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Abstract 

The purpose of this research report was to establish what the key contributing factors are 

towards the long-term sustainability of family owned agribusiness in South Africa. The 

reason this study was conducted in the agribusiness sector is that 90% of agricultural 

enterprises in South Africa are reportedly family-owned. Succession was chosen as a key 

construct, considering the fact that the ability of enterprises to have long-term sustainability 

is influenced by whether or not they have a plan for succession.  

A case study method of analysis was used to collect data, which involved interviewing four 

commercial farming families in the Eastern Free State. It was established from the interviews 

that each family had unique drivers that enabled or inhibited the succession process. A 

comparative analysis was conducted to analyse the key factors responsible for a smooth 

transition and what the barriers were.  

The research study was also intended to assess how succession planning within South 

African family-owned agribusinesses was unique. The political context in the country had a 

major influence on how these farming families would plan for their sustainability going 

forward. The papers thus examined how these reasons affected black and white commercial 

farmers differently.  

The literature that was reviewed was based on the nature of family business succession 

planning as well as the agriculture sector in both a global and South African context. The 

theory base used was that of the Conceptual Model of Satisfaction with the Succession 

Process Sharma et.al. (2003) supported by other theoretical frameworks.  

The intent was to bring about knowledge that could contribute to the study of family 

businesses and to find key insights that may be useful to stakeholders in the agricultural 

sector be it from a firm, advisory, or policy formulating perspective.  

Keywords: Succession Planning, Family Business, Agribusinesses, Sustainability 
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Chapte1:                                                                           Introduction  

 

1.1 Structure of the research paper  

  In this chapter, the background on the investigation of how succession planning plays a 

role in maintaining the longevity of family-owned agribusinesses in South Africa will be 

introduced; together with an overview of the motive behind the whole research project. The 

following chapter will be an exploration of the literature that has been formulated around 

the topic, with the aim of building an argument of why there is a need for plausible 

succession planning strategies within the sector. Chapter three will build on chapter two, 

highlighting the propositions for the research. Chapter four will propose the methodology 

for gathering data that will test the research propositions or hypotheses. Chapters five and 

six will be an analysis of results, then discussing the linkages between the results and 

existing theory; followed by concluding remarks and recommendations in chapter seven. 

         

1.2 Background to the Research Topic  

Family businesses account for 70-80% of all businesses in the developed and developing 

world (Glauben et al., 2009). These types of enterprises are the key source of growth, 

employment and innovation within these economies. They account for 50% of these 

nations’ Gross National Profit and provide 60% of the total employment as well as 78% of 

all new jobs. Sharma (2010, pg 7) defines family businesses as: “A business governed 

and/or managed by a dominant coalition or controlled by members of the same family or a 

small number of families in a manner that is potentially sustainable across generations of 

the family or families.” 
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In South Africa, 65% of all business enterprises and 90% of all businesses in the 

agricultural sector are family owned (Venter, Boshoff & Maas, 2005). Family businesses 

are fast becoming a dominant form of business with most of the Small and Medium 

Enterprises (SMEs) globally and 35% of Fortune 500 companies being family-owned. In 

South Africa, family businesses as a form of ownership are in their growth phase. The 

majority of them are established through co-preneurship - a form of ownership whereby a 

husband and wife run a family business together and one of the parties assumes a 

leadership role, the other, a supporting role (Harris, Deacon & Morgan, 2010). 

The focus of the research will be on the agribusiness sector. In South Africa, the industry 

contributes to about 5% of the country’s GDP. It is acknowledged, that agriculture serves 

as a strong link between the improvement of the economy and the sustainability of rural 

livelihoods. Together, the various sectors of the industry employ about 700 000 people 

which constitutes to about 6% of the total South African workforce (Cronje, 2010). 

 

South Africa enjoys self sufficiency in virtually all major agricultural products, and is also a 

net food exporter, being one of the world’s six countries capable of exporting food on a 

regular basis. The country is well positioned to export agricultural goods to several wealthy 

countries in the Northern hemisphere, because the summer harvest season coincides with 

the winter in those countries. South Africa has a dual agricultural economy, meaning on 

the one hand, there is a well-developed commercial sector; on the other hand, the majority 

of people engaged in agriculture are involved in subsistence-oriented practices in rural 

areas (Vermeulen, Kirsten & Sartorius, 2006). 
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An extensive review of the existing research on family businesses revealed succession as 

the most critical issue that these types of firms face (Handler, 1994). Family businesses 

have a tendency to experience high failure rates, whereby less than 30% survive to the 

second generation and only 14% survive beyond the third generation (Venter, et al., 2005). 

These statistics place a bleak picture for the entrepreneurial environment, because the 

majority of the agri-businesses are formulated within the SME sector, which is a key sector 

for growth and employment in South Africa. Factors that relate to succession planning are 

the willingness of the successor to take over the owner/management role, and the 

relationship between the current owner/manager and successor.  

 

A total of 39% of South African family enterprises are expected to experience a 

generational transfer in the next five years, with 32% of them expected to pass the 

business to the next generation in the family. There seem to be generational gap problems 

in South African family business. The difference in values and the views of economic 

opportunities between generations often create barriers to the transition process (Maas, 

2010).  

 

Not having a plan for transitioning the power and authority from one generation to another 

can be detrimental to the business. As the owners of agribusinesses approach retirement 

age or poor health, businesses begin facing a critical situation that requires leadership and 

proper management.  

Other challenges facing South African agribusinesses are the issues of land ownership 

and the shortage of skilled farmers. The issue of the Land Redistribution for Agricultural 

Development Programme (LRAD), which is a policy that the Department of Land Affairs 

proposed to address the history racial land expropriation, is currently an intractable issue 
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in the country. It is not clear what percentage of land has been transferred so far, but the 

outcomes of the policy have led to a shortage of skilled white farmers who sell their farms 

and leave for neighbouring countries such as Zambia and Mozambique for attractive 

prospects that are set in place to improve the competiveness of those countries’ 

agricultural sectors. Many of the emerging black farmers who benefitted from this program 

have experienced challenges to run their farms and as a result, experienced failures.  

 

1.3 Formulation of the Research Problem  

The current trend in South Africa and Africa as whole is that family-owned agribusinesses 

tend to either be commercial or small-scale, where only a few of the young generation 

showing an interest in taking them over. The young children are more inclined to study in 

order to obtain jobs within the corporate environment and in industries that are not related 

to their family agribusinesses. Succession planning remains a challenge, especially among 

the rural black farming business community. Rural black-owned farms are usually run as 

cooperatives where each family member has a role to play. From a young age, children 

are allocated farming chores and do their share of the farm work. As these children 

become old enough to enter the job market, they tend to abandon future employment 

prospects on their family farms to look for jobs in urban areas. They leave the farms to be 

looked after by the elders, who operate them without a clear route for succession. The 

occurrence of this dynamic of urbanisation is evident in Sudan, where the repercussion of 

the able-bodied migrating to the cities has caused problems in terms of food shortages. 

Nel& Davis (1999) thought it would be of great interest to assess how many urban dwellers 

had farming experience and how many of them would want to return to the countryside. 
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There are cases, however, where successors within family businesses exert a level of 

interest and readiness to take over ownership of the family farm. Some successors have 

been found to show an inherent desire -from a young age, to take over the family 

business. They feel happy and proud to be part of the family business, find opportunities in 

the family business more challenging than anywhere else and see the monetary value of 

working in the business. Support in terms of mentoring and skills development from the 

older generation owner is important (Venter et al., 2005). The aim of this research was to 

reach an understanding of how some family businesses “get it right” and why and how 

others fail.  

 

1.4 Relevance of the research topic 

There is a need to study succession dynamics in agribusiness because the sector holds 

potential for growth and prosperity, particularly for rural communities. Government has 

rolled out a number of interventions to improve agribusinesses by providing capital for the 

necessary infrastructure. Not much attention is being paid to how intricate non-financial 

aspects such as succession planning can be harnessed. The current talks of 

nationalisation of land in South Africa have sparked mixed feelings as to whether the 

policy will support or undermine the sector.  

 

The aim was to get an understanding to what extent  do the current key sector policies 

have towards the long–term sustainability of farming businesses, with the objective of 

coming up with results that will be of benefit to businesses in different sectors in South 

Africa, as well as other parts of Africa that have the same challenge. 
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1.5 Research Scope  

The research project was  a qualitative case study of four agribusinesses that are owned 

and managed by a family. The data gathering method was composing a cross case 

analysis. A comparative analysis was made between each of the families’ strategies for 

succession planning and sustainability. The aim was to assess what the key drivers were 

for the families that were successful in their transition processes and what the barriers 

were for the families that were having challenges with planning for succession.  

Some literature was assessed to identify research gaps that exist around succession 

planning. First, there are still gaps to what constitutes to effective succession; second,, 

succession among different ethnic groups, the role that the financial community can play in 

facilitating the succession process and lastly the perspective of future successors in the 

business (Picard, 2004). The aim of doing a case method of analysis was to try and 

investigate as many of these research gaps within the context of agribusinesses.  

 

1.6  Research Objectives 

The primary objective was to assess the role that succession planning plans as a critical 

factor in ensuring the long-term sustainability of family agribusiness. This was done by 

testing hypotheses or propositions regarding effective succession. The second objective 

was to assess how succession in the South African context varies from one family 

agribusiness to another and to identify the driver of these differences.  
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Chapter 2                                                                 Literature Review  

 

2.1 Introduction 

In May 2010, SAAIR Today published a report stating that the number of people employed 

in the agricultural sector fell by 27% between 2001 and 2009. The decline was attributed to 

two factors; the first, that agriculture was becoming more specialised and employees now 

needed to be highly skilled in order to operate the technologically advanced machinery. 

Second, farms are now merging to achieve economies of scale, leading to staff attrition. 

The data also indicated that the sector did not contribute significantly to job creation in the 

country. Agriculture and mining employed only 7.7% of the workforce, and the majority of 

these workers are relatively unskilled. The report advocated putting more emphasis on 

enabling poor children to have access to better education so that they are better equipped 

to enter the finance and manufacturing sectors, where a high proportion of jobs were 

accounted for (Cronje, 2010). 

 

The statement by Cronje (2010) urging government to put more emphasis to ensure that 

poor children obtain the right to good education is relevant. But due to the nature of the 

problems currently challenging the public education system, it is a long-term solution with 

few results likely to materialise soon. The National Planning Commission is set to release 

their diagnostic overview document, which shows that the central solution to reducing 

poverty and unemployment is to grow low skilled employment, especially for the youth 

(Lund, 2011). Since farming in South Africa is still very labour intensive, the sector 
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presents an opportunity for youth who come from a farming background to engage in the 

sector for employment purposes.  

The stigmas farming tends to have attached to it in South Africa may stem from the 

context of the cultural background that an individual comes from. More importantly, they 

affect whether the person may see a future career orientation within the field of agriculture. 

The aim of this study was to investigate how these stigmas may affect the outlook of the 

young generation within farming families, assess whether they have an impact on 

succession and also look at whether implementing the right human capital interventions for 

these youth would change their overall perceptions. 
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2.3.1 Family Businesses  

Family businesses have formed the cornerstone of world economies for  decades. Some 

have evolved from being small corner shops to large multinational companies, like Wal-

Mart and Ford Motors that have contributed significantly to growth and employment within 

their respective industries. They have been able to outperform non-family businesses 

because of their agility in decision making and strong shared values among owners and 

managers, often rooted in loyalty to the founder’s vision and tradition (Allio, 2004).  

The developed world has long recognised the important role of family businesses in their 

economic performance. Institutions like Britain’s Institute for Family Businesses and the 

Mittelstandsforsching in Germany have been established to nurture family-owned 

businesses and bear testimony to this (Dynes, 2010). Private Equity groups have also 

favoured family-owned businesses when looking to invest in Africa. This is because they 

are perceived to be well run enterprises that have a low level of financial leverage and 

generally have a higher rate of return than non-family businesses (Dynes, 2010). 

It seems however, that due to globalisation, family owned businesses no longer feature 

significantly in the ranks of top 100 companies. Markets in Latin America have opened up 

to competition from multinationals, allowing for cross-border integration of economies and 

industries. Family businesses in Latin America are at risk as takeovers targets because 

they cannot in any way match the strong managerial skill, easy access to capital and 

economies of scales that these multinationals possess (Andrade, Barra & Elstrodt, 2001). 

Figure 2 illustrates the performance of top 100 companies in Latin America, family-owned 

and multinationals, by indicating the changes in sales volume as markets became 

deregulated. Within the agricultural environment globally, farmland has been integrated to 

form part of the value chain for multinationals. This means ownership belongs to 

companies and the families remain to work on the farm in a management capacity. This 
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trend is not as acute in South Africa as it in America, but there is a widely held belief that 

farming in the country will become more commercialised to address the issue of food 

security in the future  and family-owned enterprises will be forced to operate in a manner 

that fulfil the outside shareholders’ value as a result. 

 

Figure 2:  Impact of globalization on the percentage of sales in Latin America 

(Andrade, Barra & Elstrodt, 2001)    

 

  

Apart from the harsh macro-environmental factors that pose as threats to the survival of 

family businesses, they still possess inherent strengths that enable them to run 

successfully. Allio (2004) contends that family businesses are able to achieve success 

because they often have the focus within core businesses and markets, which enables 

them to develop strong local brands and customer loyalty. They are also able to make 

decisions rapidly, to respond to crises and often have quick access to financial resources 
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because they have less debt. Strong value systems and a sound commitment to building 

strong legacies of the family business add value of a special kind. 

 

The involvement, management and governance of family members within family 

businesses is very dynamic and varies widely. There are three qualifying characteristics 

which define the nature of ownership within a family business. First, the firm is either 

family-owned or family-managed. It can be family owned but not managed by the family in 

some cases. Third, the firm can be managed but not necessarily owned by the family 

(Chrisman et al. 1998). The existence of a successor is a key component of a family 

business according to Churchill and Hatten (1987). The authors imply that family-operated 

and owned businesses, where the next generation is being educated to take up a 

profession or position outside the family business, do not qualify as family businesses. We 

will, however, consider these as family businesses for the purpose of this study. 

