession and one of the husbands was working here and they tried to betray our father, and tried to get the business. […] This influenced my father’s decisions [about the shares]. (Henry) 
	This led to a lack of confidence between the parties involved; the father, Henry and Eddie on one side and Mary's husband on the other side, and Mary felt to be in-between them. She made her husband resign, and he left the firm with a row to start his own business. Mary says her father did everything to sabotage the new firm, which left Mary very cross with him. Mary and her husband moved away and Mary was not on speaking terms with her father for two years. Then the marriage ended and Mary returned back home, and applied for a position as a marketing manager in the firm. She was not selected and according to her father, this was due to her brother’s wish, but also that her father felt that the chemistry between Henry and Mary was not good. Later her brother explained that she was lacking competences and qualifications. Mary feels that her brothers have been given the chance of growing into the positions, which she was denied. This her brother (Henry) acknowledges by saying that his qualifications were not at the level required when being appointed as a vice-CEO but his appointment signaled that it is a family firm. Since Mary is the only of the siblings with a university level business degree, she feels treated unfairly and to be grouped in the ‘girls’ role. Later she contemplates how the row between her father and ex-husband may have influenced the situation. Her brother says it directly: This ended the career path of Mary, although it has not been outspoken. (Henry) 
	Currently, Mary is particularly active in the board and she is acting as an engaged owner. She also represents the family business in the National Family firm association. Previously the board has blindly endorsed decisions. Mary has advocated that the board should act “by the book” and that the B shareholders also should be represented in the board. Mary hopes that the family will learn to be more open and not repeat the bad, old traditions. Both Mary and Lisa say that they hope to train the future generations better than they have been: 
We have not been coached or trained into this. Henry and Eddie [the brothers], they have learned by working in the firm. But we others, we have not been trained to have board meetings or anything. (Lisa)  
	Therefore, Mary is pushing the development of a family handbook and of a family council. There are 14 cousins in the next generation; and no formal decisions are made on how and if they are going to be involved in the business. Two of them at a time are invited to the board meetings for the purposes of coaching them. The oldest son of the CEO, Johan, is already working in the firm and is seen to being ‘guided’ into the firm, like his father and uncle previously were. 
Probably the successor will be one of these five [sons of Henry or Eddie]. We have not been asked if it’s OK to start training Johan into the position. (Lisa)
Henry expresses outright that he does not see his daughter working in the firm but is also of the opinion that it is not the right place for his second son either, which he says to have explained to him, too. Johan however, tells that he and his brother and sister have discussed business matters, and that his sister although only 18 years old has many good ideas. It seems that the new generation represented by Johan does not automatically share the views of the current generation in power. 
	Case D “Conglomerate” is a large conglomerate active in technical trade and related services and investment and property activities. In the previous generations the firm has been owned by women but managed by their husbands. Bridget, the current CEO, talks about the family history and about her parents’ marriage: 
Grandpa said to my mum that the conditions for her to get married were that she should marry the same date as him and his wife, and that my father had to work in the firm. (Bridget)
	Currently, Bridget owns the firm with her half-sister and is the first female member of the family to have worked in the firm. Her father guided her into studying business and she has been involved in the business for a long time. However, her father did not see her as a real successor so she was never coached to take over the firm. Nevertheless, she worked in different units of the firm and gradually gained knowledge and experience of the firm. The relationship with her mother was difficult and marked by the mother’s exercising power over her children in many unhealthy ways. Bridget says that one part of it may be that her mother was never allowed to work and to target her energy into work. She gives an example of her mother’s inconsistent behaviors: 
For three generations son-in-laws have been working in the family but when I got married my mother said that son-in-laws have never worked in this company, and that my husband will never work in this company. 
	Working in the different units was not easy for Bridget. At any new site she had to convince the other employees that she was not not just the owner’s daughter with privileges, but that she would do the same work for the same pay as them. When the co-workers learned to accept her, she was transferred to another place. She feels that this was a good school and she learned to know all the units and employees. Despite experiencing gender-bias from her father, she feels that as a co-worker she was not met with resistance due to her gender: 
I have never, even if 80% of our employees are men, I have never felt to have been treated differently because I’m a woman. I feel sorry for the women who think they have to be macho, were striped suits and talk in a vulgar manner to cope… [..] in the 1980s my father that there will never be women in management positions, or even in sales positions. Because it is inappropriate. 

