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Abstract

Family firms are known for having a strong culture and shared values, which arise
from the ways in which family traditions and dynamics influence the business. Val-
ue congruence is known for having positive effects on employees’ affective commit-
ment, which is strongly connected to organisational performance. Thus, one can as-
sume that a strong family influence on a business entails strong congruency be-
tween employees’ and firms’ values. To explore this topic in more depth, the present
paper employs theoretical strands from family business research and person-organi-
sation-fit theory.

To examine the relationship between family influence, value congruence and their
effect on affective commitment, this study conducted an online survey among 15
family firms that were categorized according to their family influence. The paper
compared firms with weak and strong family influence in terms of employees” value
congruence and their affective commitment, as well as considered potential influ-
encing factors such as leadership, management stewardship, and tenure. Different
methods were used to analyse the data. The findings indicate that family firms with
a strong family influence have higher levels of perceived value congruence and affec-
tive commitment among employees.

Keywords:  organisational theory, social capital, family firms, value research

(JEL: D23, E71, L25, Z19)

Introduction

Family businesses are — as the name implies — distinguished by their unique inter-
play of family and business (Sanchez-Famoso, Maseda, & Iturralde, 2017; Tagiuri
& Davis, 1996; Zellweger, Eddleston, & Kellermann, 2010). By combining the
family’s emotional system with the rationality and efficiency of the economic sys-
tem, such firms become different social systems with their own goals and values (Si-
mon, 2002; Zimmermann, 2012). Researchers agree that, through this interplay,
family firms acquire special resources. These specific resources (Habbershon &
Williams, 2003; Klein et al., 2005) manifest through corporate governance (e.g.,
ownership, control rights, generation succession) and cultural factors. Cultural fac-
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tors have an especially powerful influence over family businesses, as they contain a
long-term vision for the family firm’s survival and performance (Duh et al., 2010;
Denison et al., 2004; Jimenez et al., 2015; Klein et al., 2005; Nicholson, 2008;
Rau, Schneider-Siebke, & Giinther, 2019; Vallejo, 2008). Specifically, shared values
reinforce the strength of an organisational culture, which can then influence em-
ployees’ retention and thereby bolster the firm’s success (Ashfort & Mael, 1989;
Denison et al., 2014; Gordon & DiTomaso, 1992; Lavelle et al., 2009; Meyer,
Becker, & Van Dick, 2006; Meyer & Herscovitch, 2001; Riketta, 2008; Sackmann,
2011; Vandenberghe, Bentein, & Stinglhamber, 2004).

The performance of family firms has been a widely discussed topic in family busi-
ness research. Many studies have demonstrated a positive relationship between fam-
ily influence and firm performance (Rutherford et al., 2008). Most previous studies
have focused strongly on financial performance criteria. However, the inclusion of
the socioemotional-wealth perspective has broadened this performance view, indi-
cating that family firms strive for different goals compared with non-family firms
(Berrone, Cruz, & Gomez-Mejia, 2012). Consequently, their performance measures
may extend beyond financial criteria. However, there remains an open question
about which cultural factors affect a family firm’s performance and how. One of the
most prominent performance indicators in organisational research is affective com-
mitment (Meyer, Stanley, Jackson, Mclnnis, Maltin, & Sheppard, 2012). Person-or-
ganisation-fit theory (PO-fit) proposes that there is a positive relationship between
employees’ retention and the congruency of individual and organisational values
(i.e., value congruence). It is now widely accepted in human resource and organisa-
tional behaviour research that attracting and retaining employees is easier if there is
value congruence between employees and the organization (Cable & Judge, 1996;
Cable & DeRue, 2002; Edwards & Cable, 2009; Kooji & Boon, 2018; Kristof-
Brown, Zimmermann, & Johnson, 2005; Lajoie, Boudrias, Rousseau, & Brunelle,
2017). However, the most recent applications of general human resource (HR) is-
sues in the field of family business research have demonstrated that the heterogene-
ity and complexity of family firms create specific difficulties for implementing these
general HR practices (Eddleston et al., 2018; Gomez-Mejia et al., 2018; Mullins,
2018). Special studies on PO-fit in family business research remain scarce to date.
Hauswald et al. (2016) are the only ones so far to address PO-fit in family firms,
finding that job seckers with a conservative value orientation are more attracted to
family firms than those with self-enhancement values. Likewise, Rau et al. (2019)
underlined the importance of values in family business research by explaining that
family firms’ heterogeneity results from value differences. Thus, there is a strong
need to more deeply explore family firms’ values (Payne, 2018; Rau et al., 2019).

Despite a large amount of general research on value congruence, there is a gap in
the current person-organisation-fit and family business literature in terms of indi-
vidual characteristics that might influence fit perceptions (Hauswald et al., 2016;
Kidwell et al., 2018). Thus, this paper analyses the relation between family influ-
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ence and value congruence, and how this potential relation affects employees’ affec-
tive commitment.

Accordingly, the paper addresses three gaps in the literature. First, the paper focuses
on the perspective of (experienced) employees instead of students’ hypothetical as-
sessments of values (Hauswald et al., 2016; O’Reilly & Chatman, 1989). Although
previous research has studied the attractiveness of family firms for job seckers
(Hauswald et al., 2016) or top management (Harsch & Festing, 2019), this paper
contributes to the existing literature by focusing on employees as new a target
group. Thereby, the study answers a criticism in the PO-fit literature that most
studies have been conducted with student samples (Carless, 2005). By considering
employees’ perspectives, the paper also follows current work in value congruence re-
search that focuses on individual characteristics (Hauswald et al., 2016). Moreover,
value congruence was operationalized in two ways: namely, a perceived and calcu-
lated fit measure. This operationalization broadens research on value congruence, as
previous studies have largely focused solely on perceived value congruence (Amos &
Weathington, 2008; Lajoie et al., 2017). Thereby, the paper contributes to explor-
ing the heterogeneity of family businesses by adding values as a further differentia-
tion criterion (Rau et al., 2019).