 

Family business studies are fast gaining acceptance as a legitimate field of study within 

higher learning institutions. It is estimated that around 200 family business educational 

programs are available at universities worldwide. This indicates that the field may have an 

appeal to young scholars who are interested in gaining specialised knowledge on the 

subject in it in the future (Poutziouris, Smyrinios& Klein, 2006). South African institutions 

like the Nelson Mandela Metropolitan University established the Family Business Unit as 

well as the Family Business Association of South Africa (FABASA) to nurture research and 

developments within the field in a South African context (Dynes, 2010). 
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2.4. Agribusinesses  

Dash and Sekar (2008, p48) define agribusinesses as: “All businesses involved in food 

production, including machinery, wholesale and distribution, farming, processing, 

marketing, retail and sales. It includes the businesses that take part in modern food 

production.”  

The purpose of this section is to give an overview of the sector from a global perspective, 

assess its history and developments in South Africa and develop a view on how younger 

generations within family owned agribusinesses can make a significant contribution from a 

technology and innovation perspective 

2.4.1 The nature of the industry globally and locally  

Communities require more food; production has to follow growth, all while the world 

population continues to grow exponentially. Demand for agricultural produce that is safe 

and of high standard will continue to rise with the ever increasing international need for 

food security (Cotula & Vermuelen, 2009). 

In Europe, agribusinesses have evolved from being small-scale family businesses to large 

corporations, whose efficiencies and ability to develop sound value chains and vertical 

integration have been the benchmark for other economies (Dash &Sekar, 2008). Brazil 

has also been able to achieve high productivity and efficiency in the agricultural sector, 

supplying a robust sector that exports at more competitive rates than many other countries 

globally. In Africa, the level of growth and contribution of the agricultural sector tends to 

vary. Countries like Côte d’Ivoire and Zimbabwe have strong dependency on the 

agricultural sector. 

The table below shows the performance of African regions in terms of their production of 

crops, livestock, cereal and food production. The Southern African region reflecting the 
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performance of the SACU Members chiefly reflects South Africa’s growth - as the 

dominant player in the region. South Africa has in the past two decades experienced poor 

agricultural growth. The decline in growth could be attributed to the relative maturity of the 

industry. There has been an increase in total factor production due to changed farming 

methods.  

 

Table 1: Growth In agricultural production from 1961 -2007 (Sandrey & Vink: 40)  

 

 The most radical transformation from an agricultural policy perspective in South Africa 

took place after the 1994 elections with the implementation of the Marketing of Agricultural 

Products Act of 1996, which led to the deregulation of the South African agricultural sector. 

Agricultural cooperatives were the primary driver of the sector nationally during the pre-

1994 regime. They served as lobbyists primarily for Afrikaner farmers, holding great 

monopoly power in various parts of the industry advocating for large subsidies for the 

production various foodstuffs, as well as having key access to finance from the Land Bank 

(Phillip, 2003).The liberalisation of the sector allowed some farmers opportunities to 

become more globally competitive by focusing on export orientated farming (Sautier, 
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Vermeulen, Fok, Bienaber, 2006). Deregulation and liberalisation process did also present 

some negative aspects, where some farmers had limited capacity to adjust to policy and 

market changes, like termination of agricultural subsidies by the new government. Greater 

exposure to international competition led to the infiltration of cheap imports in terms of the 

poultry and fresh produce market, and many farmers left the industry (NDA, 2001). 

 

2.4.2 The nature of a dual economy and where it spurns from in history   

South Africa’s agricultural sector is regarded as having a dual economy because it 

comprises of the commercial sector as well as a small-scale informal sector. The 

commercial sector is made up of 46 000 commercial farmers who are mostly white and 

make use of 86% of agricultural land to produce 95% of the produce on the market (Vink 

and Kirsten, 2000). The small-scale farming sector of emerging farmers is much larger, 

made up of black farmers who mostly reside in the former homelands. About 3 million 

small-scale farmers make up this class. These farmers occupy the remaining 14% of the 

agricultural land and are involved primarily in subsistence farming. They have very little 

employment opportunities in commercial agriculture because they are relatively unskilled 

and earn low wages. Their jobs are also of a seasonal and temporary nature. 

2.4.3 Contract Farming  

Contract farming has been one of the major developments within the sector that has 

enabled small scale farmers to be integrated in the agribusiness supply chain. The 

contract farming system enables these emergent farmers to overcome the constraints of 

not being able to meet the private quality standards of food processors, large retailers, 

wholesale buyers and exporters, as well as the challenges of receiving limited support 

services from government (Weatherspoon, Cacho & Christy, 2001). Contract farming 
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initiatives between the farmers and other agribusiness within the value chain normally take 

form within four types of contractual agreements, (Vermeulen et al., 2006): 

Outgrower schemes: involve long term agreements with commitments to procure for 3-10 

years from the same producer, given product specification, volume and packaging when 

relevant. 

Long-term spot purchasing arrangements: are agreements between a processor and 

producer to order a specific volume of a commodity on a daily basis.  

Marketing contracts: this type of contractual relationship is common between fresh fruit 

and vegetable producers and processors. The processors specify the quality, price and 

time in which they wish to procure from the producers. The suppliers only make decisions 

related to production.  

Seasonal (3-4/6 months) to one-year production contract: the procurer specifies the price, 

quality, volume as well as the date of delivery.  

The survey by Vermeulen et al., (2006), revealed that only 3.6% of fruit and vegetable 

production is supplied by 455 black contract farmers - 74% is supplied by 4,723 

commercial farmers. Black famers often lack the capacity to be selected for contract 

farming due to the sophisticated nature of the contracts. The poultry and egg industry 

possess even higher barriers to entry for these small-holdings farmers, but some large 

corporations have luckily shown interest in expanding the involvement of smallholders 

within their value chains.  

Bridging the division and gap of market access between commercial farmers and 

emerging farmers has been government’s key priority. Its main aim has been to identify 

programs that will encourage new entrants and empower those that were previously 

marginalised to participate in the commercial sector.  
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2.4.4 Sector Plan Strategy developments in South Africa 

In 2001, former Minister of Agriculture Thoko Didiza presented the strategic agriculture 

sector plan that was formulated by government with Agri-SA and the National African 

Farmers Union (NAFU). The overall objective of the sector plan was to create a vision of 

sustained profitable participation in the South African agricultural economy by all 

stakeholders, recognizing the need to maintain as well as increase commercial production, 

build international competitiveness and to address the historical legacies and biases that 

resulted in skewed access and representation (NDA, 2001). The strategic plan brought 

upon several economic empowerment initiatives regarded as pro-poor and were aimed at 

enabling black South Africans to become successful in commercial farming and other 

aspects of agribusinesses. These programs were, namely:  

Comprehensive Agricultural Support Programme (CASP)  

The aim of the programme is to provide post-settlement support to the beneficiaries of the 

land reform process, namely, subsistence food producers, farmers and agro processors. 

Prerequisites for beneficiaries include that they should have ownership and be involved in 

the community, hailing from previously disadvantaged groups with the aim of enhancing 

household and food security.  

Land Care Programme 

The program is designed to promote the responsible management of natural resources 

that are being depleted through partnerships between communities, the private sector and 

government. This would be done through implementing integrated approaches to natural 

resource management which are sustainable, efficient and consistent with the ecologically 

sustainable development principles. 
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Household Food Production, Food Security and Starter Packs  

This initiative is aimed at providing relief to beneficiaries in rural and urban areas that are 

severely affected by food shortages and the price increase of basic food items by 

providing agricultural input and technology for self production. The objective is to 

encourage household food production by means of improving crop intensification, 

diversification, promoting backyard mix farming and planting school gardens.  

Irrigation, Rehabilitation and Development Programme 

The Programme is aimed at revitalising small-scale irrigation schemes by providing 

resources to fix damaged irrigation schemes. The beneficiaries will be small-scale 

irrigation farmers who will be selected according to provincial programmes.  

Land Redistribution for Agricultural Development Programme (LRAD) 

The LRAD program was designed to provide grant incentives for black South African 

citizens to have access to land on which they can farm and earn a living. The land 

redistribution process was put in place to replace the Settlement/Land Acquisition Grant 

(SLAG), which was the initial policy proposed to give previously disadvantage individuals a 

grant to purchase land that they could use for subsistence and small scale farming. The 

policy was later amended to the LRAD to encourage emerging black entrepreneurial 

farmers to become commercial farmers by assisting them financially to purchase land from 

white farmers using a willing buyer and willing seller model. The objective was to transfer 

30% of land in South Africa into the hands of black farmers by 2015 (Olubode-Awosola, 

van Schalkwyk and Jooste, 2008). The land is acquired from existing farmers who wish to 

sell their farms and who also have interest to contribute to the redistribution process, 

through skills transfer programmes.  
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The overall aim of highlighting these initiatives was to emphasise that all of them provide 

the necessary financial and infrastructural support, but do not focus on non-financial 

issues such as management and the necessary interventions to ensure the sustainability 

of the businesses.  

Much research has been has been done on how effective the Land Redistribution program 

has been towards achieving the objective of poverty reduction among rural communities. It 

is believed that government did not give attention to the issue of human capital 

development, particularly in technical agricultural skills (Bradstock, 2005). The overall 

consensus is that the program cannot achieve its full objectives because the beneficiaries 

still lack the technical skills and information to access more profitable markets, and are 

thus unable to improve their living standards (Magingxa, Alemu& van Schalkwyk, 2009). 

 

2.4.5 The need for youth engagement within the sector 

 

The number of farmers in the generational cohort of baby–boomers able to adopt these 

forms of technology remains low. The opportunity lies with their successors who belong to 

generation X and Y, however. These generations are more techno-savvy than their elders. 

They are receptive to technological advances and view them as mechanisms for 

innovation. The developed world is formulating strategies to anticipate the challenges and 

opportunities that technology will bring to agriculture. It is imperative for agribusiness in 

South Africa to be aware of this. Having clear succession plans incorporating the next 

generation of farmers will be important as the world economy, including agricultural 

production, is rapidly being transformed into a knowledge and network economy. 

 

 
 
 



Research Project – Mosidi Modise                                                                                          
20 

 

What would be beneficial is if government could incorporate skills development as a 

priority that accompanies the above-mentioned interventions. They should focus on 

succession as an instrumental part of sustaining these businesses, looking at how the 

younger generation can have an educational orientation in the sector, which may improve 

the chances of them developing a level of interest in agribusiness. Famers experienced 

the challenge of their children not having the level of interest to engage in farming in 

Argentina. They invested in human capital, sending the children to agricultural university. 

This worked well for most of them, as the children came back ready to work within the 

family-owned farms (Gras, 2009).  

 

2.5 Succession planning 

The purpose of this section was to give an introductory overview on literature that has 

been formulated about the process of succession, so as to form a foundation for the 

theoretical framework that will be used to achieve the research objectives, being the 

conceptual model of succession.  

Business succession refers to the transfer of business ownership and management from 

one generation to another and is an issue prevalent among family-owned firms. It is a 

process that is most critical among entrepreneurial firms because when an entrepreneur 

decides to retire, it would mean transferring the business within the family - or selling the 

business (Malinen, 2005).  The process of implementing a succession plan is imperative to 

providing the family business with identity, stability and continuity (Harveston et al. 1997).  

 

For succession in the family firm to occur, there must be three components: a leader who 

hands over the leadership role who is often referred to as the incumbent or antecedent; a 

successor who takes over the role, and a mechanism by which the transition takes place. 
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It is also important to have agreement among other family members to continue the 

business (Handler, 1994).  

 

Planning for succession however, is often an issue that is left until later the business 

phase, but entrepreneurs have to think about succession five to ten years in advance in 

order to be well prepared (Demers, 2003). In 2005, a wealth survey was conducted in 

Phoenix in the U.S. It assessed 1,514 small business owners with a net worth exceeding 

$1-million. 63% of the respondents had no business succession plan. Another 50% did not 

have an exit strategy or continuation plan. Only 41% of those respondents planning to exit 

within ten years had a succession plan, while only 48% of those planning to exit within five 

years had a succession plan .There is a degree of sensitivity around the issue of 

succession by parent-owners, who often times have difficulty in facing the fundamental 

issues such as: when to disengage in the controlling of the business, how to divide the 

assets among competing siblings, and how choosing the right successor among family 

members (Hersch, 2005).  

 

The successor must have a strong desire to manage the family business, and find it 

exciting and rewarding to work in the firm (Venter et al., 2005). Family tradition also plays 

a role in influencing the younger generation to continue the legacies of the family business. 

Tradition can also prevent many family businesses from taking entrepreneurial risks as 

managers feel compelled to stick to what they know best, thus limiting the potential for 

company growth ( Malinen, 2005).  

 

• The agricultural sector has the tradition of passing on the family business from one 

generation to the next. According to Glauben, Petrik, Tietje & Weiss (2009) , 
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 farmers are nearly five times more likely to have followed in their father’s footsteps than 

other business owners. The longer the farm has been operated by the same family, the 

higher the probability of being transferred to the next generation.  

Education also plays an intricate role in influencing the succession process within family 

owned agribusinesses. Glauben et al. (2009) found that specialised education in 

agriculture does not have a statistically significant effect on the likelihood of succession to 

the younger generation. An education does however have an influence as it increases the 

options that the future successor may have to generate income away from the farm. Farms 

that are large and specialised tend to generate more farm income. This increases the 

likelihood of transition within the family, because the children view the farm as having the 

potential to generate an income in the future (Glauben et al. 2009). 

But these scenarios are no longer prevalent occurrences as farms become larger due to 

the general trend towards mergers in the industry; families are becoming smaller and are 

looking to nearby urban areas for better prospects (Demers, 2003). 

In countries like Japan, policies were implemented to counter the problem of successors 

leaving their farming family businesses to look for work in the cities when the country was 

going though an industrialization and urbanization era. The policy involved setting up the 

Family Management Agreement. This was a contractual agreement between father and 

successor that would ensure the successor would work on the family farming business 

until a certain age (Otomo, 2000).  