	She talks of her father as the ‘child of his era’, at a time when women did not claim their position and that she should have been a son. After the father died in 2000, she fought for her position in the company. She says: “At that moment, the sharks revealed their teeth” suggesting that there were many in the company who wished to be appointed to leadership positions. Bridget's way to become the CEO was to take over after a couple of hired unsuccessful male managers. The company had external CEOs but with little success so they were fired. After these incidents, a management consultant urged Bridget to take the lead, otherwise she would be portrayed in the media as the ‘difficult female owner’. “When I’m a woman, and fire a CEO, the problem is not the CEO but that nobody gets along with me.” 

	In order to be able to take the position as CEO and run the family firm she needed to persuade her mother to allow her to participate in board meetings. The mother who owned the company had been in the board for years although she was not otherwise actively involved in the family firm. As Bridget could not remove her mother from the board she convinced her that she needed an “insider” to be able to administer the ownership. After her mother’s death Bridget and her half-sister had a conflict about the inheritance. This was though. Finally, Bridget's husband was able to join the firm too, and he now takes part in her management team. When thinking about the future Bridget contemplates whether it is the right place for her children. 
We are in the early stages of thinking about it, and one has to think if the children really are up to, managing this operative large firm, or do they have different values. Would it be easier for them to own something different than a working business? 