Second, the study analyses employees affective commitment as a performance crite-
rion for family firms. Previous family business research has extensively compared
the financial performance of family and non-family firms, highlighting the formers’
higher profit margins, faster growth rates, more stable earnings, and lower dividend
rates (Dyer, 2018; O’Boyle, Pollack, & Rutherford, 2012; Wagner, Block, Miller,
Schwens, & Xi, 2015). Previous research has demonstrated that employees with
high affective commitment show higher work performance (Cooper-Hakim &
Viswesvaran, 2005; Meyer et al., 2012; Riketta, 2002). Thus, analysing affective
commitment as a non-economic performance goal of family firms contributes to
the socioemotional-wealth perspective as well as the general discussion of perfor-
mance in family firms (Berrone, Cruz & Gomez-Mejia, 2012; Dyer, 2018).

Third, by considering various potentially influencing factors (leadership -behaviour,
stewardship of management, tenure of leader-member relationship), the paper con-
tributes to the call for considering conditional factors that influence family firms’
performance (Dyer, 2018).

Theoretical Background

Conceptually, this paper builds on two theoretical approaches often applied in fam-
ily business research to explain the relationship between family influence and em-
ployees’ value congruence: social capital and stewardship theory (Melin, Nordqvist,
& Sharma, 2013). Both concepts are enriched with PO-fit theory from organisa-
tional value research (Chatman, 1989; Edwards & Cable, 2009; Kristof, 1996;
Kristof-Brown et al., 2005; Verquer et al., 2003). Given these three theoretical
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strands, the current paper is in line with recent calls for using multidisciplinary ap-
proaches to explore the nature of family businesses (Payne, 2018). The following
section briefly outlines the theoretical background and includes the definition of
key terms in this paper.

The Influence of Family on Business

There is not one family business theory, but rather various theories addressing spe-
cial phenomena in family firms (Rau et al., 2018). As a result, there is an open
question about how to appropriately measure family influence in family business re-
search. However, there is no general operationalization for measuring family influ-
ence (Astrachan et al., 2002; Rau, Astrachan, & Smyrnios, 2018). The most influ-
ential proposal for measuring family influence remains the F-PEC scale (Astrachan
et al.,, 2002, Rau et al., 2018; Frank, Kessler, Rusch, Suess-Reyes, & Weismeier-
Sammer, 2017). The F-PEC scale measures the influence of family on business
based on three measurement dimensions: power, experience and culture. Thus, the
F-PEC scale aligns with the call for multi-dimensional measurements in the field
(Astrachan et al., 2002).

Despite having inspired the family business research community to examine these
three dimensions, the F-PEC scale is not without criticism (Carr, Massis, Pearson,
2018; Frank et al., 2017). The main criticism is that the F-PEC measures the po-
tential influence in terms of percentages of family members in ownership, manage-
ment or control. This measurement captures the potential, but not the actual fami-
ly influence (Frank et al., 2017; Holt et al., 2010; Rutherford et al., 2018). Al-
though the F-PEC claims to integrate both the involvement and the essence ap-
proaches, it focuses more on the former and (family’s involvement) and fails to cap-
ture the latter (the essence of a family firm) (Rutherford et al., 2008). Recent re-
search on defining family firms has concentrated on the essence of a family firm: for
instance, by emphasizing values as a differentiating factor (Rau, Schneider-Siebke,
& Giinther, 2019), given that values guide individual behaviour (Schwartz, 1992)
and thereby capture the essence of a family firm (Chua et al., 1999).

From a methodological perspective, the F-PEC is used as a single-respondent mea-
surement, which is not well suited for measuring the cultural dimension within the
E-PEC scale. Organisational culture research strongly emphasizes that culture is a
collective phenomenon created by all members of the organisation instead of a sin-
gle-respondent measurement by the management of the firm (Denison et al., 2014;
Schein, 1985). Considering these limitations, this paper offers an employee-based
approach for measuring values as a means of investigating a family firm’s culture
and, by extension, its essence.
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Social Capital Theory

Social capital theory considers social relations to be a particularly prevalent resource
in family firms (Cabrera-Suarez et al., 2015; Nahapiet & Ghoshal, 1998; Pearson et
al., 2008; Sorenson, 2013). Social capital establishes cohesion and trust, which then
enables cooperation in the firm by subordinating individual interests to the collec-
tive (Adler & Kwon, 2002; Arregle et al., 2007; Leana & van Buren, 1999). When
organisations possess resilient and generalized trust, they do not need to rely on
strict monitoring and controlling mechanisms (Chrisman, Chua, Kellermanns, &
Chang, 2007), which has the collateral effect of making cooperation more efficient.
In short, social capital supports organisational success (Leana & van Buren, 1999;
Pearson et al., 2008) and constitutes a widely accepted advantage of family firms.

Family business research argues that family firms’ higher social capital stems from
the relationship quality of family members. Family relationships are grounded in
shared values, a common history, and frequent interaction (Herrero, 2018; Pearson
& Marler, 2010; Zellweger, Kellermanns, Eddleston, & Memili, 2012), which col-
lectively produce a type of trust that is stronger than the trust between non-family
members (Davis et al., 2010; Pearson et al., 2008; Sundaramurthy, 2008). Trust is
regarded as “a psychological state comprising the intention to accept vulnerability
based upon positive expectations of the intentions or behaviour of another”
(Rousseau et al., 1998). In this understanding, trust is a precondition for coopera-
tion and an important organising principle for family firms (Eddleston et al., 2010;
Herrero, 2018). Family members integrate their understanding of trust in business
life by building a culture of trust within the firm (Baron, 2008; Morris et al., 2010).
This sense of trust is further cemented by the family assuming a long-term perspec-
tive and anchoring themselves in the local community (Sequeira et al., 2007; Soren-
son, 2013). Consequently, family firms have advantages that arise from the sources
and evolution of trust.