There are several barriers which exist with regard to the process of succession. The 

largest issue occurs when firms do not have a succession plan at all. A lack of adequate 

time to plan and execute a succession plan is a significant contributor to failed 

successions.  
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2.6 Theoretical Frameworks on succession 

There are numerous schools of thought that have been developed around the study of 

family business and succession as a key construct. Researchers in the field have 

acknowledged how broad literature is on the topic and also that every family business has 

its own unique occurrences to formulate a single model or theory is complex. For the 

purpose of this study, the conceptual model on determinants of satisfaction with the 

succession process in the family firm will be incorporated. The model was used to support 

the investigation on effective succession planning models that this research paper aims to 

fulfil.  

The model draws on various economic, behavioural and organisational theories pertaining 

to family business dynamics with succession as a key construct. It focuses on factors that 

influence initial satisfaction with the succession process. The reason why satisfaction is a 

key principle is because it serves as a gauge to whether the transition process has been a 

success. The theory puts forward that family members often give maintaining good 

relationships among each other a higher priority than profitability. Understanding the 

factors that influence satisfaction with the succession process, from the family members as 

stakeholders, is an important topic of study because a lack of satisfaction with the process 

may adversely influence family relationships. The significance of this model is that it brings 

a unified perspective on a relatively broad and fragmented topic (Sharma et al., 2003). 

 

Other viewpoints will also be assessed, like the sustainable family business theory which 

highlights the impact of capital contributions -human, social and financial capital- of family 

members for long and short-term success. The sustainable family business theory 

advocates that the sustainability of family firms depends on both firm success and family 
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functionality (Danes et al., 2009). The secondary theory to consider is Gary Becker’s study 

on Human Capital Development. This theory base is relevant to this research as the study 

advocates that new technological advances have little value to countries that have few 

skilled workers without knowledge to use them. He believes that synergies between new 

knowledge and human capital can have a positive impact in economic growth in the 

context of family firms. (Becker & Tomes, 1986). 

2.6.1 Conceptual model and determinants of satisfaction in the succession process 

The model suggests hypotheses that arise from existing literature on the topic and have 

not been tested together. It also addresses the concepts of incumbents and successors in 

order to increase the probability of a successful transition process. Lastly, the model 

highlights the interactive roles that predecessor and successor play, as well as the 

involvement of other stakeholders in the process (Sharma et al., 2003).  

In family firms, all family members are stakeholders in the succession process and they 

can, to varying extents, affect or be affected by leadership transition (Sharma et al., 2003). 

Figure three focuses on the perspectives of the incumbent and successor and also 

outlines hypotheses pertaining to the level of satisfaction, which will be discussed in more 

detail below. To explain the five factors of satisfaction and the hypotheses more clearly, 

other theoretical frameworks relating to the model will be used to substantiate it. The aim 

is to assess the model in the context of the research purpose and to assess whether there 

are gaps that exist in terms of what the model postulates 
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Figure 3:  Determinants of satisfaction with the succession process in the family 

firm (Sharma et al., 2003: 671) 
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The model outlines five hypotheses which are used in relation to the viewpoint of both the 

incumbent and successor. The first hypothesis relates to the incumbent’s willingness to 

step aside. According to the sustainable family model, the antecedents are normally the 

primary contributor of family capital, monetary assets and physical assets such as land, 

machinery, crops and cattle that form the primary factors towards the firm’s sustainability 

(Danes et al., 2009). Within the context of agribusinesses, family capital can be passed 

down over many generations and the wealth accumulated through it can be so exponential 

that the incumbent‘s propensity to step aside depends on whether there’s a trustworthy 

successor that will act in the business’s best interest while having enough integrity to gain 

support from other family members and relevant stakeholders. (Chrisman, Chua and 

Sharma, 1998). 

     

 

 

 

 

 

Satisfaction with the 

succession process 

Propensity for the 

incumbent to step aside 

Readiness of the successor 

to take over 

Extent of succession                                                                            
planning                                                                                           

Acceptance of individual 

roles 

Agreement to continue the 

business 

 
 
 



Research Project – Mosidi Modise                                                                                          
26 

 

The second hypothesis relates to the successor’s level of readiness to take over the 

business. It is the most critical factor, because if the successor is not willing to take over 

the business, then the family may have to sell the business. And often at a discounted 

price, thus yielding less of a return on capital invested for the antecedent. It is common in 

the agricultural sector to have the young generation not having a view of a future in the 

family business for themselves due to other interests, or perceiving agriculture as 

undesirable compared to other career pursuits in urban areas (Nel & Davis, 1999).  

 

One way to impose a positive influence towards the successor’s willingness to take over is 

through investing in human capital. Gary Becker defines several forms of human capital, 

such as: skills and abilities, personality, appearance, reputation and appropriate 

credentials to do the job with specialised technical knowledge as well as other 

endowments that the parents may bestow upon the child for development purposes 

(Becker &Tomes, 1986). 

 

Any activities that engage the successor in the business from a young age allows them to 

develop a level of interest which can be supplemented by education within the field. 

Investment in human capital does not guarantee that the children will fulfil the expectation 

of taking over the business; the successor needs to assess their career goals and should 

openly discuss the opportunities that exist within the family business with the incumbent 

while exploring other career possibilities.  

The third hypothesis relates to an agreement among family members to carry on with the 

business, taking a number of considerations into account in the succession process. It also 

involves the opinion of outside stakeholders like non-family members. This relates to when 

the stakeholders involved have reached a consensus over a chosen successor. The 

chosen successor should not only have the capacity to do the job, but should also have 
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the right leadership abilities to maintain harmony among the people involved (Kenyon – 

Rouvinez& Ward, 2005).  

 

The fourth hypothesis relates to the acceptance of individual roles between family 

members in the business. Clarifying roles and responsibilities among stakeholders is 

important for ensuring fairness and to promote mutual respect and harmony - most 

importantly, to promote open lines of communication. Role clarification also ensures that 

siblings can accommodate each other and minimise instances of rivalry and political 

infighting among each other, which is surprisingly common in family businesses.  

 

The family members, together with external stakeholders, can play an important role as 

affiliates of the business advisory board. The clarification of roles can also ease the 

process of selecting a successor who then assumes a leadership role among employees. 

There should be no ambiguity of who has what level of authority over subordinates (Venter 

et al., 2005).  

The fifth and last hypothesis relates to the succession process itself and emphasises the 

importance of planning in advance. The process should be planned in order to ensure that 

all the relevant stakeholders are satisfied with the outcome. This process can be guided by 

outside assistance by making use of consultants and the firm’s advisory board to mediate 

soft and hard issues. Soft issues relate to the company and family issues. Hard issues 

relate to the monetary, technical and administrative factors (Glauben et al., 2009).  

The soft issues referred to can be thought of as matters pertaining to identifying long-term 

personal and family goals, communication of each stakeholder’s vision to find out what 

objectives should be fulfilled by the succession, as well as the process of selecting and 
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training the successor.  The hard issues relate to taxation, appropriation of inheritance, 

financing the transfer of the business and other issues concerned with the execution of 

ownership.  

The conceptual model was formulated by researchers to consolidate existing findings from 

literature on the succession process, forming the basis for empirical studies that can be 

used to test the model and understand factors that lead to effective succession. The 

hypotheses in the model helped to conceptualise the succession process as a function of 

satisfaction among the stakeholders involved. Analysing the model from different 

theoretical perspectives has facilitated a deeper understanding of the five factors and also 

gave insight into the different types of stakeholders that can be incorporated into the data 

gathering process of this research paper.   

Chrisman, Chua, Sharma and Yoder, (2009) formulated eight steps that are said to be 

useful to consultants and tax advisors when helping family businesses with the succession 

process. These steps, together with the conceptual model, assist in trying to establish the 

key factors in formulating an effective succession planning model. The eight steps involve:  

First, preparing the family, particularly the successor, to communicate what is expected of 

them, and assess what resources they will need to assume the role. 2) Defining the goals 

that will govern the management of the business. 3) Organising a succession task group 

that will serve an advisory role to the incumbent when choosing the successor. 4) Setting 

the criteria for selecting the successor based on the fit between the individual and the 

firm’s goals. 5) Developing the potential successor by getting him or her involved in the 

business from a young age to stimulating a level of interest. 6) Preparing the incumbent to 

let go of management and ownership by giving them assurance of their financial wellbeing 

and assigning a mentorship role within the business. 7) Timing the succession well enough 
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so that the parties involved are ready for the transition and finally, receiving guidance on 

the process by external means from a financial and other administrative perspective.  

The eight steps can offer valuable insight into mechanisms that can properly facilitate the 

succession process. Time is the most important factor enabling these mechanisms to 

work. The earlier the succession process is considered, the better the chance of having a 

smooth transition. These steps can be linked to the conceptual model as a means to 

corroborate with the hypotheses suggesting that both the incumbent and successor must 

have the willingness to go through the transition process. They also advocate the use of 

outside advice to facilitate the process. 

2.7 Implications of the theory and family-owned agribusinesses in South Africa 

The theoretical frameworks highlighted above have made a note of key considerations to 

incorporate in the process of formulating knowledge to ensure an effective succession 

process. One problem, however, is that the theories are too generic and do not consider 

other social aspects pertaining to agriculture, such as the role that cultural paradigms play 

in influencing the succession process.  

 

The history of South Africa has been influential in painting different viewpoints about 

agriculture among black and white ethnic groups. The two racial groups had two different 

realities and opportunities within sector, where white farmers were given a great deal of 

state assistance through subsidies, access to vast areas of land and credit markets to 

create significant value as commercial farmers over many generations. Even today many 

children of white farmers stand to inherit their parent’s wealth, created for them to broaden 

their horizons in life. 
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Through the apartheid policy, however, marginalised black farmers were confined to 

becoming subsistence farmers within their homelands resulting in a technologically 

backwards and unproductive skill set. Less than 1% could be classified as commercial 

farmers; the rest could only serve as a labour on white-owned commercial farms (Nel& 

Davies, 1999). The issue of unequal land distribution, where the average land owned by 

black farmers was 1.3 hectares compared to 1570 hectares owned by white farmers 

remained one of the most significant issues to address after the 1994 elections. The 

detrimental impact of this historical legacy on the children of black farmers is that they did 

not see any real benefits in farming. All they have is a view of their hardworking parents; 

and would therefore rather pursue other career prospects to be exempt from a future in 

farming (Sishuta, 2005).  

 

There is hope, however, in opportunities such as the land redistribution program and other 

supporting initiatives that are available for them to bring about a more optimistic perception 

of farming - provided they are promoted in a positive light and are supported by the 

necessary skills development initiatives that enable these youths to capitalise on them 

efficiently. Historical systems may have created divides among blacks and whites in terms 

of farming, but the country has transformed itself significantly to bridge these divisions. 

There is a lot that emerging farmers can learn from those that have built legacies for future 

generations. The aim of this research was to investigate what lessons in succession can 

be learned from them. 

 

 

 
 
 



Research Project – Mosidi Modise                                                                                          
31 

 

2.8 Conclusion 

The literature review section of this research paper has given a theoretical background on 

several frameworks to facilitate an in-depth understanding of the nature of family 

businesses and the agricultural sector, charting the developments that have occurred. The 

conceptual model provided a framework of useful hypotheses, even though the model has 

its limitations and is too generic. The aim of this research is to identify other factors 

influencing succession that are not addressed in the model, if they exist. The following 

chapter will deal with the research question that will be answered through the data 

gathering process. 
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Chapter 3                                                      Research Propositions  

 

The aim of this research paper was to identify what the key issues are that will contribute 

towards formulating solid plans to help agribusinesses in South Africa maintain their 

longevity and sustainability - with succession as a key construct. The secondary research 

aim was to get a general understanding of the variables that are unique to South Africa, 

and how they affect the long-term sustainability of these operations.  

Many researchers in the area of succession planning within family businesses have used a 

quantitative approach to get an understanding about the succession in relation to other 

factors. From the literature reviewed, the researcher acknowledges that the results from 

previous research lacked sufficient depth in factors that determine effective succession. 

Also, the number of successful black commercial framers in South Africa is too small for a 

representative sample when doing a quantitative study. It is for this reason that the 

researcher will use a qualitative approach in case studies. The aim of the research will be 

to investigate the following propositions: 

 1. Succession planning is a critical part of determining the long-term sustainability of 

family owned agribusinesses.   

 2. South African family-owned agribusinesses experience unique opportunities and 

challenges which shape the prospects of their long term sustainability differently. 

Racial differences play a significant role in creating a unique context for family owned 

agribusinesses in South Africa.  

3. Theoretical frameworks on succession planning, like the conceptual model of 

succession are generic and do not consider other dynamics which may affect the 

satisfaction of stakeholders involved with the succession process.  
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Chapter 4                                                         Research Methodology  

 

4.1 Research Design  

Saunders, Lewis &Thornhill (2009) explain research design as being the general plan that 

researchers formulate to go about answering the research question. Most studies on 

succession planning have been quantitative, where the research aim is to establish if a 

factor regarding succession correlates with another psychological aspect. The conceptual 

model by Sharma et al. (2003), for example, tests whether there is a positive relationship 

between aspects of succession and satisfaction with the process. 

Not all family businesses will have the same perspective on succession planning, as they 

have different family dynamics that lead towards the need for a transition plan. Conducting 

a survey and doing a quantitative analysis to fulfil the research objective may not prove to 

be effective if the aim of the research is to  shed light on what factors can be attributed to 

formulating an effective succession planning model.  

It is with this in mind that a qualitative approach was taken means of a case study method 

of analysis. Qualitative studies can give an understanding of people’s behaviour by 

analysing responses from a psychological point of view in a way that a quantitative study 

cannot. This qualitative research served as an exploratory study which aimed to seek new 

insight into the field of succession studies and to analyse it from a different perspective 

(Robson, 2002).  