Cross-case analysis 
The cases inform us on different ways that the daughters claimed or tried to claim the management position in their family's business. In three of the cases, the daughters succeeded in taking over the management position. In the fourth case, the daughter was not able to get a management position in the family firm but she holds a position as an active board member. A key insight from our findings is that for the daughters, the process of taking over the management position of the family business means 'taking action', meaning active involvement from the daughters themselves. Succession is not something daughters were 'guided into' in any of the cases. It demanded that they actively claimed the position. This action could start early, long before the succession became actualized, but could also be a gradual process growing over time and continuing after the succession formally took place. We find that the strategies of claiming the position included 1) claiming it to themselves, building a self-identity as owner-manager; 2) claiming it to their family, both to the incumbent and to other family members; and 3) claiming it to the firm, that is to the employees, the board and the external partners of the firm. 
	Our findings demonstrate that the role of different strategies varied between the daughters taking over the businesses. In Case A the most difficult struggle for the daughter was to convince the parents of her willingness and capability to take over. Although Cathy successfully claimed the company to internal and external parties she continuously acknowledged the need to take over the Russian joint venture, which still remained unclaimed. Claiming to herself was never an issue to Cathy. In Case B the two sisters first needed to build a self-identity and, thus, to claim the position to themselves to be able to build legitimacy to business stakeholders, both internal and external ones. Later on they claimed the business to the family, namely the mother whom they wished to buy out from the company. In Case C the emphasis lies on claiming to the family due to the assumptions and roles reserved for female members of the family in the business. As Mary was unsuccessful in her claiming to the family she used her official role as a board member to claim the business and show willingness and capability to the business stakeholders. Finally, in Case D Bridget first struggled with internal and external stakeholders and needed to step forward as an active decision-maker and owner-manager in order to avoid rumors and bad reputation of the company due to firing unsuccessful CEOs, she claimed the firm for other stakeholders. Due to the family history and her father´s conventional thinking of women's roles the idea of managerial position in the family business had never been real for her despite her business degree and working in the firm for years. She had not thought of claiming it for herself. Later she needed to claim the board position from her mother in order to be able to run the business. Table 2 summarizes the cases with relation to these three areas for claiming. 
INSERT TABLE 2 HERE
STRATEGIES TO CLAIM THE FAMILY BUSINESS
Claiming to themselves
To be able to take the position as successor of the family firm, the daughters needed to claim the position to themselves, meaning to develop their self-identity as an owner-manager. For Cathy, the daughter in Case A "Textile" this was easy. For a long time she had built her self-identity as the future owner-manager of the family firm, as she grew up with the firm. Also Mary in Case C "Media" had always thought she would have an active role in the family firm, and built her identity by choosing an education which she expected would give her a management position in the firm. However, it is not obvious that all daughters self-identified as owner-managers of the family firm. In Case A "Engineering" the two young daughters, Norah and Nina, inherited an engineering business, but was not initially seeing themselves as managers of the firm. They had little or no experience from working in the firm and they barely knew what the firm did. They did not have technical education and hardly any working experience due to their young age. In order for persons to pursue management aspirations, they need to have positive self-assessments in relation to their skills and tasks (Hoobler et al., 2014). Hence, the lack of experience and socialization into managing the firm meant that the two daughters did not self-identify as owner-managers. When their father suddenly passed away, the only way they could see themselves as continuing the business was by hiring an external CEO. They took this action as soon as they decided to keep the business. However, while gaining experience Norah and Nina also gained confidence and gradually saw they themselves as the key decision makers of the firm. Also in Case D "Conglomerate" the company decided to hire an external CEO when Bridget's father passed away. Bridget had worked and gained experience from different parts of the large family firm, and saw herself as having a role in the firm, identifying as the owner. However, as she was never prospected the role as CEO by her father it took her some time before she saw herself taking this position. It was not until an external consultant advised her to step in as the CEO when she decided that she should claim that position. 