Stewardship Theory

Previous research has highlighted that stewardship management is prevalent in fam-
ily firms and fosters organisational performance (Davis, Allen, & Hayes, 2010; Ed-
dleston & Kellermanns, 2007; Eddleston, Kellermanns, & Zellweger, 2012; Madi-
son, Kellermanns, & Munyon, 2017; Vallejo, 2009). Stewardship theory argues
that managers in family firms prioritize collective and altruistic interests ahead of
their own (Breton-Miller & Miller, 2009; Davis et al., 1997; Eddleston et al., 2012;
Herrero, 2018). In contrast to managers of non-family firms, who are mainly moti-
vated by financial results, stewardship managers in family firms strive to fulfil a so-
cial purpose (Le Breton Miller & Miller, 2015). Because of the influence, these
managers have on the business and their employees, family stewards are often asso-
ciated with a transformational leadership style, which seeks to promote a collective
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identity by influencing followers’ values (Campbell et al., 2008; Conger et al.,
2000; Howell & Shamir, 2005).

Value Congruence

Person-organisation-fit theory (PO-fit) is a sub-domain of person-environment-fit
theory, which is an umbrella theory that analyses the “compatibility between an in-
dividual and a work environment that occurs, when their characteristics are well
matched” (Kristof-Brown et al., 2005, p. 281). PO-fit research follows the tradition
of the attraction-selection-attrition paradigm (Byrne, 1971; Schneider, 1987),
which argues that individual organisational behaviour results from the interaction
between the individual and the organisation (Argyris, 1957). These interactions are
driven by values — specifically, the alignment of values between individual and firm
(i.e., value congruence; Amos & Weathington, 2008). Psychological value research
sees values as stable and trans-situational principles that influence and guide indi-
vidual thinking, feeling and behaviour (Rokeach, 1973; Schwartz, 1994). But this
same understanding scales up to organisations, as underlined by previous research
that applied Schwartz’s basic values framework to the workplace (Borg, Groenen,
Jehn, Bilsky, & Schwartz, 2011; De Clercq, Fontaine, & Anseel, 2008; Ros,
Schwartz, & Surkiss, 1999). Because values are relatively stable, directly compara-
ble, and highly relevant at both the individual and organisational level (Cable &
Judge, 1997; Kristof-Brown et al., 2005), they are a key emphasis in PO-fit theory
(Werbel & DeMarie, 2005) and the most frequent operationalization of PO-fit
(Chatman, 1989; Kristof-Brown et al., 2005).

This paper follows the organisational culture concept of Schein (1995), which con-
siders values as essential for understanding organisational culture due to their guid-
ing function for individual behaviour of organisational members (Denison et al.,
2014; Meglino & Ravlin, 1998; O’Reilly et al., 1991; Schein, 1995; Dyer, 1986).
Schein’s (1995) multi-level construct, which provides a framework for understand-
ing how values translate into behaviour, covers three levels: assumptions, values and
behaviour. The first level, assumptions, encompasses those beliefs that individuals
take for granted and may even lack awareness of having. Values constitute the sec-
ond level: Influenced by basic assumptions, they represent underlying global beliefs
about desirable end states or behaviour. Behaviour, then, is the visible artefact at the
top level of this framework, a reflection of the underlying cultural levels. In this
model, values are an essential part of understanding and changing organisational
culture (Meglino & Ravlin, 1998; O’Reilly et al., 1991).

Research on value congruence secks to explore how value congruence influences
employees” work attitudes. Previous research established affective commitment as a
prominent indicator for positive work attitudes (Meyer at al., 2012). In this con-
text, value congruence is seen as an indicator for greater affective commitment

(Chatman, 1989; Edwards & Cable, 2009; Kristof, 1996; Kristof-Brown et al.,
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2005; Verquer, Beehr, & Wagner, 2003). Importantly, affective commitment is pos-
itively associated with organisational performance (Edwards & Cable, 2009; Hof-
mann & Woehr, 2008; Kristof-Brown et al., 2005; Verquer et al., 2003). To mea-
sure the impact of value congruence, many studies rely on the construct of organi-
sational commitment, which is seen as "the relative strength of an individual’s iden-
tification with and involvement in a particular organisation” (Mowday, Steers, &
Porter,1979). Therefore, this paper also adopts this well-established indicator of or-
ganisational performance to consider the impact of value congruence in the unique
domain of family firms (Stanley & Meyer, 2016).

Hypothesis Development

In family firms, values have a powerful impact because value orientations arise from
family history and provide the foundation for a longstanding family identity, which
is transferred from generation to generation (Fletcher, Melin, & Gimeno, 2012;
Potschke, 2018; Rau et al., 2019; Sorenson, 2014). Because family members often
hold important positions in the firm, they act as cultural role models who translate
the family’s values into organisational values (Ling, Simsek, Lubatkin, & Veiga,
2008; O’Reilly, Caldwell, Chatman, & Doerr, 2014; Vallejo, 2009); in this way,
their value orientations can have a significant impact on the business for genera-
tions (Duh, Belak, & Miilfelner, 2010; Parada & Dawson, 2017; Sorenson, 2013;
Zwack, Kraiczny, von Schlippe, & Hack, 2016). This mechanism becomes even
stronger if several family members act as role models, in line with transformational
leadership research (Brown & Trevino, 2009; Hoffmann, 2011; Howell & Avolio,
1993) and organisational culture research (Sackmann, 2011; Schein, 1995). We
know from the leadership literature that role modelling influences employees’ value
orientations (Lajoie et al., 2017).