An advantage of doing a qualitative study is that the subjects being studied can give 

answers that are richer in depth and may reveal valuable insights that may be missed by 

other methods. A case study method of analysis was used to look at key success factors 

of effective succession processes because existing qualitative studies have highlighted 
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Time Horizon: Time Horizon: Time Horizon: Time Horizon: Three months 

common trends but have not provided adequate solutions. Figure 4 below is a model 

summarizing the methodology that this research paper undertook. The rest of the chapter 

will discuss the principle of writing a case study in the context of the research topic in 

Figure 4: Summary of the research methodology 

(Saunders, Phillip and Thornhill, 2009)   
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Research Strategy : Research Strategy : Research Strategy : Research Strategy : Case Study - empirical investigation on four agribusinesses about  their perspective on succession. 
Time Horizon: Time Horizon: Time Horizon: Time Horizon: Three months 

common trends but have not provided adequate solutions. Figure 4 below is a model 

. The rest of the chapter 

writing a case study in the context of the research topic in 
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4.2 Case Study Method  

Robson (2002: 178) defines a case study as: “a method for doing research which involves 

an empirical investigation of a particular contemporary phenomenon within its real life 

context, using multiple sources of evidence. The advantage of using a case method is that 

it can add value and depth to what has already been researched about the topic. The 

method has received considerable critical opinions from researchers. The criticism is often 

on the grounds that the method studies a small number of occurrences and cannot offer 

grounds for establishing reliability to generalise findings or to replicate the study (Noor, 

2008). 

Case studies have the ability to generate answers to “why”, “what” and “how” questions, 

because they afford a rich understanding of the study context (Saunders et al., 2009). The 

intention is not to try to understand the organisation as a whole, but to rather focus on a 

particular issue, feature or unit for analysis (Noor, 2008). In this research paper, the case 

method focussed on the issue of succession among four agribusinesses that are family 

owned. The aim of was to  get an understanding of what the successful methods are and 

what barriers exist in facilitating a transition of ownership from one generation to another.  

 

4.2.1 Conducting a Case Study Method  

Noor (2008) formulated a systematic process on how to conduct a case study by dividing it 

into a three- stage process, namely – the preliminary stage, fieldwork and analysis stage 

and conclusion stage.  

 

 

 
 
 



 

Figure 5: Stages involved in conducting a case study 

(Noor, 2008: 1603)   
 

4.2.1.1 The preliminary stage

Formulating theory 

The process of formulating the theory was based on the information gathered from the 

literature review. For the purpose of this research, the aim was to integrate the conceptual 

model as well as the eight step process b

design the research questions. 

Pilot questions  

The questions were tested on a member of a commercial farming family that lived in 

Johannesburg, but farmed in KwaZulu

identify that the key characteristics of the sample will have to be families where at least 

one of the members operates the establishment on a full time basis. 

Preliminary Preliminary Preliminary Preliminary Stage Stage Stage Stage •1 Formulate theory •2 Select Cases •3 Design and pilot research questions 
Field work and 

analysis stage

•1 Conduct first case research•2 Conduct second case research•3 Collect other supplementary information•4 analyse data and write the case 
Conclusion 

stage  

•1 Cross case analyses •2 Draw conclusion •3 Modify theory 

Research Project 

Figure 5: Stages involved in conducting a case study  

preliminary stage 

The process of formulating the theory was based on the information gathered from the 

literature review. For the purpose of this research, the aim was to integrate the conceptual 

model as well as the eight step process by Chrisman, Chua, Sharma and Yoder, (2009) to 

design the research questions.  

The questions were tested on a member of a commercial farming family that lived in 

Johannesburg, but farmed in KwaZulu-Natal. From the pilot interview, the autho

identify that the key characteristics of the sample will have to be families where at least 

one of the members operates the establishment on a full time basis. 

1 Formulate theory 2 Select Cases 3 Design and pilot research questions 1 Conduct first case research2 Conduct second case research3 Collect other supplementary information4 analyse data and write the case 1 Cross case analyses 2 Draw conclusion 3 Modify theory 
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The process of formulating the theory was based on the information gathered from the 

literature review. For the purpose of this research, the aim was to integrate the conceptual 

y Chrisman, Chua, Sharma and Yoder, (2009) to 

The questions were tested on a member of a commercial farming family that lived in 

Natal. From the pilot interview, the author could 

identify that the key characteristics of the sample will have to be families where at least 

one of the members operates the establishment on a full time basis.  

 
 
 



Research Project – Mosidi Modise                                                                                          
37 

 

Case selection  

Selection of the cases required the use of judgmental sampling, where the researcher 

formulated the criteria on the type of business to be interviewed and used her judgment to 

select cases that would best answer the research questions. The number of families to be 

interviewed was limited to four in order to gather data of quality, considering the time 

frame. The primary qualifying criteria for selecting cases were:  

• Family businesses that have had a successful transition process and are now being 

run by a second or third generation and must be farming on a commercial basis.  

• Family businesses that experienced a transitional challenge and should be run by the 

incumbent. There should be a successor, or there should be indecision as to who the 

successor should be. 

• For the purpose of a geographical constraint, research was conducted in the eastern 

Free State; one family in Fouriesburg, two in Senekal and one in Viljoenskroon. 

Conducting the research in the Free State proved to be valuable as the region not only 

contributes significantly towards agricultural input in the country, but also because 

farmers there are likely to face similar challenges. This limits irrelevant aspects of the 

research.  

Research instruments and data collection method  

Semi-structured interviews were used to facilitate flexibility in approaching the different 

respondents. The content of the interviews was derived from the research propositions as 

well as from the desktop research done about each family. The interview questions were 

common across all the interviewed samples while some were tailored to each unique case. 

The use of direct observations was also incorporated, where the researcher made notes of 
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the physical evidence that could contribute towards the research. The interviews were tape 

recorded to secure an accurate account of the conversation. These interviews were then 

transcribed and typed out for easy reference and analysed using a selected strategy and 

technique.  

4.2.1.2 The fieldwork stage 

Conducting the case studies 

The outcome of selecting the case studies resulted in selecting two white owned family 

enterprises that were now being owned by third generation incumbents with the 

prospective successors in the fourth generation. The other two black owned family 

businesses were operated by the incumbent being the first generation and the potential 

successors second generation. 

 From the data gathering  exercise it was evident that each family could be ranked as 

either having  a highly successful plan for transition, a moderately  successful plan for 

transition, or would then be less likely to successfully plan for transition. The respondents’ 

identities were kept anonymous, but sufficient and detailed references to their profiles 

were kept below. 

Case 1: Highly successfulCase 1: Highly successfulCase 1: Highly successfulCase 1: Highly successful    with a succession process with a succession process with a succession process with a succession process     

The family-owned commercial operation run by a white farming family in Fouriesburg was 

established in 1948. It specialises in apples, wheat, maize, and potato seed. The key 

enterprise is the apple operation that supplies Pick n Pay and also exports. The family 

comprises of four children, the eldest in her mid-30’s and the youngest being 25.  This 

family was ranked as highly successful in terms having a plan for transition, based on the 
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fact that all existing generations and most of the family members have been transitioned 

into the farming operations 

Table 2: Demographic profiles of individuals interviewed for case 1  

Generation 

Represented  

Individual Role and 

Age  

Responsibilities  

Third Generation  Father                 (59) 

 

 

Mother                 (59) 

Has been working on the farm since 1972 to 

date, managing the potato seed and wheat 

operation.  

Responsible for the Human Resources of 

the operation and has been involved on the 

farm since retiring from teaching in the 70’s. 

Fourth Generation 3rd  born Son      (28) 

 

 

 

2nd born Daughter (31)  

 

 

 

 

Last born Son      (25)  

 

In charge of the apple operation since 2005 

after completing a B-Com Economics 

degree at UCT  

 

Responsible for the financial management 

of the operation. Became involved in 2010 

upon returning from working overseas as a 

charted accountant in London and New 

York.  

 

Worked in the mechanization department of 

the farm since age 21. Took a study break 

in 2010 to study for a diploma in agriculture 

for crop production at the University of the 

Free State. 

 

Not Interviewed: the First born daughter was not interviewed because she is not involved 

in the farm operation on a full-time basis like the other stakeholders. 
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Case 2: Moderately successfulCase 2: Moderately successfulCase 2: Moderately successfulCase 2: Moderately successful    succession succession succession succession     

The farming operation in Senekal is run by an esteemed black commercial farmer who 

bought the farm as a going concern in 2009. The family comprises of five children. The 

oldest is in her late 30’s and the youngest is 21. The father is involved on a full-time basis 

on the farm with the eldest son and second oldest daughter getting involved on a part-time 

basis. The farm is operated by management staff members who oversee the dairy, cattle, 

sheep, piggery, apple and maize operation. The farm is the only black-owned supplier of 

milk to Woolworths food division.  

The family has been moderately successful in preparing for transition and perpetuity. It has 

management systems in place to ensure that the operation can be successful and 

sustainable and as such, family members are not all engaged in the operation. 

Table 3: Demographic profiles of individuals interviewed for case 2 

Generation 

Represented  

Individual Role and 

Age  

Profile & Responsibilities  

 

First Generation  Father                    (54) 

 

Acquired the farm after retiring from his 

corporate career in the catering business, 

working part-time on the operation in 

2009 and engaging full time since 2010.  
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Second Generation 2nd Born Son         (35) 

 

 

 

 

 

 

3rd  Born Daughter (29)  

 

 

 

 

Last born Daughter (21)  

 

 

Works full-time as an executive in a 

telecommunications company in 

Johannesburg. A charted accountant by 

profession, who works part-time on the 

farm assisting with special projects and 

the finances.  

 

Responsible for the financial 

management of the operation on a part-

time basis. Currently works full-time as 

an investment banker in Johannesburg.   

 

Musician and qualified event manager.  

Not operational in any way on the farm 

but was interviewed to get the reasons 

why.  

 

 

Other Interviewees:  

  Two of the management staff, one male and one female, both twenty-five years 

old. This was to try understanding their motives behind getting involved in farming, 

and their future aspirations as young black farmers.  

 Father’s cousin: He works as a herdsman on the farm. He provided his perspective 

as a farm worker on a family owned farm and his opinion on the key success 

factors for a farm operation.  

Not interviewed: The mother and the first and fourth-born daughters were not interviewed 

because they do not play an integral role on the farm.  
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Case 3: Moderately successful successionCase 3: Moderately successful successionCase 3: Moderately successful successionCase 3: Moderately successful succession    

This white farming family, based in Viljoenskroon, has a legacy of over 100 years, 

established after the Anglo-Boer War. It has been operated by the father on a full time 

basis, who plays more of a management than operational role. This family has the largest 

operations of the four, farming summer crops like maize, groundnuts, sunflowers and 

livestock (breeding cattle and a piggery). They also do some further processing of the 

groundnuts, roasting and the peanut butter as well. On the livestock side they have an 

abattoir where they slaughter livestock for themselves and for other famers in the area. 

They also process and distribute to various parts of the country. The family comprises of 

four children, the oldest in her early thirties and the youngest aged twenty-five. 

The family has been moderately successful in terms of having a plan for transition 

because it has similar dynamics as case two. Not all the family members are engaged in 

the operations on a full-time basis, but it has a competent management team. The children 

have a degree of engagement within the business.  

Table 4: Demographic profile of individuals interviewed case 3 

Generation 

Represented  

Individual Role and Age  Profile & Responsibilities  

 

Third Generation  Father                              

(62) 

 

Succeeded his father after he passed 

away. He made a decision to become a 

farmer following the completion of his 

MBA in the late 1960’s. 
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Fourth 

Generation  

2nd Born Daughter          

(30)        

 

 

 

 

 

 

 

Last born Son                  

(25)  

 

 

Works as a consultant after having 

completed her Masters in Development 

at the London School of Economics. 

Serves as director in the holding 

company for the farming operation and 

has been identified as the one of the 

children who is likely to be the 

successor.   

 

Currently studying for a Masters in 

Development at the Royal Agricultural 

College in the UK. He also serves as a 

director in the holding company for the 

farming operation. He is also one of the 

children who is likely to be the 

successor. He has worked on the 

operational side of the farm for about 7 

months after completing his honours 

degree in Sociology.    

 

Not Interviewed: The mother and two of the daughters. They are far removed from the 

business operations due to their career choices, although they serve as directors in the 

holding company as well. 

Case 4: Less likely to be successfulCase 4: Less likely to be successfulCase 4: Less likely to be successfulCase 4: Less likely to be successful    in achieving a succession process in achieving a succession process in achieving a succession process in achieving a succession process  

This black–owned farming operation in Senekal is operated full time by the father. It is a 

specialised dairy operation that supplies dairy to a large processing operation in Pretoria. 

The family comprises of three children. The oldest in his late thirties and the youngest is 

fourteen years old. They also own other business operations apart from farming. 
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It seems the family has dynamics which make it less likely to ensure that succession takes 

place successfully. The father is the only one who is involved on a full-time basis, and 

none of the children are currently engaged on any basis. 

Table 5: Demographic profile of individuals interviewed case 4  

Generation 

Represented  

Individual Role and Age Profile & Responsibilities  

 

First Generation   Father                     (64) 

 

Purchased the farm in 1994 as a 

diversification strategy from his other 

businesses in Senekal. Fulfills a 

management role on a full time basis.  

Second Generation Last born Son         (14 ) 

 

 

 

 

 

Second born Son     (29)  

 

 

Currently completing his high school 

education grew up on the farm and has 

shown some interest to succeed his dad, 

but he also expressed his aspirations to 

become an engineer.  

 

Works as an IT specialist in Pretoria, not 

involved on the farm. The father had 

pointed out that son’s perspective on 

why he was not involved would be of 

interest.  

 

Not Interviewed: The mother and the eldest son. Neither of them had a distinct role to 

play within the farming operation. 

In summary, five people were interviewed in case 1. They were all family members who 

actively participated on the operation on a full time basis. In case 2, seven people were 

interviewed. The father, as well as two of the farm managers worked on a full time basis, 

while only the eldest children participated on a part-time basis. In the case of the family in 

case 3, three people were interviewed. Although the other two children served on the 
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board of the family operation, they were not interviewed as they were less likely to engage 

in the farm as successors in the future. Case 4 involved interviewing three people, the 

father, the youngest son who would the prospective successor, as well as the eldest son 

who had interesting viewpoints as to why he did not want to be on the farm. These 

interviews took place over a period of three weeks, with the researcher spending a week in 

the Eastern Free State to interview the stakeholders that resided on the farm.  

The general interview questions were about the interviewee’s history, how they got 

involved in farming, their opinions on succession and their future orientation around 

succession and their farming career.  