	These findings relate to the concept of identity work and the view that the development of an identity as owner-manager can be difficult as it may conflict with the current identity (Hytti, 2005; Hägg, 2011, Bjursell & Melin, 2011). However, as the identity is a constant state of becoming (Hytti, 2003) individuals may develop such identity through experience and identity work. The findings also show the role of socialization for the development of an owner-management identity. Being involved in activities in the family firm as a child and in adolescence is important for developing a self-identity related to the firm. This is Cathy in Case A an example of, she always identified herself with the family firm. In Case C, the sons were more strongly coached and socialized into the firm than the daughters who were encouraged to seek non-business careers outside the family firm. This gave the sons the possibility to build a stronger identity with the firm whereas Mary, the only of the siblings with a university business degree, was surprised to find that despite her own idea of working as a manager in the firm she was not supported nor accepted to do so. In addition she was required to possess the necessary skills when entering the company while her brothers learned the trade on the job. This also seems to be the case for the coming generation, where Johan is perceived as the future successor and he is guided into management of the firm as a trainee. Socialization takes place through experience and thereby building competence. The lack of experience and relevant competence was one important reason for the daughters' lack of self-identity as owner-managers in Case B. This was further emphasized due to their young age and gender in the male dominated engineering business. This is in contrast to Cathy in Case A and Bridget in Case D who had gained the experience over time and were very familiar with their family business. 
	Another important aspect of socialization is the experience of being supported and trusted as a possible successor. In none of the cases, fathers saw their daughters as potential successors. This lack of trust and encouragement influence the self-identity of the daughters, and this is most apparent in Case D. Bridget was expected to gain the relevant experience from working in different parts of the firm, but was not seen as a potential future CEO by her father because of her gender. By working in the family firm on an equal stand with the employees, she got used to this and found it to be normal. As a result, she did not take on the management role when her father died but only later when someone else pushed her to do so. 
Claiming to the family
To be able to take over the family business, the daughter needs to claim the position to the family, in particular to the incumbent, which in all our cases was their father, but also in some cases to other parts of the family such as the brother (Case C), their mother (Case B and D) or other family members. Claiming to the family seems to be concentrated around some key actions: First, the daughter needs to step forward and show willingness to take over the firm, and second, they need to show that they are capable. This implies that daughters need to resist and challenge the gender stereotypes and roles reserved for them in the family business.
	In the literature the primogeniture norm is suggested as an important mechanism for keeping the daughters out of the firm (Llano & Olguin, 1986). We found it in our cases too, albeit in different degrees, hence daughters have to claim the firm from their relatives, parents particularly. In Cases C and D the parents work against their daughters' wish to be a part of the management of the firm. The decisions resulting in the gender divide are taken by the previous generation who has different values and social norms, and these decisions resist time. Hence, within this social world it becomes difficult for women to claim their position, the old generation have to pass away before the opportunity comes about. We find this in Case D where Bridget's father resisted and found it inappropriate to have women in management positions. It was after his death an external consultant supported and pushed Bridget to take over as a CEO.
	Our cases demonstrate that the need to claim the business from the family implies challenging stereotypical gender roles and assumptions. This was very visible in Case C in which the division of ownership between A and B shares is a very concrete way to keep the daughters away from the daily business activities. Mary with her business degree has continuously attempted to claim the business from her brothers and sought management positions in the company. Earlier in her career she was accepted for an accounting position but later she was not accepted as a marketing manager. This she considered odd given her education in international business. It seems that women are accepted in supporting management roles (such as in accounting and HR) but not in line management positions (such as division heads or CEOs). The gender barrier within the family is real but invisible and Mary has not succeeded with her claims to become operationally involved with the business.
	Another important issue seems to be the parents’ vision of the capabilities, skills and future plans of their children. Sometimes the characters of the children are assessed at a very young age and this is an important heuristic for the parents’ decisions on whether the children are guided or assumed to take over the firm. In case A the son was out of the question, he had created his own company and in case D there was no son. While in the two cases B and C some of the sons were not considered capable or the family business was not considered ‘suitable for their character’. The visions and roles given to different children create the need to claim the business from the parents in case being interested in taking over.
	While the dual role of mothers and managers is often presented as a challenge for women, in Case A Cathy is able to exploit her role as mother to claim the manager position from her parents. Particularly Cathy’s father is projecting a gendered expectation on her, for him she is the mother of his grandchildren. However, Cathy actively resists this expectation and identifies strongly with the firm and being the person who should take over. And she uses a direct strategy to achieve her aim. She uses her children as a means to persuade her father, if he wants to be an active grandpa she has to be appointed as the CEO. In this way she shows her willingness and commitment to the business. This is probably unique for family firms with their mixture of family and business, where the involved individuals have dual or multiple roles. Hence, the reluctance expressed by the parents is due to their roles as parents. But the primogeniture norm is not the only heuristic guiding decision-making in family firms. 