To provide an overview of chosen constructs and better understand their relation-
ships, a model was drawn to introduce relevant construct for hypothesis develop-
ment (Figure 2). The overall assumption is that the stronger the influence of the
family (and their values) in the company, the stronger the sense of community
among employees (as expressed by value congruence) and the higher the degree of
bonding between employees and the firm (as operationalized by affective commit-
ment).
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Figure 1. Model illustrating hypothesis development.

Thus, this paper assumes that a strong family identity — supported by family mem-
bers who act as role models — positively influences employees” value congruence.
The paper considers the number of family members working in the firm, and the
number of generations in existence as an indicator of family tradition and thus cul-
tural strength. The measures section will describe the proposed operationalizations
of family influence and value congruence in greater detail. The first hypothesis is
the following:

HI:  Employees (perceived/ objective) value congruence is higher in firms with a strong
Jfamily influence.

Family influence is not only characterized by the number of family members in the
firm, but also by the quality of their relationships. Familial relations are determined
by trust, which arises from kinship and shared values. Family members tend to have
stronger relationships as a result of interacting more often, both formally and infor-
mally, than non-family executives. This interaction frequency further promotes
trust among family members (Herrero, 2018), which is then extended to non-fami-
ly members and facilitates social capital in the firm. Consequently, social capital
cultivated within the family is transferred into the business, and vice versa. Put sim-
ply, the organisational culture of a family firm is influenced by the transmission of
family social manners, expectations and values (Sorensen et al., 2009). This process
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is bolstered by more family members assuming an active role in the firm (Sorensen
et al., 2013), and it is especially influential when family members occupy executive
management positions, such as the CEO. Driven by family norms and values (Her-
rero, 2018), family firm executives (stewards) are motivated to establish a reputable
and ongoing firm (Miller & Le Bretton Miller, 2006), whose success provides the
executive with socioemotional benefits (e.g., reputation, sustainability) (Gomez-
Mejia, Cruz, Berrone, & De Castro, 2011).

Indeed, stewardship theory highlights that family firm CEOs behave as stewards of
the firm by being supportive and acting as persons of trust (Block, 1993; Breton-
Miller & Miller, 2009; Arregle et al., 2007; Dirks & Ferrin, 2002; Eddleston et al.,
2012). If the CEOs pursue collective goals, they promote a sense of collectivity and
trust and therefore foster value congruence among employees. Thus, it is assumed
that:

H2a: There is a positive relationship between stewardship of management and employ-
ees’ (perceived)/ objective) value congruence.

Additionally, the analysis incorporates several variables that mainly reflect the inten-
sity of the leader-follower relationship, which should have a positive effect on value
congruence. Previous research demonstrates that the relationship between a leader
and follower influences the value congruence between them, with the alignment be-
coming stronger as their interactions become longer and more frequent (Grean &
Uhl-Bien, 1995; Krishnan, 2005). The leadership literature points out that trans-
formational and charismatic leadership styles have a positive effect on employees’
value congruence (Brown & Trevino, 2009; Hoffmann, 2011; Howell & Avolio,
1993). If employees regard their leader as a role model, then their values become
congruent with the leaders” expressed values (Brown & Trevino, 2009). Presumably,
this process aligns the employees’ values with those of the firm, since executives typ-
ically exemplify the firm’s values. Relatedly, research has continually found that
transformational leadership is integral to employees’ affective commitment (Avolio
et al., 2004; Banks et al., 2016; Lajoie et al., 2017; Podsakoff et al., 1996). For this
reason, the present study transfers expected relationships from general leadership re-
search to the field of family firms and integrates transformational leadership as an
additional control variable. In formal terms:

H2b: There is a positive relationship between the degree of transformational leadership
and employees’ (perceived/ objective) value congruence.

H2c: There is a positive relationship between employees’ tenure with their supervisor
and their (perceived)/ objective) value congruence.

H2d: There is a positive relationship between employees’ interaction with their manage-
ment and their (perceivedy/ objective) value congruence.



https://doi.org/10.5771/0935-9915-2020-3-281
https://www.inlibra.com/de/agb
https://creativecommons.org/licenses/by/4.0/

290 Ivonne Potschke

H2e:  There is a positive relationship between employees’ interaction with their supervi-
sor and their (perceived/ objective) value congruence

H2f:  There is a positive relation between employees’ tenure with the company and (per-
ceived)/ objective) value congruence.

Affective commitment is considered one of the strongest outcome variables in PO-
fit literature and is a known performance driver from the leadership and organisa-
tional culture literature (Avolio, Zhu, Kho, & Bhatia, 2004; Vandenberghe, Ben-
tein, & Stinglhamber, 2004; Verquer, Behr, & Wagner, 2003). Various meta-analy-
ses have identified positive relationships between affective commitment and various
work attitudes. Thus, employees with a high affective commitment are less likely
seek other jobs, as well as show higher levels of attendance and organisational citi-
zenship behaviour, and thereby higher work performance (Mathieu & Zajac, 1990;
Tett & Meyer, 1993; Meyer, Stanley, Herscovitch, & Topolnytsky, 2002, Riketta,
2002; Cooper-Hakim & Viswesvaran, 2005; Stanley & Meyer, 2016). Affective
commitment, which has the strongest binding effect of the three commitment di-
mensions, involves an individual’s emotional attachment to and identification with
the organisation (Allen & Meyer, 1990; Cooper-Hakim & Viswesvaran, 2005;
Meyer et al., 2002; Meyer et al., 2006; van Dick, 2004).