DATA ANALYSIS PROCESS  

The process of analysing data involves examining, categorising and tabulating the 

information to address the propositions that were set out for the study (Yin, 2003). It is a 

complex process that requires a strategy and technique to be applied to analyse the 

information.   

The strategy that was applied for this study was to develop a descriptive framework for 

organising the case study. This framework involved ranking the cases according to how 

successful they were in achieving a transition process and the likelihood of the business 

having perpetuity.  

Thematic analysis is an exploratory method that aims to ‘understand’ rather than ‘know’ 

the data (Babbie& Mouton, 2001). This method was used to develop themes and interpret 

the information by determining similarities within each of the transcripts. The higher order 

themes were that of organising each of the cases according to the rankings. The second 

order themes were based on placing the information in chronological order with sub 
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themes under each time frame. The themes were derived from propositions that were 

formulated following the interviews and the answers that were obtained. 

Table 6:  Overview of the data analysis method  

Higher order 

Theme :  

Case according 

to ranking   

Case 1:  

Successful  

Succession  

  

Case 2:  

Moderately 

 Successful  

Succession  

Case 3:  

Moderately 

Successful 

Succession  

Case 4: 

 Unclear  

 Succession   

  Second order theme 1: Past and cultural legacies  

• Within the context of white farming families, a historical legacy exists and black farming families have an aspiration to 

build a legacy, upon acquiring the farms.   

• The white children experienced a childhood on a farm that may have shaped their decision to get involved. The black 

children experience paradigm shifts on their perceptions about farm life.      

• There is a difference between the motives of black and white incumbents when it comes to their decisions to become 

farmers.   

• The younger generation are driven by motives that influence their degree of involvement. The perceptions about farm life 

have also had an influence on their decisions to get involved.      

• There is little clarity for the incumbents around who the successor will be amongst the younger generation.  

• There is more clarity for the children than there is for the parents around who the successor will be amongst them. 

 

Second order theme 2:  Current  factors affecting the succession process and perpetuity  

• There are various approaches that the incumbents can take, to incorporate the younger generation into the business at 

an early stage, thus increase the likelihood for a long term transition.  

• The younger generation get involved on the farm, driven by several motives that stem from their long -term desires in 

life.   

• Some of the families had key success factors that enabled them to have a smooth transition process to take place. 

There are challenges and barriers that exist, which have prevented other families to have a smooth succession 

process.  

• The issues around succession are unique to each of the families’ dynamics and are tackled differently.  

• There is value in having outside advice to give an opinion on the succession process.   

• Government policies have an influence in the parent’s opinion towards the long term sustainability of the family 

business.  

• In the children’s opinion, government does have an influence towards the long-term sustainability of the business, but is 

manageable.   
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Second order theme 3:   Future Orientation  for the stakeholders  

• The parent’s have a relatively unique perspective of what the future may hold for their family owned businesses.   

• The younger generation has a different view from the incumbents of what the future may hold for their family owned 

businesses.  

• There are some key considerations from the established commercial farmers that emergent farmers can learn from. 

 

 

 

4.3 Ethical Considerations 

The researcher obtained an ethical clearance from the ethics committee of the Gordon 

Institute of Business Science before undertaking the research. Following the approval of 

the clearance, permission was obtained via telephone or email to interview the sample. An 

interview schedule was drawn up according to the availability of the relevant interviewees. 

The researcher informed the interviewees that the information would be used for academic 

purposes and that, due to the nature of the research being for a case study, confidentiality 

of their identity would be guaranteed. With regards to interviewing the fourteen-year-old 

minor, the researcher obtained permission from the parents to interview them. No 

questions that were controversial were asked at any time.  

4.4 Limitations to the study 

 For this study, the limitations to the research were:  

 Access to data – locating cases of families that meet the qualifying criteria may 

prove to be difficult seeing that the study is confined to looking at them within the 

agribusiness sector.  

 The timeframe required to execute the study is short. Consultations with the 

cases had to be arranged well in advance to obtain full cooperation from them.  
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 This study required some financial input as it required the researcher to travel 

to the locations where the businesses were based. These businesses were outside 

the researcher’s geographical location.  

There are often some misunderstandings about using a case method that somehow as it is 

a method that ought to be used with great caution and precision to avoid not meeting the 

research objectives in terms of the misunderstandings about case studies Flyvbjerg (2006) 

identifies and corrects five prevalent misunderstandings about case study research: 

(1) General, theoretical knowledge is more valuable than concrete, practical knowledge. 1) General, theoretical knowledge is more valuable than concrete, practical knowledge. 1) General, theoretical knowledge is more valuable than concrete, practical knowledge. 1) General, theoretical knowledge is more valuable than concrete, practical knowledge.  

Flyvbjerg (2006) corrected this misconception by stating the study of human affairs cannot 

yield to predictive theories and universals, therefore it is more valuable to have context- 

dependent knowledge than a vain search for theories and universals.  

It is for this reason that the researcher chose to use the case study method, to collect 

concrete information that would somehow test if the theoretical knowledge written about 

the topic of succession was valid when addressing it through interviews and observations. 

The use of a quantitative method would have also been useful, but it would have limited 

the researcher’s ability to find some of the key insights some which were of interest was 

the presence of women as prospective successors in a male dominated industry. Through 

conducting a case method the researcher got to get a clear understanding why they got 

involved.   

(2) One cannot generalise on the basis of an individua(2) One cannot generalise on the basis of an individua(2) One cannot generalise on the basis of an individua(2) One cannot generalise on the basis of an individual case. Therefore, the case study l case. Therefore, the case study l case. Therefore, the case study l case. Therefore, the case study 

cannot contribute to scientific development. cannot contribute to scientific development. cannot contribute to scientific development. cannot contribute to scientific development.  

The generalisation aspect of an individual case study holds some ground. It is for this 

reason that the researcher chose to use a multiple case method so as to gather as much 

information that could be triangulated as possible, to avoid generalising. Case studies can 
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contribute to scientific development by bridging literature to the data and building new 

theory from it. 

This is supported by Eisenhardt (1989), who believed that tying the theory that could 

emerge from conducting a case study to existing literature can enhance the internal 

validity, generalizability and the theoretical level of theory building. Flyvbjerg (2006) also 

advocated that one may not necessarily generalise from case studies; they can be a useful 

tool to examine existing assumptions. 

 The results corroborate with this statement, as the assumption that most of the theory 

makes is that there is in most cases one successor. This does not always hold truth due to 

the fact that in three of the families interviewed, there was more than one prospective 

successor. The reasons why there was more than one successor were also encapsulated 

in the context of using the case study method.   

(3) The case study is most useful f(3) The case study is most useful f(3) The case study is most useful f(3) The case study is most useful for generating hypotheses, whereas other methods are or generating hypotheses, whereas other methods are or generating hypotheses, whereas other methods are or generating hypotheses, whereas other methods are 

more suitable for hypotheses testing and theory building. more suitable for hypotheses testing and theory building. more suitable for hypotheses testing and theory building. more suitable for hypotheses testing and theory building.     

Flyvbjerg (2006) addressed this misconception by stating that case studies are useful for 

generating hypotheses, but are not limited to these research activities alone. The type of 

sampling method chosen also has an influence on whether propositions or hypotheses will 

be formulated to achieve the research objectives.  

 

The researcher could support Flyvbjerg‘s (2006) statement as the sampling method 

chosen was information orientated to maximise the amount of information that could be 

derived from a small varied sample. Research propositions were formulated over 

hypothesis, as the objective was to obtain serendipitous information which would have 

been constrained if the method of hypothesis testing was chosen as the data gathering 

method. The unexpected information that was obtained through this research paper was 
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the ability to obtain valuable insights from some of the farmworkers in case 2, one who had 

interesting opinions around why he would not aspire to own his own farm, even if 

government gave him the opportunity to do so, because he would encounter succession 

problems as his children had highly negative perceptions about farming as a career.     

    

(4) The case study contains a bias toward verification, i.e., a tendency to confirm the (4) The case study contains a bias toward verification, i.e., a tendency to confirm the (4) The case study contains a bias toward verification, i.e., a tendency to confirm the (4) The case study contains a bias toward verification, i.e., a tendency to confirm the 

researcher’s preconceived notions. researcher’s preconceived notions. researcher’s preconceived notions. researcher’s preconceived notions.     

Researchers who have conducted intensive in-depth case studies have in general found 

that their preconceived views, assumptions, concepts and hypotheses were wrong and 

their case evidence often compelled them to revise their hypothesis on essential points 

(Flyvbjerg, 2006).  

To corroborate with Flyvbjerg‘s statement, the researcher found that many of her 

preconceived notions about the likelihood of finding young black farmers, who chose the 

field because they were passionate about it and not because of structural reasons, of 

being unable to find a job in urban areas. Through interviewing two young farmer 

managers in case 2, she realised that there are some instances where young black 

farmers choose the career in the field out of passion and that they also feel they would 

have better future career prospects within farming, than if they chose to work in urban 

areas.   

The second assumption was that the lifestyle of the new generation farmers would be as 

traditional as their parents. Through observations, the researcher found that the eldest son 

in case 1, who had just recently gotten married, had made an effort with his wife to 

redecorate their home to a modern semi-urban feel that would reflect the era in which they 

were living, while maintaining the traditional aspects on a less pronounced level.  
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(5) Last, it is often difficult to summarise and develop general propositions and theories (5) Last, it is often difficult to summarise and develop general propositions and theories (5) Last, it is often difficult to summarise and develop general propositions and theories (5) Last, it is often difficult to summarise and develop general propositions and theories on on on on 

the basis of specific case studiesthe basis of specific case studiesthe basis of specific case studiesthe basis of specific case studies.  

The argument by Flyvbjerg (2006) on this misconception is that problems in summarising 

case studies often come out of the properties of the reality studied rather than the case 

study as a research method. It is often not recommended to summarise a case study. 

Good case studies are best left in their narrative form.  

Finding the best method to summarise the case study was one of the hardest tasks for the 

researcher. She chose to use a method where propositions are set based on the 

chronological themes selected, and used the method to compare findings from each case, 

whilst  maintaining the case in its narrative form.  

4.5 Conclusion 

This chapter outlined the research methodology that was used in this research study. The 

chapter motivated the use of a multiple case study method and provided reasons as to 

why it was adopted. Data collection was done by using semi-structured interviews as a 

main source of data as well as direct observation. The interviews were tape-recorded and 

typed out to allow for ease of analysing.  The strategy adapted to analyse the cases was 

that of developing a framework of ranking the cases according to how successful they 

were, in achieving a transition process and the likelihood of the business having longevity. 

The technique used was of developing themes that would ensure that the information is 

analysed in a logical order. The next chapter will be composing the case study using the 

information obtained from the interviews after which, a discussion will follow on the themes 

that emerged. 
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Chapter 5                                                                  Analyzing results  

 

5.1 Introduction  

 The compositional phase of a case study is regarded as the most difficult process, 

requiring a great deal of thought as to how it will be tackled. If articulated well, it can serve 

as an opportunity to make a significant contribution to knowledge or practice (Yin, 2003). 

The researcher took the approach of using a cross-case format of analysing results. The 

objective was to get a comparison between each cases’ answer to the issue addressed.  

Questions were conducted around the themes developed. They were captured using direct 

quotations to substantiate the points made. Before getting into the comparative analysis, 

the context of how the interviews were conducted is explained, to give a rich 

understanding of each family’s story.  

Case 1: A journey of over 40 Case 1: A journey of over 40 Case 1: A journey of over 40 Case 1: A journey of over 40 years and beyond years and beyond years and beyond years and beyond  

As the researcher arrived on the farm in Fouriesburg, she was greeted by the son (28) 

who is responsible for the apple operation. He was working in the apple packing house. It 

seemed like a busy day, as all the researcher could see were glistening apples going 

through a machine, being packed for trade, to supply Pick n Pay.  

At the workstation below the son’s office, were a number of workers neatly dressed in blue 

uniforms, working on an assembly line operation, sorting apples and packing them into 

boxes. 

We walked to the training room, followed by the son’s golden retriever George, and Tanah, 

a playful little Labrador. In the training room there was evidence that a lot was put in place 

to make the business successful. There was a notice board that highlighted elements of 

BEE and the son explained how they are in the process of designing Empowerment 
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Schemes for their workers. After having the purpose of the research explained to him, he 

said it would be appropriate if his father told the story of how the operation started.  

On the way to the main house the son told the story of how his dad had grown up in the 

house that is now their trading store. The farm had been previously sold off to German 

missionaries in the seventies and was soon repurchased in 1995, much to the family’s 

delight. He showed the researcher the place where, in his youth, the family would enjoy 

Christmases under the oak trees.   

We were warmly greeted by the mother, father and sister who were just about to sit down 

to a lunch, before interviews commenced.  

The mother and daughter, who had an obvious close knit relationship, had prepared a 

broccoli and vegetable soup. We could only sit at the table once the father had sat down. It 

was an example the traditional values that the family upholds. There was no talk about 

business throughout the meal. The younger son was contacted telephonically as he was 

still at school, completing his agricultural degree. The aim was to get an understanding of 

what his prospects were upon coming back to the farm in a few months time.  

Case 2: A new beginning and great hope for a prosperous future Case 2: A new beginning and great hope for a prosperous future Case 2: A new beginning and great hope for a prosperous future Case 2: A new beginning and great hope for a prosperous future  

The brief journey to the outskirts of Senekal, involved travelling across acres of land that 

belonged to just a few farming families. The purpose of this journey was to go and 

interview the father, who lived on the farm permanently. Work is under way on the 

construction of a tar road leading to the farm. The father told the researcher that this was 

part of the Recapitalization Program that the government was trying to pilot with a few 

black farmers from the Free State, before rolling it out nationally.  
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As we approached the main house, the researcher saw several fattened sheep and lambs 

and some cattle busy grazing. The researcher was greeted by a group of young men who 

showed her to the main office where the father was. It was evident that they were used to 

outsiders at the establishment, coming to observe how the operation had become a 

phenomenal example of a successful black-owned commercial farming operation in such a 

short space of time. The father gave the researcher a warm greeting, as did the cattle 

operation manager. They were having a daily management report meeting about how the 

trade at the feedlot was going. He looked far more relaxed than the tough businessman 

the researcher had met three years ago, when he still ran the large catering business. The 

interviews were conducted over a day and she got to engage with some of the 

management staff members as well. 