	Motherhood played very different roles in the stories of the daughters claiming the family business: motherhood was applied to claim management (case A), it was an explanation of not getting into the deep end of management (case B) and it was used as ownership privileges giving the opportunity to take time out of the business (case B). One interesting concept from the Hoobler et al study (2014) is “benevolent sexism”; women with children are protected from business contacts necessitating over-night stays to protect the women. And this contributes to depriving women of challenging work experiences. The fathers in our study can be seen susceptible for “benevolent sexism”. This notion is supported by Solheim (2007) and Yanagisako (2002) who discuss capital (i.e. business life) as being perceived as "dirty work" women should be protected from. In Case A the business context – especially the part dealing with the subsidiary in Russia – is considered to be too difficult and the father is still in charge of this part of the business. The future of the Russian subsidiary is also uncertain after the retirement of the current manager with who the father has built a long lasting relation. The father feels he needs to protect his daughter and it has delayed her taking over the unsecure Russian part of the business. 
Claiming to the firm
Finally, taking over the family firm also means that the daughter needs to claim the position as the successor, both inside the firm to the employees and outside the firm to the firm's partners, including customers, suppliers and in strategic alliances. To gain trust and legitimacy as the future owner-manager of the firm, she needs to step forward as the primary decision maker and show that she is in charge. We find that the claiming of the firm mainly took place after the succession decision was made. Hence, it is not enough to formally take over the position as CEO of the firm. The daughters also felt that they needed to earn this position, showing that they deserve it and are capable. They needed to gain legitimacy as the new owner-manager of the family firm. There are several examples of this in our cases. Cathy was advised to use her father's office to show that she was in charge. However, she chose a different strategy, and she works in the open space close to the employees. Choosing this strategy she gets the authority she needs by demonstrating action. She takes charge by developing a new product line and a brand, and by improving the efficiency of the production. These actions are important as they show the new CEO's capability and visibility. However, this is not done without meeting resistance. In particular, Cathy's aunt finds it challenging to see her niece as her new boss. It was even more challenging for Norah and Nina in the engineering firm (Case B) where the employees were mainly men and as they, in contrast to Cathy, did not have the skills to take part of the production. Their positions as secretaries and assistants did not give the necessary authority. At the beginning, they had to lean heavily on the authority of the external CEO who replaced their father. Gradually, as they gained experience and confidence, they started to use the power the ownership gives, involving themselves in the larger decisions of the firm. This illustrates an important point apparent in all cases: Ownership gives some power and the daughters inheriting ownership can use this position to influence the development of the firm, at least to some extent. Even in case C, where the daughter Mary does not succeed in gaining a management position within the firm, she is still able to influence the development of the firm through her board position. However, this case also illustrates that ownership power does not guarantee getting into the management of the firm. The division of ownership between A and B shares is very visible and reduces the influence of the daughters in the firm. Efficient management of the firm is given as a reason to have power to those working in the firm, i.e. the sons. In this case, the daughters are punished twice: They are not offered to work in the firm because they are women, and they are not given A-shares because they do not work in the firm. Without A shares, Mary also had reduced power to gain a position in the firm. 
	Being young women, the daughters as owners stand in stark contrast to the previous CEOs, their fathers were elderly men. Due to stereotypical ascriptions, this may make it even harder for the daughters to gain the legitimacy needed not only internally among employees and in the boardroom, but also externally as leading figures of the firms. The fact that the private sector is a male domain reinforces women's outsider position. In Case B, the daughters had several offers to sell the firm immediately after their father's death, as no one saw them as potential successors. By deciding to take over the firm, and hiring an external CEO to compensate for their own lack of experience, they actively showed their willingness to continue the family firm. In Case D, Bridget actively took the CEO position to show to the external environment that the firm was 'in good hands'. On the other hand, in Case A Cathy is yet to claim the authority over the Russian subsidiary which continues to remain her father's responsibility. Legitimacy is important for firms in relation to the environment and the front persons of family firms influence this legitimacy. It these terms, a young woman replacing an experienced elderly man as CEO may face legitimacy issues that need to be dealt with especially when the environment is unstable as was this situation in Russia.  
	The findings related to the three arenas in which the daughters in our study seek to claim a position in the family business, reveal behaviors and related outcomes through which the claiming takes place. The findings are summarized in Table 3. 
INSERT TABLE 3 HERE