Furthermore, there seems to be a clear, positive relationship between affective com-
mitment and value congruence (Boxx et al., 1991; Finegan, 2000; Meglino, Ravlin,
& Adkins, 1989; Rosete, 2006). Meyer et al. (2012) found in their meta-analysis
that affective commitment positively correlates with a collectivist value orientation
and negatively with an individualistic value orientation. This leads to the following
hypothesis:

H3:  There is a positive relationship between employees’ (perceived/ objective) value
congruence and their affective commitment.

Methods

Sampling and Data Collection

The sampled family firms were selected based on ownership, size, industry sector
and region. First, the study focused on firms where the owner was a family member
and active in the business (Klein et al., 2005). Second, the study focused on small-
and medium-sized firms (SMEs) with fewer than 250 employees, as such firms rep-
resent the bulk of owner-managed family firms (Stiftung Familienunternehmen,
2014). Second, the study emphasized the logistics and manufacturing sector, as ap-
proximately 90 % of manager-owned family firms occupy this domain (Stiftung
Familienunternehmen, 2014). Third, regarding the region, the study concentrated
on family firms in northern Germany to avoid confounding the results with a too-
large regional scope.
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In all of the sampled companies, the family held more than 50 % of the shares and
the number of employees was comparable (ranging between 20 and 250). Com-
panies that met these criteria were approached via mailings and telephone calls. Ul-
timately, 15 family-run SMEs from the logistics or manufacturing industry took
part in the survey. Nine companies provided complete responses and six firms only
provided partial responses. The Results section (Table 2) presents an overview of the
relevant variables and their statistical characteristics. The integrated data were used
for regression analysis.

The data collection occurred between December 2017 and March 2018. Partici-
pants completed the questionnaire via an online survey. In contrast to a majority of
studies on family firms, which follow a key informant approach (Kellermanns, Ed-
dleston, Barnett, & Pearson, 2008; Pearson et al., 2014), this paper chose a multi-
informant approach and collected data from at least three employees in each firm.

In the first step, the management of participating firms answered the F-PEC ques-
tionnaire (Klein et al., 2005) to categorize their family business. Twenty-five firms
completed the F-PEC questionnaire, although a majority did not return for the rest
of the survey. Thus, 25 firms provided data on the family influence on a business
(Table 1), but only 15 firms took part in the whole survey that included employees’
ratings. For the ensuing survey, the firm’s management shared an online participa-
tion link shared with all employees. Thus, potential employees came from different
hierarchical levels and functions in the family firms. Variance analysis did not show
significant relationships between position or function and the study variables.

Measures

The general questionnaire included the following sections: individual values, organ-
isational values, perceived value congruence, transformational leadership, steward-
ship of management, affective commitment and demographic variables. All vari-
ables were measured on a 5-point Likert scale. Tables 3 provides case numbers,
mean values, standard deviations and bivariate correlations between relevant vari-

ables.

Family Influence

This paper defined family influence with two criteria: first, family members having
a position in the firm and, second, the generation of the family business. These two
criteria are of specific importance for the research question since family members
determine the firm’s value orientations, and those values are passed through and an-
chored from generation to generation (Eddleston, 2008; Schein, 2010; Sharma,
2004; Zwack, Kraiczny, von Schlippe, & Hack, 2016). Recent family business re-
search indicates that generational transfer highly determines the amount of family
influence (Daspit, Holt, Chrisman, & Long, 2016). These two criteria formed the
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basis of a family influence variable that was used to operationalize the construct

(Table 1).

Value Congruence

The value congruence literature offers two strands of operationalization: direct (ob-
jective value congruence) or indirect (perceived value congruence) measurement
(Kristof, 1996). The former measures the degree of difference between a variable
describing the individual and a variable describing the organisation (Cable &
DeRue, 2002; Judge & Cable, 1997). The latter includes a self-description of the
individual and the organisation and then measures the perceived congruence (Cable
& DeRue, 2002; Edwards & Billsberry, 2010).

This paper utilized both approaches. First, perceived value congruence was mea-
sured with a validated three-item scale (with a Cronbach’s alpha of 0.92; Cable &
DeRue, 2002). Second, objective value congruence was computed as a PO-fit index
per participant by calculating the difference between each participant’s ratings of in-
dividual and organisational values. The study is not concerned with whether the
value is positive or negative, but rather the absolute difference between values. For
both indices, the absolute differences for all participants were computed and
summed together, and then interpreted as follows: the higher the differences, the
higher the index and the lower the value congruence. To make interpretation easier,
the index reversed the polarity of objective value congruence. The higher the fit be-
tween individual and organisational values, the higher the objective POF value.

The objective value congruence was based on previous work (Poeschke, 2019) that
exposed 16 values for measuring value orientations in family firms. These values
are:

Being socially responsible
Tolerance

Loyalty

Honesty

Being competitive

Being highly organised
Performance orientation
Results orientation

Rules orientation

Being analytical
Attention to detail

Focus on quality

Risk taking

Not being constraint by many rules
Autonomy

Informality

Figure 2. Measured value items
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Affective Commitment

Affective commitment was operationalized with six items from Felfe and Franke
(2012). The items are: 1) I would be very glad ro be able to spend my future working
life in this company; 2) I do not feel emotionally attached to this company; 3) I am
proud ro be part of this company; 4) I feel a strong sense of belonging to my company; 5)
1 think that my values fit with those of the company. Cronbach’s alpha for this con-
struct was 0.81.

Stewardship of Management

Stewardship of management was measured with Davis’ Stewardship scale, which de-
viates from other stewardship measures by focusing on an employee’s perspective
rather than the view of top management (Davis et al., 2010; Zahra et al., 2008).
The items are: 1) My organisations leaders have initiatives that serve the companys in-
terests more than their own; 2) I believe thar my organisations leaders have initiatives
that are credible and attractive; 3) The leaders of my organisation take a long-term more
than a short-term approach to business. Cronbach’s alpha in this study was 0.67.