A few weeks later the researcher got the opportunity to interview the two daughters, who 

shared an apartment in Johannesburg. The older daughter had just come back from a trip 

to New York two days back to visit the middle sister, who is studying journalism. The 

researcher got an opportunity to interview them together, but the main objective was to get 

the perspective of the older daughter (29) who was working on the farm on a part-time 

basis.  

The older brother (35), who is also involved on the farm on a part time basis, was 

interviewed a few days later at his family home in Midrand. It was great to see his 

enthusiasm for the agricultural sector, and he told of his aspirations to become a full-time 

farmer one day.  

Case 3: A legacy of 100 years and prospects of another century for the farming fCase 3: A legacy of 100 years and prospects of another century for the farming fCase 3: A legacy of 100 years and prospects of another century for the farming fCase 3: A legacy of 100 years and prospects of another century for the farming family  amily  amily  amily      

This farming operation situated outside the small town of Viljoenskroon, had an allure and 

great of beauty, apparent upon driving through the gate. There was a glimpse of a big 
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white Cape Dutch style house and to the left were a couple of healthy looking Sussex 

bulls. The father later informed the researcher that they were a special breed of beef cattle 

and that the operation had been breeding them since 1945.  

The researcher was shown to the meeting room where the interview would take place .The 

room was full of trophies and awards, signalling the esteemed reputation of farming 

excellence that the family was known for. On one wall was a portrait of three men who 

showed a striking resemblance to the father. The researcher was fascinated by this and 

asked him to explain who they were. 

He obliged: 

“The top right hand guy is my great grandfather who, had emigrated from Wales. He came 

out of the age 18 and owned a transport business that took goods on ox- wagons from the 

mines in Barberton and Kimberly. He was quite successful but died young at the age of 

fifty. His son who was my grandfather on the left, he was 16 when his father died and went 

out to work for a coal mine and a large scale farming operation family north of there. Soon 

after the Anglo Boer war he bought a farm in this area. That’s when he started really 

farming on his own account and was succeeded by my father, as well as other extended 

members of our family who have since left the region. So this farming operation has been 

in the family business for just well over 100 years.”  

A few weeks later the researcher met with the daughter (30) at the leafy suburb of 

Morningside in Johannesburg, where she worked part- time as a consultant .The brother, 

who was still in the UK, was interviewed via a Skype call. 
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Case 4: Hard work and a hope of a future in the young generationCase 4: Hard work and a hope of a future in the young generationCase 4: Hard work and a hope of a future in the young generationCase 4: Hard work and a hope of a future in the young generation 

The remote farming operation is situated within 15km of Senekal. The researcher was 

there to meet the father who was sitting by himself, waiting for his wife to come back from 

running her errands. The house was beautifully renovated and he explained that the 

sandstone finishings came from his wife’s production plant. The interview was brief and 

then he went to go meet his youngest son, who was a boarder at the local high school in 

Senekal.   

There was an individual interview with the timid young boy (14), without his father’s 

presence. He was very soft spoken, and had great love and admiration for his father. His 

aspiration to carry on his legacy someday was  somewhat apparent.  

The older brother (29) was interviewed at a restaurant in Pretoria a few weeks later. He 

was based in the city to pursue a career in the IT sector. His perception of getting involved 

in the farming operation was very different to his younger brother’s. The aim was to get to 

the underlying reasons for this.  

The overall framework that was established to build the cases is summarized in table 6 in 

chapter 4. The framework used was to rank each family according to how successful they 

have been in achieving a transition process.  

Themes were then developed using chronology to structure them. Within each timeframe 

that was conceptualised, propositions were derived from the common themes which were, 

in turn, derived from the questionnaires.  
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5.2 Understanding the influence of the past and cultural legacies  

In order to get a fundamental understanding of how each family came to be in its current 

position, it is important to consider which aspects of their past and culture have shaped the 

decisions they have made regarding transition, especially in the cases of family 

businesses that have existed for more than two generations.  

 

Within the context of white families, a historical legacy exists and black families 

have an aspiration to build a legacy, upon acquiring the farms.   

The general trend amongst the white established farmers was that they had inherited the 

farm from their predecessors. In both cases they had succeeded their fathers. One of the 

key contributors towards their success for case 1 was that the children had known both 

their great grandfather and grandfather who were also farmers. The parents believed that 

they were role models on the type of leadership styles that the children should adopt 

amongst the farmworkers.   

Case 1:  Successful Succession  

“Well I think it helps that they have always had a good exemplary figures being my father 

in law as well as their great grandfather, so they could see from a communication point of 

view how the elders made it work.”  - Mother   

With the new black farming families, the assumption is that they are starting a historical 

legacy for themselves, as they would have acquired the farm through the process of a 

willing seller that is common with the Land Redistribution system. The farmer in case 4 

bought his farm as a diversification strategy from his other businesses after the 1994 

elections.  
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Case 2:  Moderately successful succession 

“I bought this farm from the De Villiers family in 2008. The name of the guy was Jan De 

Villiers, I think he had been third or second generation of the De Villiers who were here.” – 

Father  

The white children experienced a childhood on a farm that may have shaped their 

decision to get involved. The black children experience paradigm shifts on their 

perceptions about farm life.      

The children of the established farmers seemed to have had a distinct childhood on the 

farm, which may have shaped their desire to get involved in the future. This childhood 

comprised of doing chores on the farm, going to agricultural shows, riding and tractors and 

horses, amongst other things.  

Case 1:  Successful Succession 

“Growing up on the farm was very special for me. I think there are two views to farm life, 

that of someone who has grown up on the farm and that of someone who has not been as 

fortunate to have had the experience. I think farm life is definitely meant for some but not 

for everyone. I really loved growing up in such a clean, open environment.” -  Youngest 

son (25)  

 

Case 3:  Moderately successful succession  

We had the most unbelievable childhood where we immersed ourselves on the farm; we 

had horses and were involved in the cattle.  The farm would participate in the agricultural 

shows and we would participate in the youth section.” – Daughter 
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The new black farmers’ children felt that they had to have some paradigm shifts around 

what farming life is like. All the experiences were new in their case. The farm was always 

viewed for them as a place to live and retire and somewhat backward in terms of the 

standard of living. They never saw it as a functioning business.  

In case 4 the situation was different. The young son grew up on the farm and this may 

have formed a good foundation for him to participate fully on the farm one day and this 

may have been the reason why he was the exception to his older brothers who still had 

negative perceptions of farm life.  

Case 2:  Moderately successful succession  

“Well I don’t think I have ever been on a commercial farm before hand.” I have also taken 

some of my friends with, they were also very shocked, it’s like people don’t expect a 

working farm when they get here, so yes, it was a big mind shift.” Daughter (29)   

 

“I think my perceptions changed, by getting involved with my dad on a day to day basis 

and seeing how it works.” Son (35)  

 

Case 4:  Unclear succession 

“I used to help my dad with the dairy farm with activities such as bringing out the cows and 

taking them to be milked.  I think I was about 9 years old” – Son (14) 

The above statements verify that a level of involvement with the farm whether it be at an 

early or later on does have an influence towards orientating the younger generation 

around the operation. The young son in case 4 may have developed his interest to get 

involved from his experiences growing up.  
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There is a difference between the motives of black and white incumbents when it 

comes to their decisions to become farmers.   

There was a great deal of diversity for all the respondents, around why they got involved 

into farming. With the family in case 1, the father was merely carrying on with the tradition 

of succeeding his father.  The family in case 2 was driven  by how he had developed a 

passion for making money from selling livestock, as he grew up under a father who 

speculated with selling livestock for weddings and funerals in the township. His primary 

motive was to retire in the Free State and not in the hustle and bustle of Johannesburg. 

The opportunity cost of getting involved in farming for the father in case 3 was 

tremendous. He is highly educated and had just completed his MBA at Harvard Business 

School, when he decided to go back to the farm. The primary motive for him was that there 

was a window of opportunity at the time to build a highly profitable business. The farmer in 

case 4 was driven by the need to make money as well as to leave a legacy for his children. 

Case 1:  Successful succession  

“My background was also in accountancy and I had studied it in Durban. My intention was 

to come back to the farm joined by my brother who studied agriculture at Potchefstroom 

Agricultural College, to succeed my father.” - Father   

Case 2:  Moderately successful succession  

“My intention was not to pension in Johannesburg. My intention was to come here to the 

Free State and see what I can do in agriculture, which is an interesting industry that blacks 

are afraid of.”- Father  
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Case 3:  Moderately successful succession   

“Well I was weighing up the alternative of staying in America to pursue a career in finance 

or weighing up the choice to come back to the family business, which was the alternative I 

took in 1968.Agriculture in South Africa in the 50’s and 60’s was doing really well. 

Technological breakthroughs led for maize yields to triple over a period of 15 years and as 

a result, farmers made a hell of a lot of money.” – Father  

From the evidence, it seems that the white farmers were strongly driven by the need to 

carry on with the family legacies of farming from one generation to another. The black 

farmers pursued farming as a means to venture out on different career avenues. The 

common motive amongst the black and white farmers was that they saw the field as 

having a lot of financial viability.   

The younger generation are driven by motives that influence their degree of 

involvement. Their perceptions about farm life have also got an influence on their 

decisions to get involved.      

For the family in case 1 with a smooth transition, the motives for the children were driven 

by the need for them to seek a lifestyle that complemented where they were in their life 

stages. All of them were given an opportunity to travel abroad and establish themselves 

within a career as well. In case 2, the two eldest children felt they could add value in terms 

of helping the father with the financial aspects, as they both work in finance.  

The children in case 3 had a similar background to that of the children in case 1. They 

were all encouraged by their parents to obtain a degree overseas and to explore other 

career avenues. They seemed less reluctant to get involved at the moment, although the 

brother had spent a few months working from the ground up before resuming studying for 

his Masters in the UK.  In case 4 the younger son had some aspirations to get involved 
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one day so that he can build on his father’s legacy. His older brother however, did at some 

point consider getting involved; when his dad intended to sell one of the farms. The reality 

of having to live in Senekal was not appealing for him.  

 

Case 1:  Successful Succession 

“I thought of going overseas to pursue a corporate career in London. I came back from 

university, gave the farm work  three months to see if I liked it, but after a week I realised 

that this is something I’d want to do. For me the lifestyle is fantastic” - Son (28) 

“I have lived in cities like London and New York, worked for corporate and all that. So I’m 

happy that I have made the good choice for myself coming back to the farm. It’s obviously 

not for everyone. I definitely would say that the financial gains were not my biggest 

motivators to coming to the farm. Maybe in corporate they were.” – Daughter (31)  

Case 2:  Moderately successful succession   

 “My dad is a maverick kind of character, who looks at the bigger picture most of the time, 

so I think it helps that he’s got my sister and I to bring him back to looking at the real 

picture and the detail. We serve as his sense check towards the viability of his long term 

ideas. 

It had nothing to do with money; all it had to do with was to understand what farming is all 

about.” - Son (35) 

Case 3:  Moderately successful succession   

“We were encouraged by our parents to pursue other career avenues that are not in line 

with the farm especially by my mum. We were never obliged to participate on the farm.” – 

Daughter (30) 
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“I had been working on the farm for six to seven months, just working on the ground 

worked right at the bottom as a farm worker, I’m really looking at getting work experiences 

that will enable me to get into the farm environment someday.” – Son (25) 

 

Case 4:  Unclear succession   

“I would like to get involved one day as I want to make my father proud and make good 

money.” – Son (14):  

“My dad has three farms he was considering to sell the other one, I kind of considered 

buying the other one, but I was not sure what I would use it for and it would also mean that 

I would have to go and stay in Senekal.” – Older Son (29)  

The key learning from children in case 1, was that they all had a favourable perception 

about living on a farm, thus it made the decision easier for them to go back. The daughter 

felt that she had achieved a sense of accomplishment with her past career prospects, but 

was at a stage where she felt she wanted a more pleasing and fulfilling life. The children in 

case 2, were motivated by the need to get involved so that they could add value based on 

their experiences from their current careers. They had a relatively positive perception 

about farm life, but had other structural obligations that would not allow them to live there 

on a full- time basis. With case 3 it seemed that they were able to get exposed to other 

career options, as a result did not feel ready to transition on the farm on a full time basis. 

The younger son in case 4 was motivated to one day get involved on the farm, although he 

still had a lot of prospects ahead of him. His older brother did consider once to buy one of 

his father’s farms. He generally did not have a favourable perception about living in 

Senekal.   
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There is little clarity for the incumbents around who the successor will be amongst 

the younger generation.  

What was common amongst all three families was that it was not really clear amongst the 

incumbents who the successor would be. With the family in case 1, all of the three children 

could be the successor. The greater responsibility would most likely be handed over to the 

eldest son, who had been there the longest. The biggest priority for the parents was for the 

children to have sufficient support to handle all the duties .In this case succession would 

be more about the parents handing over responsibilities than handing over ownership.  

Case 1:  Successful Succession 

 “We would like to hand over making sure that they have all the right support to handle the 

responsibility.”-  Mother  

In the case of the second family, the father identified the daughter to be the possible 

successor. She was thinking about leaving her corporate career due to a re- shuffle. Her 

father presented the opportunity for her to handle the financial management on a full time 

basis, as they were looking at prospects to expand the operation.  

Case 2:  Moderately successful succession   

“I will possibly spend another ten or fifteen years here and somebody else must take over 

the family business. I think it will either be my son or my daughter; in fact I want to pull my 

daughter out of her current job to be full time here. I’d like to pay her a salary to work here 

full time doing the finances. She’s going to think about it and ultimately assess what her 

current employer has to offer”. – Father  

The family in case 3 faced a bit of a dilemma. It was easy in the case of the father to 

transition into the family as he was the only son. Traditionally in those days, the son would 

be the first in line to take over from the father. With his children there is a bit of a grey area 
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around which of the children would be most likely to be the successor. Having obtained 

other qualifications may have influenced their decision to come back into the farm.  In case 

4, the father also has the same predicament, where he assumes that the youngest may 

transition into the business even though he has not said it.   