DISCUSSION 
Building on the findings, three core foundations for successful claims are identified: identity, visibility and legitimacy which are developed through daughters proving their capability as successors, showing willingness to take over and gaining support from others.

INSERT FIGURE 1 HERE 

Identity 
Identity is a core concept in 'claiming to themselves' as the daughters need to self-identify as owner-managers to be able to claim this position. Research in entrepreneurial identities suggests that identification as an entrepreneur/family business manager is not necessarily automatic or unproblematic (Bjursell & Melin, 2011; Hytti, 2005), as it may imply a conflict with current identities (Hägg, 2011). Lewis (2011) has pointed that due to the gender stereotypical ascriptions, it may be easier for men to connect their self-identity with the external social identity of an entrepreneur, while for women this may be more difficult (see also Hytti & Heinonen 2013), and, hence women may experience a sense of not being authentic, but fake. On the other hand, identity is a constant state of becoming (Hytti, 2003; Essers & Benschop, 2007) where identity work is important. The cases showed that self-identity as (potential) owner-managers can evolve over time, and this development is encouraged from gaining experience from the role and building confidence that this is something they can manage.
	Identity is not only an individual process but connected to social processes, and the ways others respond to our exposed identity. Hence, identity becomes important also in the two other claiming arenas, they need to build their identity as capable owner-managers of the family business and to be perceived as this by their families, employees, business partners and others. The daughters actively engage in identity work, both related to their own self-understanding and related to how others perceive them. In our cases we saw at least two activities important for developing identity; showing willingness and proving capability. To develop an identity as owner-managers of the family business the daughters actively stated their willingness to take over the firm, they enacted themselves as managers (cf. Weick, 1995). This statement was important both for themselves to develop their self-identity, and for others to see them as potential successors. Further, we saw that building competence and thereby confidence as managers were important for the daughters in their process of perceiving themselves as a manager. Proving capability was also important to make others believe in their identity as owner-managers.
Visibility
Visibility is central when claiming the business both in relation to the family and to the firm. To claim the family business, the daughters had to step forward and make themselves visible as potential successors. As women tend to be invisible in the family business context (Poza and Messer, 2001; Jimenez, 2009), daughters are often not thought of as potential successors. Gender stereotypes and conventional thinking implies that the daughters are often not considered for taking over the firm unless they make themselves visible. Interestingly, not only are daughters not seen as potential successors, neither is taking over the business seen as a potential career for them. This 'benevolent sexism' (Hoobler et al, 2014) means that the daughters needed to make the takeover of the business visible as a suitable way to make a good life for themselves instead of something they should be protected from. To become visible, the daughters actively stated that they wanted a position in the business. They also created visibility through taking positions, acting actively as owners and board members, taking on projects and other activities. By these activities they are showing willingness to make an effort for the business and thereby become visible as (potential) owner-managers of the family business. However, in some cases it was also difficult to step out of the shadow of gender stereotypes, and they needed help from others to become visible. Consequently, an additional strategy of the daughters were to gain support from other influential actors.  
Legitimacy
Finally, the findings from our study show that the daughters needs to gain legitimacy as a (potential) successor. Legitimacy is a generalized perception implying that the actions of an individual are desirable or appropriate within a given system of norms, values, and beliefs (Suchman, 1995). She needs this legitimacy for herself, within the family as well as among employees and business partners. Hence, legitimacy building is an important part of the claiming process, and also linked to the identity construction processes (Stenholm & Hytti, 2014). In order to self-identify or portray an identity as entrepreneur, it needs to be considered legitimate by themselves and by others. Proving capability is important when the daughters build legitimacy. Hence, all activities showing that they have the competences and abilities needed are important. To prove capability includes activities within the firm, such as working in different parts of the firm, taking on projects and making decisions. Legitimacy among internal stakeholders can also be built in symbolic ways: taking the corner office of the past CEO for example. Relevant work experience can also serve as proof of capability, and hence contribute to legitimacy building. Education does not necessary contribute to the legitimacy among family members, where emphasis it put on socializing with and gaining experience from the family business. 
	Another way the daughters sought to build legitimacy was by working through their network and thereby gaining support. Additionally activities outside the firm can also prove their capability, such as representing the business in associations. Support from someone else, particularly a person which already has legitimacy, can be a good way to gain legitimacy. Initially, this may be the only way. Finally, ownership gives authority and power, and thereby legitimacy to claim the family business. Although ownership gives some rights it may be mediated by other factors and does not guarantee daughters access to the family business management.

CONCLUSIONS
Family firms are often described as systems consisting of family, business and ownership. In the narratives presented here all these elements are present, and interwoven in multiple and quite complex ways. Our analysis focused on the way women claim management in family firms. We carried out narrative case studies in four family businesses in Finland first by collecting narrative stories from several informants in each case. The narratives dealt with their life histories and the business' and families' histories. Second, the stories were analyzed narratively in order to identify the plots – the meaning-making structures - that the participants constructed of the successions processes and their roles in them. Following Dalpiez et al. (2014) we believe it is important to advance narrative research in the field of family business research to benefit from the different insights different types of research materials offer. Narratives enable us to understand the complexities of the data, and thus give a richer understanding of why and how these things happen, and in this complexity we claim our theoretical findings to be. Narrative research allows the participants to come up with their own themes in the interviews, and their interpretations are focused in the analyses (Riessman, 1993). 
	Our study highlights that taking over necessitates action in the form of claiming strategies. The glass ceiling as a metaphor was coined by Rosabeth Moss Kanter (1977) almost thirty years ago to describe why women seeking into top management find themselves blocked by seemingly invisible yet very really barriers that serve to keep the upper management positions occupied by predominantly male. Our findings show that the glass ceiling exists within family businesses even if the nature and structure of the glass may be somewhat different than in non-family firms. Rights that come with ownership are important. Still, action is required for breaking the glass. Our theoretical contribution is that gender matters in succession processes and needs to be accounted for.
	Our study demonstrate how identity construction, legitimacy building and becoming visible are intertwined processes taking place between individuals and their social context (family and business). The daughters are not 'natural' successors, and they are not offered the same developmental opportunities as men (Hoobler et al., 2014). This may be a vicious circle: daughters are not perceived as management material and therefore are not provided with development opportunities and therefore they do not express career advancement motivations, possibly due to lacking experience and self-efficacy beliefs (see also Liff and Ward, 2001; Murray et al, 2012). Our study highlights how gaining experience and gaining in self-efficacy contribute to the identity work enabling also a stronger claim on the company. 
	There is research evidence that when women are able to break the glass ceiling and are promoted into leadership positions those situations are associated with a higher risk and precariousness (Bruckmüller et al., 2014). Hence, they are invited to step on a ‘glass cliff’ to signal change, for example. Our study also suggests that breaking the glass ceiling may be possible for the daughters if male managers before her fail, and there is a need to step in the times of crisis in order to escape the label of a difficult female owner. Motherhood is a normally considered a gendered label inhibiting women’s advancement into management. Motherhood played an important role also in our cases but not always in the same, uniform way. 
[bookmark: _GoBack]	Through these four cases it is easy to agree with Billing (2011): there is no dominant explanation for the difficulties of women gaining access into the management positions in family firms, and the gender norms are intertwined with several other norms and practices that come into play, e.g. the different roles perceived for the children by their parents. We believe that further research in the gendered processes in family businesses and successions is needed and that these studies should pay attention also to other social categories, for example to the roles ascribed for second sons in family businesses. 
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Table 2 Three ways of claiming the family business – Daughters’ fight to take over family businesses
	