Transformational Leadership

To measure transformational leadership, the study used three subscales from the
transformational leadership inventory based on Podsakoff et al. (1990). These are
“Identifying and articulating a vision” (5 items), “Providing an appropriate model” (3
items) and “Fostering group goals” (4 items). These subscales represent the core of
transformational leadership (Heinitz & Rowold, 2007) and were thus used to build
an appropriate scale. Cronbach’s alpha for this construct was 0.922.

Density of Interaction With Supervisor/Management

The following items were used to measure employees’ interactions with their super-
visor: What percentage of your working time do you have personal contact with your
direct supervisor? What percentage of your working time do you have personal contact
with your management? Both questions asked for an answer in years.

Tenure With Supervisor/ Firm

Tenure with the supervisor/company was measured with two single items: How long
have you been employed at this company? How long have you been working with your
supervisor? Again, respondents indicated the number of years for both questions.

Data Analysis

The central aim of this paper is to build measures for both family influence and val-
ue congruence. To build classes of family influence, a short questionnaire was sent
to the management of 25 firms to measure hard facts about them. Based on re-
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sponses related to “active family members in the firm” and “generation of the firm”
in the F-PEC questionnaire, a family index was computed for the 25 firms (Table
1). Based on the family index, three categories of family influence (weak, moderate,
strong family influence) were built (Table 1), whereby this construct was treated as
a categorical variable. Subsequently, all 15 family firms that participated in the sec-
ond, more comprehensive survey were assigned to these three classes (see variable
family influence (categorial), Table 1).

To illustrate differences in value preferences between firms with weak, moderate or
strong family influence, an explorative analysis of data was done (Table 2). Due to
the small case numbers for potential moderating variables, multivariate analysis
could not be seriously applied for all research questions. In cases with an insuffi-
cient number of participants, the data analysis focused on bivariate analysis. For all
variables, the striking correlations were considered (Table 4).

Several methodological approaches were used to analyse the effects of family influ-
ence on value congruence and affective commitment. First, a t-test for independent
samples was applied to investigate whether there is a statistically significant differ-
ence between the means exhibited by family firms with weak versus strong family
influence. To examine these mean differences, the variable family influence was re-
coded into a two-class variable (weak/ strong). To interpret the t-test results appro-
priately, the Levene test for variance homogeneity was conducted. Finally, regression
analysis was used to calculate the relationship between family influence, value con-
gruence and affective commitment.

Results

Table 1. Categorization of Family Influence (15 Firms Took Part in the Extensive Survey and
Built the Basis for Further Analysis; Those 15 Firms Were Assigned to a Family Influence Cate-

gory.)

Firm | Employees | Founding Active Genera- Family Family Number
family tion Index Influence of partici-
members (Categorial) pating
employees

1 40 1983 2 2 2

2 80 1970 2 2 2 2 5

3 120 1986 1 1 1 1 9

4 100 1946 3 2 2,5

5 150 1974 4 2 3

6 70 1834 2 4 3

7 34 1983 1 1 1

8 75 1971 3 2 2,5 3 6

9 250 1876 1 1 1

10 200 1922 1 3 2
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Firm | Employees | Founding Active Genera- Family Family Number
family tion Index Influence of partici-
members (Categorial) pating
employees
n 150 1823 2 6 4
12 50 1859 2 6 3 n
13 200 1962 1 2 15
14 100 2008 1 1 1
15 20 2002 1 1 1 1 15
16 50 1994 2 2 2 2
17 106 1990 3 1 2 2
18 15 1995 2 1 15 1 6
19 240 1986 2 2 2 2 10
20 230 1925 1 2 15 1
21 145 1955 2 2 2 2
22 65 1614 1 14 75 3
23 20 1991 1 1 1 1 9
24 120 1905 2 4 3 3 18
25 210 1864 1 3 3 7
Mean 1,76 2,8 2,28

Table 2. Mean Values Represent Perception of Value Orientation in Firms Based on Employ-

ees’ Ratings

Relation Performance Autonomy Accuracy
Strong Family Influence
(N (employee level) = 46) 39 36 3 35
Moderate Family Influence
(N (employee level) =30) 34 34 29 33
Weak Family Influence
(N (employee level) = 47) 32 3 29 3
Table 3. Descriptive Statistics of 15 firms
N Minimum | Maximum Mean Standard
deviation
Family Influence 123 1.00 3.00 1.992 0.873
Perceived Value Congruence 107 1.00 5.00 3.446 0.782
Objective Value Congruence na -28.00 0.00 -9.645 5.310
Affective Commitment 90 175 5.00 3.697 0.945
Stewardship 55 2.00 5.00 4.067 0.710
Transformational Leadership 62 2.00 5.00 3.435 0.705
Tenure employer (in years) 85 0.0 30.0 6.053 6.039
Tenure supervisor (in years) 69 0.0 30.0 6.652 6.1628
Interaction supervisor (in %) 69 1 96 24,10 29.835
Interaction management (in %) 4 1 20 4,78 3.870
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Focusing on the relations between family influence on business and value congru-
ence, the results are as follows: After analysing the descriptive statistics (Table 3), t-
tests were computed with all variables (Table 5). The results underscore the notion
that family firms with strong family influence have higher mean values for almost
all variables than family firms with weak family influence (Tables 5 and 6). The dif-
ferences in the means were significant for the following variables: perceived value
congruence (p = 0.002), affective commitment (0.015), and stewardship (0.001).
These findings support hypothesis 1, which stated that there are higher levels of
employees’ value congruence in firms with a strong influence of family. However,
the supposed relation was only confirmed for perceived value congruence and not
for objective value congruence.