 

Case 3:  Moderately successful succession   

“In my case, I think that is absolutely clear that I would be the successor. But I was not 

going to be the logical successor until I made a decision that I was going to come back to 

the farm. With the children, my attitude has been that they must make up their minds in 

terms of their extent in which they want to get involved in the farming operations. I have 

always encouraged them to go out and get themselves qualified in other directions. - 

Father  

 

Case 4:  Unclear succession   

“The smaller one I think he has potential to come back and look after the farm, he has not 

said it but I can see with the way he acts.” – Father  

 

There is more clarity for the children than there is for the parents around who the 

successor will be amongst them. 

The common finding amongst the families was that the children seemed to have more 

certainty than their parents around who would most likely be the successor. Family one 

acknowledged that in their case they would carry on sharing the responsibilities as they 

are doing currently.  
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Case 1: Successful succession   

“Five to ten years from now is that we may be in the situation of having to take over from 

my dad, but in this case there’s my sister and brother.” – Older son (28) 

With the family in case 2, the consensus was that it would be amongst the older children 

who already played a role. The brother had family responsibilities; therefore the sister 

would be the one who would be most likely to assume the father’s leadership role. 

 

Case 2:  Moderately successful succession    

“It seems to be more like me than my brother, because he’s got his own family so he 

would have to move. Should he move, he would have to consider the needs of his family, 

whereas with me, I don’t have so many obligations” - Daughter (29)  

“It’s most probably difficult to say that, but the most likelihood scenario would be that I 

would have to take the initial responsibility of all this, if my father were to pass away.” – 

Son (35)  

In case 3, the two daughters who were not as involved as the other two children, had their 

careers to serve as reason for not being drawn in. The two who were involved, had a bit of 

interest as they studied subjects within the developmental space that may be linked with 

the farm. With case 4 the younger son would have enough merit to be the possible 

successor, as he had grown up on the farm and also showed some interest.  

 

Case 3:  Moderately successful succession    

“I think my second older sister and I of my siblings are the ones with the most interest to 

get really into the farm, whereas my other two sisters are really into their current careers.”- 

Youngest son (25) 
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Case 4:  Unclear succession    

“The thing is with us we did not grow up working on the farm, but my younger brother did, 

so it will actually make a lot of sense for him to take over the farm.” – Older son (29)  

To compare the degree of clarity between the incumbents and the younger generation 

around who the prospective successor may be, it can be said that the children have a 

better idea, because the decision has to ultimately come from one of them. They ability to 

rationalise their decisions around the successor will be based on their responsibilities in 

their current life and what they hope to achieve in the long run. Parents....   

From the interviews, we found some key insights such as:  

• The assumption that could be made about the black- owned family businesses is that 

even though a rich historical legacy does not exist, there are certain unique drivers that 

have facilitated them in becoming farmers.  

• Within white -owned family operations, the children may have had childhood 

experiences that enriched their interest to get involved in the farming operation, whilst 

the children of the black farmers may have experienced some paradigm shifts about 

farming life which have implications for them to get involved.   

• In families where there is a presence of more than one successor, succession may 

have more to do with transferring responsibilities than transferring full ownership.  

• The value of the children’s past career and future prospects have an influence over 

their willingness to transition into the family’s farming operation.  

• With the most successful family ( case 1), it was evident that there is a positive 

correlation between the children exploring life first in terms of travelling and 

experiencing other career options and their willingness to transition into the family 

farming operations.  
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5.3. Current factors affecting the succession process and sustainability of 

the business  

 

There are certain strategies that the parents can adapt to incorporate the children 

into the business and increase the likelihood of a succession to take place.  

 

 The sector has evolved tremendously from what it was, when the parents in the third 

generation were transitioning into the family businesses.  For all the families there are 

unique drivers and strategies that have enabled them to have a transition process. In 

some of the families seemed to have experienced challenges and barriers. 

There are various approaches that the incumbents can take, to incorporate the younger 

generation into the business at an early stage, thus increase the likelihood for a long term 

transition to take place.  

It was evident from the respondents that parents could play a role in terms of orientating 

the children around the family business and have them possibly transition into it.  Case 1 

has an unusual case whereby all the children (except the eldest) made the decision to 

transition into the family business. The children clearly expressed that it was their own 

choice to get involved and said they felt privileged to have the opportunity to play a role in 

their family businesses.      

 

 

Case 1: successful succession    

“We did not anticipate all of them joining us we were just growing business. There was no 

master plan. I think it has generally been their own choice.  They have said that this is 

where they want to be. We have been extremely fortunate, not to say it was all plain 

sailing.” – Mother 
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The father in case 2 saw the need to let the children get involved as soon as they could , 

as he was building the legacy for them and that it was in their best interest to get involved 

as early as possible. He emphasised the need for involvement from the two older ones as 

the younger daughters were still trying to explore other avenues in life.  

 

Case 2:  Moderately successful succession   

“Based on the discussion I had with my father, he said that if its going to be yours, its 

going to be a legacy thing , whether you like it or not.  It’s in your best interest to know 

what is going on. So the earlier the better.” – Son (35)  

In case 3, the father developed the pragmatic strategy of making each of the children the 

directors of the holding company once they reached age 21 , as he believed they  could at 

that age make a meaningful contributing towards decision making. It is a strategy that has 

worked well for them, as the children could get acquainted with the management staff of 

the operation, and get familiar with the management aspects of the business.    

Case 3:  Moderately successful succession    

“A few years ago I decided that I will bring on the children as directors into the farming 

operation as soon as I reached age 21. They became directors of the company so it meant 

they became fully involved in the strategy of the company, where we are  going, what we 

should and shouldn’t be doing and they also had access information about the family 

operation.”- Father   

In case 4, the father felt the need to orientate the son about farming, by encouraging him 

to take agricultural courses and to doing vacation work on the farm. This may be a good 

strategy, but it would depend on whether the son would be willing or not.  
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“I think I will encourage the 14- year old to come back and take the agricultural courses 

and so forth and send him off to do vacation work on farms.” – Father: case 4  

From the above statements, it is evident that the parents can take certain approaches in 

incorporating the children into the business from an early stage. The children in Case 1 

were able to transition into the business merely because the willingness came from their 

side. In case 2, the father made the children aware that they would have to play a bigger 

role in the long term, therefore, it was in their best interest to get involved from an early 

stage. The strategy of the father in case 3, to make the children sit on the board of the 

company as directors was a good one. This would give them a sense of ownership from a 

young age and could enable them to get acquainted with the management staff and 

systems in place. The father in case 4 it seems would have a more difficult task, as to 

whether his approach to orientate the son by encouraging him to do vacation work on the 

farm would depend on whether he would be willing to do it or not.      

 

The younger generation get involved on the farm, driven by several motives that 

stem from their long -term desires in life.   

In all four cases there were unique drivers that led the children towards getting involved in 

the farming operation. The daughter in case 1 had very good career prospects as a 

chartered accountant with international work experience. She realised however that a 

corporate career was no longer fulfilling and decided to challenge herself with being in 

charge of the operation’s finances. She and her siblings have been happy to embrace the 

farm lifestyle, where the cost of living for them was fairly low living on the farm. From the 

social aspect, they regularly visit their friends in Johannesburg or host them at the farm.    
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Case 1:   successful succession    

“I think the biggest realisation was that corporate life was not for me. I could do it but then 

I realised I did not want to. So it was easy to come back. I love the lifestyle here.”  - 

Daughter 

 

The fundamental driver for the children involved in Case 2, was to develop a level of 

understanding about the farm operation earlier on in their lives.  

Case 2:  Moderately successful succession    

“Well my father set up a trust, just a vehicle to hold all these assets .The most important 

thing is to get involved, and understand what is actually happening so that when he’s no 

longer here there is someone who understands the operations, so as to run a sustainable 

business.” – Son (35)  

 

The children in case 3 wilfully embraced the opportunity of being directors in the family 

business. The daughter in London used her skills as a banker to harness growth in their 

maize trading. It was unclear in case 4 what motivated the young son to get involved on 

the farm.  

Case 3:  Moderately successful succession    

“My dad has been amazing that as we turned 21, we would join the board where we sit as 

directors. He has really tried to include us as much as he can, to teach us about the 

business, so that we are fairly knowledgeable about the high level aspects of the 

business.” – Daughter  

It seems that the children in case 1 were driven by their desire to lead fulfilling lives, which 

they could obtain from pursuing a career on the farm.  The motives for involvement from 

the children in case 2 were driven by the inherent need to play a role in preserving their 
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future inheritance. They understood the need to play a role, even though they were not 

involved on a full time basis. With case 3, the children found that being directors of the 

business was a valuable opportunity to give them a sense of ownership and responsibility 

which may be beneficial when they are ready to get involved in the long run. In case 4, the 

14 year old son who had shown some interest was still too young to understand what his 

long term objectives on the farm would be. He would have to think about what he is willing 

to do to have a level of involvement in the meanwhile.  

 Some of the families had some key success factors that enabled them to have a 

smooth transition process to take place. There are challenges and barriers that 

exist, which have prevented other families to have a smooth succession process.  

The family in case 1 emphasised that it was more about the simple things that have 

enabled them to work cohesively together. The most important thing that was highlighted 

by all the family members was good communication. They believed it was important to 

converse well with each other, to understand all of their perspectives around how to run 

the business efficiently. They hold regular weekly meetings where they get together to 

discuss how each of their operations are doing. The father emphasised the need for these 

meetings to be professional, where each member of the family had a turn to chair the 

meeting, with the structure of an agenda and minutes taken.  

Having a degree of separation in terms of working and living arrangements also played an 

important role, it gave the children and parents autonomy to make their own decisions and 

space to live their own lives, even though they all live on the same property. The daughter 

had her own cottage whilst the older son shared a separate home with his wife. To avoid 

sibling rivalry, the family maintained the notion of keeping one bank account for all the 

operations, as it was a seasonal business. The value of the assets and how they were 
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divided, were kept in a Trust and shared according to each of the stakeholder’s 

contribution to the business.   

The respect for farmworkers was an important aspect that all stakeholders emphasised. 

They believed in having a full understanding of the Basotho culture, as respect for the 

elders is emphasised in the culture. The family spoke fluent Sesotho with the farmworkers, 

which showed their need to respect and embrace the culture of the farmworkers as an 

English-speaking family.  

 

Case 1:   Successful succession    

“One thing we are proud about is that the relationship between themselves has been 

particularly great, which is something that we’d like to keep going. It has been one respect 

and consideration amongst each other.” -  Mother 

 

“One thing that I learnt from my father is to maintain a very good relationship with the 

workers. I treat them with respect which I feel is important. You get more out of it when you 

apply a level of respect than when you do it the other way.”-  Son (28) 

“I think that we are fortunate enough to have our own separate enterprises on the farm that 

we manage to help each other rather than fight about things.”-  Son (25)   

 “Communication is a big thing.  We don’t all have the same opinion about aspects of 

farming, but we have an undertaking amongst each of us to talk about anything we find 

unacceptable. So communication is key.” -  Father   

Despite the fact that the family in case 2 achieved a phenomenal amount of success of 

being profitable over a short space of time, they have a few challenges to overcome in 

terms of uncertainty around their long term plans for the farm. They are currently relying on 
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the expertise of management staff to make it work. In terms of sustainability, they have 

managed to incorporate an empowerment scheme, where the employees have 22% 

ownership of the enterprise, giving them vested interest to make the business work.  

The challenges exist around some of the factors that may hinder the children from getting 

fully involved. The first challenge for the elder daughter was that she still felt the need to 

have a sense of accomplishment in her career at Investec, even though she has the 

willingness to move to the farm someday.  The younger daughter expressed that she did 

not have a level of interest to get involved, as none of her career endeavours could 

contribute towards, the operation’s goals. She did however, state that she would be willing 

to support her sister at any point should she take over her father’s responsibilities 

someday.   

 

Case 2:  Moderately successful succession    

“I am hopeful that they are beginning to see value in what I’m doing and I’m not forcing 

them to do to what I want them to do, I hope they acknowledge that. At least I’m winning 

with the older ones, but younger ones are still trying to find themselves first.” – Father   

“I don’t think I could ever get involved, because nothing I do is going to help the farm. I 

understand that there’s a lot to gain, but I don’t know if I’ll be able to make the transition of 

going to live on the farm.” -  Youngest daughter (21)  

“Well there’ll be an element of having to let go and not pursue my career at Investec as I 

wanted to, if I do this full time.” – Elder daughter (25)  

“You see my sisters are still young and need to establish themselves within their careers, 

so I would not want to drag them into this whole thing as yet. – Son (35)   
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The family in case 3 have a similar predicament as in case 2. The big issue is that the 

family would really like to continue with their legacy that has existed for more than 100 

years. The fundamental problem is that children do not feel a level of readiness to go back 

to working on the farm. Since it is a big operation, it has been able to hire a sound 

management team.  The family does realise that one of the children would have to 

somehow step in the future to take over from the father. In this family’s case the value of 

other career choices will have a significant influence on the younger generation’s 

willingness to participate in the farming operation.    

Case 3:  Moderately successful succession    

“I feel I really got this amazing business that I could run any day, but I really can’t right 

now. Maybe one day we will decide to farm if we find a really exciting prospect.” – 

Daughter (30)  

“Well I think my family would like to very much carry on farming, we would probably be 

cellphone farmers to be practical, it’s an amazing asset and legacy .We would love to do it 

with the right partner.”- Daughter (30)  

The family in case 4 seemed to have many barriers that would prevent the children from 

transitioning and possibly having the business survive over a long period of time. The first 

reason is that the father is currently working by himself on the farm without a management 

team. None of the children have been integrated into knowing about the financial and 

operational aspects of the farm. The son who has expressed a level of interest is still 

young and would not be able to contribute towards the decision making. He also has other 

aspirations of being a civil engineer. The older ones are just not interested in the farming 

operation. The older son highlighted that the father never gave them a chance to feel a 

sense of ownership of all his businesses.  The father feared that the most sustainable 

solution for the farm would be for them sell it, should he no longer be around.   
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Case 4:  Unclear succession    

“Well my children just come and visit, I don’t think they will ever come to stay here. They 

say they don’t know anything; I had to learn everything from scratch. They are just not 

interested.” – Father  

“The other day we were sitting and talking about who would come here to look after this 

after my death. They said they were comfortable to look after the other businesses, but 

farming, they are scared to come here.” – Father 

“I’d feel really good about going to agricultural college, but I still want to do civil 

engineering. Civil engineering is my first priority.” – Son (14)  

“Farming does not fit into my personality, I love to travel. I love the city life, so I don’t think I 

would be able to do all of that in Senekal. Someone would have to hit me with a brick on 

the head to change my mind but for some reason.” - Older son (29)  

Growing up, I felt that my father was very protective of us and his businesses, so growing 

up it kind of made me feel that those businesses are his and not the families. That’s why 

I’m here and not there. I have actually made peace with it.  Actually that’s what I want. I 

don’t want to be part of it. I’m comfortable with what I’m doing.”  -Older son (29)  

The merit for case 1‘s successful transition process was their ability to highlight the key 

factors that will contribute towards the family working harmoniously together. 