	Claiming to herself
	Claiming to family
	Claiming to external parties

	Case A Textile
	Always seen herself as taking over and claiming the firm 
	Parents willing to sell the firm 
Had to use “power” to convince father: taking over the firm as a condition of moving closer to them with her children, finally with help from external chairman of board.  
	Claiming the position of CEO particularly difficult with her aunt working in the firm
Advised to claim her position by taking a corner office but believes in building her authority by working with others
The customers increasingly being women – easier to claim
Russian joint venture - she had not really started to claim it

	Case B Engineering
	Daughters no wish to claim the firm, do not identify as managers, keep the business for securing employment and for tax reasons, preserving legacy 
Slowly claiming role as owners, relying strongly on recruited external CEO.
	Mother wants to keep the legacy to her grandsons 
Daughters want to buy mother out
	Not seen as owners or managers within firm 
Have not tried to claim position 
Numerous offers to buy business, respect and acceptance from business contacts 

	Case C Media 
	Daughter always saw herself as capable to have a role in the firm; got a university business degree to match 

	Has tried to claim her position within firm several times, also by applying for job within firm. 
Using her owner influence and board position as much as she can. Not succeeded in claiming the position she wants. Is stigmatised by ex-husband activities . 
	Uses her board membership to influence and get information about the firm as much as she can. 
Has claimed the position as representing the firm in Family firm association. 

	Case D 
Conglomerate
	Daughter encouraged to get a business degree and work in the firm but no prospect of advancing in the management. 

When father died she first recruited external CEOs with poor results, and was encouraged to step in as CEO to “save” the firm’s reputation. 
	Traditionally the firm has been owned daughters, but managed by sons-in-laws. Father wanted external CEO. She had to claim the board position from her mother, arguing that her mother needed an “insider” to be able to administer the ownership. 
	She had to claim the position within the firm, since male managers were eager to increase their influence within the firm.
Felt having been handled heavy-handed in media because of her gender



Table 3 Claiming strategies of daughters seeking to becoming successors of the family business 
	
	Claiming to herself
	Claiming to family
	Claiming to firm

	Core 
	Building identity as owner-manager
	Challenge the assumptions and roles reserved for daughters in the family business
	Taking decision-maker role and earn legitimacy

	Claiming behaviours
	· building legitimacy through experience, competence and socialization
· developing self-identity over time

	· active claiming by showing willingness
· seeking and gaining support from others
· showing capability and competence
· resistance towards gender stereotyping
	· actively taking decision-making role
· making themselves visible as managers
· proving capability building legitimacy as managers through (successful) action

	Outcome
	The process builds successor‘s identity as owner-manager.
	The process  convinces the family/incumbent  about the daughter's capability as firm manager and her willingness to take that role
	The strategy demonstrates that the successor is competent to make company decisions and act as a manager.





Figure 1 Claiming the family business
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