Table 5. Group Statistics for T-Test (Column Group: 1 = Weak Family Influence; 2 = Strong
Family Influence); Variables That Were Excluded Due to Unequal Group Sizes Are Presented
in Italics

Group N Mean Standard
deviation

Perceived Value Congruence 1 43 3.295 0.735

2 35 3.810 0.697
Affective Commitment 1 26 3.637 0.824

2 35 4.174 0.835
Objective Value Congruence 1 46 10.009 5.667

2 38 8.584 5.514
Tenure supervisor 1 22 5.295 4137

2 18 8.889 9.259
Interaction supervisor 1 22 18.360 24.620

2 18 30.670 36.746
Interaction management 1 17 6.350 5373

2 4 4.000 0.816
Tenure employer 1 38 6.053 5.259

2 18 7306 9.030
Stewardship 1 17 3.608 0.784

2 22 4333 0.483
Transformational Leadership 1 22 3.559 0.743

2 30 3.499 0.738
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Table 6. T-Test Statistics for Examining Mean Differences for Employees From Firms With
Weak Family Influence and Strong Family Influence (Significant Mean Differences Are
Marked With *)

Variance homogeneity T-test
F Significance T df Significance

(p) (p)
Perceived Value 0.495 0.484 -3.149 76 0.002*
Congruence
Affective Value 0.070 0.793 -2.500 59 0.015*
Congruence
Objective Value 0.331 0.567 1161 82 0.249
Congruence
Tenure supervisor 19.975 0.000 -1.527 22,520 0.141
Interaction 8.643 0.006 -1.215 28,652 0.234
supervisor
Interaction 4.321 0.051 0.857 19 0.402
management
Tenure employer 1716 0.196 0.664 54 0.510
Stewardship 3.385 0.074 -3.562 37 0.001*

Considering the relations between value congruence and affective commitment, the
correlation analysis indicated a positive and significant correlation between per-
ceived value congruence and affective commitment (0.614**), thus supporting hy-
pothesis 3. However, the correlation between objective value congruence and affec-
tive commitment was not significant (0.143).

The correlation analysis of potential influencing factors showed the following re-
sults: There were significant correlations between perceived value congruence and
transformational leadership (0.431**) and stewardship of management (0.522**).
These results support hypotheses 2a and 2b. Objective value congruence only
showed one moderate correlation with tenure at the employer (0.260*). Thereby,
supporting hypothesis 2f. The analysis showed no correlations between the other
potential influencing factors of value congruence: interaction with management
(hypothesis 2d), interaction with supervisor (hypothesis 2e), and tenure with super-
visor (hypothesis 2¢). Interestingly, most of these potential influencing factors have
moderate correlations with affective commitment. Due to the small number of cas-
es for potential moderating variables, it was not possible to conduct multivariate
analysis at the firm level (Podsakoff, MacKenzie, & Podsakoff, 2012; VanVoorhis &
Morgan, 2007).

However, a linear regression was conducted to predict employees™ affective commit-
ment based on value congruence. For these variables, employees’ level — providing
more number of cases. The results showed a significant relationship between per-
ceived (§ = 0.614***) and affective commitment, but not between objective value
congruence and affective commitment (§ = 0.143 (Table 7). In other words, if em-
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ployees’ perceived value congruence increases, so do their affective commitment.
Therefore, the regression analysis also supports hypothesis 3.

Table 7. Regression Analysis Hypothesis 3: Standardized Beta Weights and Change in R* Are
Shown

Affective Commitment
R R? p
Perceived Value Congruence 0.614*** 0.377 0.000
Objective Value Congruence 0.143 0.020 0178

*p <.05,** p<.01,** p <.001

Finally, those variables that had a strong relation with value congruence in correla-
tion analysis were considered for further analysis: namely, transformational leader-
ship and stewardship were admitted to a hierarchical regression analysis with per-
ceived value congruence as the dependent variable. Both variables were examined as
a predictor for perceived value congruence. The findings from hierarchical regres-
sion showed that stewardship has a stronger effect on perceived value congruence
than transformational leadership. Transformational leadership was not confirmed as
a significant influencing factor for perceived value congruence (Table 8).

Table 8. Regression Analysis: Model Summary and Coefficients Are Shown

Model summary
R R? Adjusted R? Standard Error p Durbin-
Watson
0.543 0.295 0.267 0.583 1.43
Coefficients
Standard-
Non standardized ized
coefficients coefficients
toler-
Model R Std.-error R T p ace VIF
(Constant) 1.026 .592 1732 .089
Stewardship 454 109 499 4180 .000 989 1.0m
Transforma- 178 a27 167 1.400 168 989 1.0m
tional Lead-
ership
Dependent variable: Perceived Value Congruence

* p <.05, ™ p <.01,*** p <.001

Discussion

This study produced the following key results: First, firms with strong family influ-
ence on the business show significantly higher values in perceived value congruence,
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stewardship of management and affective commitment (hypothesis 1). Second, only
transformational leadership and stewardship of management showed significant
correlations with perceived value congruence (hypothesis 2a/ 2b). The results from
the following hierarchical regression confirmed only stewardship as a significant ex-
planatory factor for perceived value congruence. Third, the analysis underlined a
significant and positive correlation between perceived value congruence and affec-
tive commitment (hypothesis 3). No significant results were found for objective val-
ue congruence in any analytical step, neither as a differentiating feature of firms
with a strong family influence nor as an influencing factor for affective commit-
ment. One explanation might be that objective value congruence as an actual mea-
sure does not provide sufficient findings when referring to the firm level. We know
from organisational culture research that values differ between organisational sub-
cultures due to their function (e.g., Sackmann, 2011; Schein, 1995). Thus, one em-
ployee might have a strong actual fit with the values of his/ her department, but no
fit with the overall firm’s values. This is in line with Edwards and Billsberry’s (2010)
finding that fit perceptions differ between different organisational levels, as well as
strongly accords with Hauswald et al.’s (2016) finding that individuals with a col-
lectivistic value are attracted to family firms because of a perceived overlap in value
orientation, which is then projected on to the firm’s management. In this view, a
family firm’s management might be regarded as a magnet of attraction.

Notably, the correlation analysis also demonstrated significant, positive relations be-
tween the stewardship of management and affective commitment. Thus, these re-
sults support previous findings that stewardship behaviour fosters family firms’ per-
formance (Eddleston & Kellermanns, 2007; LeBretton Miller, & Miller, 2015;
Miller & LeBretton Miller, 2006; Minichilli, Brogi, & Calabro, 2016). Interesting-
ly, positive relationships were not found between objective value congruence and af-
fective commitment. Moreover, the results showed that tenure with the employer
and interaction frequency both had significant positive correlations with manage-
ment and affective commitment. These findings support results from Kooij and
Boon (2018), who demonstrated that tenure and integration in the firm foster per-
ceived value congruence and employees affective commitment. These employees
with a high tenure possibly developed more a collectivistic than individualistic value
orientation.

Bivariate analysis also highlighted a positive relationship between transformational
leadership and stewardship of management with perceived value congruence (hy-
potheses 2a/ 2b). These results underline the importance of management character-
istics and accord with findings from Laijoe (2017) that emphasized value congru-
ence as a substitute for transformational leadership styles. Thus, future research
should investigate the potential moderating effects of interaction with management
and tenure with the firm. Possible questions to be addressed regarding value con-
gruence in family firms include: To what extent does tenure within the company
moderate the relation between the family’s influence on business and employees
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value congruence? To what extent does the interaction frequency with management
moderate the relation between employees’ value congruence and commitment?

Although the regression results supported the assumed relation between affective
commitment and both perceived value congruence and transformational leadership,
the correlation analysis and t-test found no differences in transformational leader-
ship between firms with weak and strong family influence. From a leadership re-
search perspective, this result supports the commonly-known cause-effect relation
between transformational leadership and value congruence with affective commit-
ment but does not hint at differences in transformational leadership in relation to
family influence. Thus, it is not necessarily the case that the leadership style might
differ in family firms, but rather that other factors have an impact (e.g., stewardship
of management). Thus, future research might examine leadership styles in family
firms in greater detail (Rau et al., 2018).

Thus, family influence fosters employees’ perceived value congruence and thereby
strengthens family firms’ identity. The findings highlighted the stewardship of man-
agement as a specific influencing factor. This finding underscores previous work
stating that values — as a central cultural element — represent a success factor for
family firms (Vallejo-Martos, 2011; Vallejo-Martos & Puentas-Poyatos, 2014).
More broadly, these results support the work of Hauswald et al. (2016), who found
that more conservative individuals feel attracted to family firms. Interestingly, it is
only employees’ perceived (but not objective) value congruence that is higher in
firms with a strong family influence. Moreover, regression analysis showed that only
perceived value congruence can predict employees’ affective commitment (hypothe-
sis 3). This is in line with a meta-analysis in commitment research confirming a
positive (negative) relation between affective commitment and a collectivistic (indi-
vidualistic) value orientation (Meyer, Stanley, Jackson, Mclnnis, Maltin, & Shep-
pard, 2012). By extension, employees with a strong sense of value orientation seem
to be attracted to firms with a strong family influence. Thus, it is not their align-
ment with firms’ values that bind them, but rather their assumption of an align-
ment. Finally, the positive effect of value congruence in family firms seems to be a
self-fulfilling prophecy. This positive attribution might be a result of persuasive
family firm communication (Krappe, Goutas, & von Schlippe, 2011). This positive
attribution mechanism also seems to work for management, as stewardship of man-
agement has a stronger effect than transformational leadership. A possible explana-
tion is that the evaluation of management behaviour is a more subjective perception
than the evaluation of one’s leaders due to the former’s greater distance.

Put simply, these results suggest that family influence might be more context-de-
pendent, and that future research needs to consider both the firm environment and
the individuals themselves to identify the variables that influence performance (Kos-
midou & Ahuja, 2019). On a related point, scholars should measure family firms’
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performance from a broader perspective by integrating further criteria, such as em-
ployees’ turnover intention and job satisfaction.

Furthermore, this work contributes to research on stewardship by considering em-
ployees’ ratings of the construct. Based on these indications, it would be interesting
to more deeply analyse how stewardship of management affects employees’ value
congruence in family firms, which could offer a broader understanding of effective
mechanisms like “familiness”. Future research could also examine the characteristics
and leadership styles of individual executives and their impact on employees’ value
congruence. Additionally, an interesting research topic would be to analyse different
employee groups in a larger sample.

In sum, the results substantiate a recent call for analysing the conditional factors
that influence family firms™ performance (Dyer, 2018). The study underscores the
notion that management characteristics can provide important conditional factors
when evaluating performance.

Limitations

This paper features some limitations due to the small number of cases and a com-
paratively large number of missing values. Due to these deficiencies, multivariate
analysis was rarely possible and the complex relations between variables could not
be investigated. Due to the small number of cases in this study, an analysis based on
different value types was not reasonable. Future research should concentrate on a
value type-specific analysis of what influences performance criteria. Such a detailed
analysis would strongly contribute to analysing heterogeneity in family firms (Rau
et al., 2019). Moreover, the data collection could be marred by single-source bias, as
the dependent and independent variables were collected from the same respondents
(Podsakoff & Organ, 1986). To avoid common rater bias, future research should
collect predictor and outcome variable at different times (Podsakoff et al., 2012).
Nonetheless, this study has presented fruitful conceptual considerations and exam-
ined several factors that influence the perceived value congruence of family firms.
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