Communication was emphasised upon, as the most important component. They found 

value in having a degree of separation in their roles on the farm.  The parents gave them a 

sense of ownership by allowing them to manage their own enterprises. The challenge 

around case 2 having a successful transition process was that the children, who showed 

the interest felt the need to accomplish certain goals within their current careers, therefore 

could not make a decision to get fully involved. The eldest son also felt strongly about the 

 
 
 



Research Project – Mosidi Modise                                                                                          
77 

 

importance for his younger siblings to establish themselves within other career avenues 

before they made a decision to get involved in the family business. The barriers around 

case 3 having a successful transition were that the children felt compelled to explore other 

career options first before they got involved. They were already looking at how they could 

do it on a part time basis to be practical, as it would allow them to the degree of flexibility 

they need. case 4 was particularly challenged around ever having a chance for a 

succession to occur. The fact that the older children were already looked at selling as an 

option in the long run meant that the father would have to work very hard to at least have 

buy-in from the younger son to get involved. It was interesting to see the importance of 

giving the children a sense of ownership, as the lack of it in case 4 made the older son 

hesitant to get involved.  

 

The issues around succession are unique to each of the families’ dynamics and are 

tackled differently.  

Evidently each family has handled succession differently in order to adapt to situations that 

are unique to their family dynamics. They all had a mutual agreement that it is a process 

that should be planned for well in advance. None of them had it written down on paper. 

They all had estate planning issues documented, but not who the plausible successor(s) 

would be. For the family in case 1, succession was a current topic for them at the time of 

the interview as the younger brother was planning to join the operation on a full time basis. 

They understood that the business has to grow, therefore were planning to go away in a 

month’s time to discuss all the pertinent issues.  
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Case 1: Successful succession   

“One thing for sure is that it’s not something that you can do overnight. The parameters 

around how long it should take I think, should be between a periods of ten years. I think 

that plans should be in place.” – Father 

“We’ve been looking at it for some time and had a plan in action, I’m not sure if it’s on pen 

and paper. It should not be a rigid process; there should be some structure which allows 

for some change.” – Mother 

“We are going to have to grow the operation so that somehow we have enough to share.  

In a month’s time we are going away for a few days to chat about this. The idea of getting 

away is to not have any influences of the farm and being distracted. We want to just focus 

on what the future holds, whether we can expand in the area.” - Older son (28) 

We would like to phase this over a period of five years where I hand over my 

responsibility. We will probably to stay on and make some sort of contribution and fit in 

where we have a position to, probably on an advisory role.” – Father 

Case 2:  Moderately successful succession    

 “As much as there are workers on the farm, it is important for us to have a presence. You 

have to be part of it somehow and be able to overlook things.” – Daughter (29)  

We do not really speak about it formerly we talk within and share on how this is to go on. I 

think there should be more emphasis on having a trust.” -  Father 

Case 3:  Moderately successful succession    

“We always have big discussions about that, almost twice a week over the phone, it’s very 

top of mind because it’s a big business. My brother has felt a lot of pressure to go back to 
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the farm, but I don’t think he wants to. He is keen to explore other career lines that will 

enable him to understand how the farm operates but not to come back to it.” – Daughter 

“We discuss issues around succession on a high level yes, but not in the detail that is 

expected.” – Son 

One of the problems with case 4 not being able to have a clear succession is because 

they do not speak about it in detail amongst each other. Although the father has the fear 

that the children will decide to sell the farm should he pass on, he could engage with them 

about his desired alternatives from selling.    

Case 4:  Unclear succession    

“I certainly think that succession planning differs from person to person. It is not a problem 

that exists within black families only; it’s also in white families. It’s not always easy to say 

your child must follow into your foot steps.” – Father  

“I told them that one day when I die I hope to be buried here, and they told me that I can’t 

be buried here as they might want to sell the farm. I advised them not to sell the farm 

because their kids might probably like it. My recommendations were they should rather 

lease it out, get money monthly or yearly for them to sustain it. They should not sell it. I 

really don’t want them to sell it; in fact they won’t sell it. I would honestly feel bad. I mean I 

have invested all the money I have to grow the farm” – Father  

 “We do not really talk about succession, we might talk in general but we don’t talk in detail 

of what the plans would be.” – Son (29).  

Evidently, each family has adopted unique strategies to tackle the issues of succession. All 

of them can concur with having regular communication about it. The issue of succession 

was a prevalent issue for case 1 as they had to make decisions around what their long 
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term plans were. Case 2 found it more valuable to have a Trust as it put all the estate 

planning issues into perspective. A Trust does not however, outline the pertinent issues of 

ownership and leadership in the long run. The children in case 3 regularly discussed 

amongst themselves the issues of success. It was obviously a challenge they would have 

to overcome in the long run. In case 4, the issue of succession is an emotional one where 

the expectations from the children differ from that of the father. The father would really like 

to see the legacy of the farm being under the family name go on, the only problem is the 

children are already considering the option of selling.  

There is value in having outside advice to give an opinion on the succession 

process.   

All the families interviewed with the exception of case 1, did not see the need to involve 

outsiders in planning for the succession process. They felt that it was something that only 

the stakeholders involved could decide upon.  The family in case1 thought it was beneficial 

to have an outsider’s perspective in the whole process, as they could look at situation 

objectively and take into consideration the needs of both generations involved.    

Case 1:  Successful succession    

“We have a meeting scheduled next month, with a guy called John von Helm who has 

always been very familiar with the farm operations, the ownership and structure. The main 

objective is to address everyone’s expectations and objectives to see how they can best 

be accommodated. We want him there because he knows the family well but can look at 

the situation objectively.” – Father  

Case 2:  Moderately successful succession    

“We don’t really have outsiders helping us,  because I feel succession plan should come 

from you, you need to nurture it, you must give your role players a chance to see value 
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and allow them to see whether it will be beneficial for them, because if you force them to 

come in here surely they’ll reject it because they are not ready and so forth.” – Father  

The families in case 3 and case 4 had the same opinion as the family in case 2. They 

made use of outside advice for the purpose of estate planning only. Pertinent issues 

around ownership by the next generation had to be discussed amongst the stakeholders. 

The families would have to consider identifying some outside advisories who could be of 

help when the time came to implement the process.    

Government policies have an influence in the parent’s opinion towards the long 

term sustainability of the family business.  

The role that government has in terms of policies and talks around nationalisation has 

played a significant role in impacting the sustainability of the sector as a whole. For the 

parent‘s in the white owned operations, the issues of land ownership served as a threat 

towards the long term sustainability of their operations. The black farmers felt that 

government has presented a lot of opportunities for them, which would not have existed 

without those policies being in place.    

Case 1:  Successful succession    

 “One is unsure of what the political situation may hold. There are people talking of 

nationalization and land grabs. Zimbabwe was a real example of what can happen if 

matters are not handled appropriately, so I think it’s important to retain the confidence of 

the rolepalyers about the future.”- Father  

We are hoping to incorporate our employees in some sort of BEE deal which is now on the 

table for discussion. So we really feel strong that we would rather be empowering our own 
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people than empowering some political outsiders that are not involved in our business”   - 

Father  

Case 2:  Moderately successful succession    

 “I mean the government really needs more commercial farmers; I’m one of the few 

successful black commercial farmers that they have managed to help in the country.”  - 

Father  

Case 3:  Moderately successful succession     

“It was brought to my attention the other day that every agricultural sector in the country, 

with the exception of chicken farming has declined considerably in the past 26 years. You 

know one may ask the reason why, one of the contributors I can think of, clearly is political 

uncertainty about land ownership going forwards.” – Father 

Case 4:  unclear succession   

 “The government has helped me a lot , when we started here we were a group of 12 

farmers and government bought us a set of implements , they bought us all the things we 

needed to operate, then four years ago they started buying us inputs . Here and there they 

have given us cattle to rear.” – Father 

The white farmers felt that they needed to consider other strategies for sustainability in 

order to adapt to the current situation. It was that of formulating BEE schemes around their 

business model. From the evidence it is clear that there are some mixed feelings around 

whether government’s role in the sector is beneficial or detrimental towards the 

sustainability of their enterprises.  
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In the children’s opinion, government does have an influence towards the long-term 

sustainability of the business, but is manageable.  

The children in all cases have a pragmatic view of government’s influence. The white 

children understand the threats that exist, but are still willing to work under the pressures 

and be adaptive. They feel that all the political uncertainty is causing the sector much 

needed investment. The black children had a view that the policies that were implemented 

have brought many opportunities to black farmers. They are however, flawed and have 

potential to have a negative impact on their own operations in the long run.   

Case 1:  successful succession     

 “The political situation with the land redistribution is a contentious point. I think there are a 

lot of factors facing the agriculture industry. Its going to be very interesting what will unfold 

in the future. – Eldest son (28) 

If say a farm attack was to happen then I would not risk the lives of my family to continue 

doing this, I would have to lose the legacy that I’m trying to build for the safety of my 

family.” – Eldest son (28)  

“Everything is all subtle, like this new land tenure act, protection laws. These acts have 

given farm-workers significant rights at the expense of farm owners so in a way it’s 

nationalising the land without really nationalising it.” – Daughter (31) 

“I feel that government policies are impeding the agricultural sector. You will find that there 

will be less interest upon farmers in investing in infrastructure surrounding the uncertainty 

of the current programmes that are being pushed forward by government.” – Younger son 

(25) 
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 Case 2:  moderately successful succession     

 “Farming is a very important piece of the puzzle for our economy. So I dare say that any 

government that does not take care of its farmers is signing a recipe for disaster. – Son 35  

Unfortunately what drives politics is not the same as what drives business. Politicians are 

more statistically orientated whereby they look at things like 30% of land should be in the 

hands of black people. I think like any industry there needs to be balanced systems in 

place. - Son (35) 

I think the government was overly ambitious with their policies, even though it has created 

a lot of opportunities for black people, but unfortunately the opportunities have been 

created with a short – term view, as when you look at farming it requires a lot of capital.  

You don’t just wake up one day and decide that you are going to be farmer.” – Son (35)  

Case 3:  moderately successful succession     

“The politics in the country its a big concern for us, we do believe in more black ownership, 

we really do, but we are concerned that the ANCYL  will one day walk on our farm and say 

thank you very much it’s ours. I think people like Julius Malema are putting the fear of God 

in farmers. It’s my parent’s sole income and asset.” – Daughter (30) 

“There’s a lot of pessimism around white farmers who feel the best option is to leave, but I 

have a different attitude towards it. The political issues and the news you read in the 

newspaper. I just think that the newspapers just make things seem to be worse than they 

are. I just feel that we need to just get on with it.” – Son (25)  

“The government needs to acknowledge that LRAD has not worked. I agree with it as part 

of our development as a democracy, but I think they could change their approach in terms 

of how they doing it.” – Son (25) 
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In the children’s opinion, the political situation poses a lot of threats but they acknowledge 

that they have to be proactive about dealing with them, as the politics will have a bigger 

influence on them than on their parents.  Surprisingly the black children do not see the 

opportunities that government created for black farmers to be beneficial in the long run.  

In short the interviews suggest:   

• It is important to incorporate the children in the family business as early as possible. 

That must be governed with giving them a sense of ownership to give them some 

vested interest. 

• It is not only the hard issues but the soft issues such as respect, communication and 

harnessing cohesiveness that will enable a smooth transition process to occur.  

•  Oftentimes the need for the children to feel a sense of accomplishments in other 

career avenues can serve as a hindrance, towards them transitioning into the family 

business.  

• It is imperative for families talk about succession and plan for it in advance. The 

process may not be documented. The most important issue is to have a degree of 

flexibility around it.  

• In the view of the parents, government’s current role in their policies may have created 

opportunities for black farmers. They have in the process created threats for white 

farmers in terms of the long term sustainability of their operations.  

• The white children have a more objective opinion, whereby they feel that even if 

government may have posed credible threats to their operations, they are willing to 

adapt and continue farming. 

•  The black farmer’s children have a view that the opportunities created by government 

are short term and may have negative implications for their own operations in the long 

term.   
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  5.4. Future Orientation for the stakeholders  

Despite the political instability, all the stakeholders are relatively optimistic about moving 

their agribusinesses forward into the future. The white farmers do however; see the need 

to make some structural adjustments around the ownership aspects of their enterprises. 

Going forwards there will be a need to have more collaborative efforts between white and 

black farmers, to redress the past historical dispositions of land ownership. All the farmers 

felt that this ought to be done in a way that does not send the sector backwards, but is 

done in a manner that promotes the economic development for agriculture.     

The parent’s have a relatively unique perspective of what the future may hold for 

their family owned businesses.   

In the case of family 1, the parents felt that the children are going to be facing more 

responsibilities and challenges that are more complex than when they started out on the 

farm. They feel that the issues around land ownership are going to have an impact, but 

the younger generation should have a level of resilience and keep on working together to 

overcome them. The father in case 3 felt strongly that the lack of collaboration between 

black and white farmers was impeding the sector from progressing. In the future 

government ought to be more open to leveraging on the expertise of white farmers; 

otherwise the brain- drain of skilled farmers to Zambia and the DRC will continue to grow.   

 

Case 1:  Successful succession   

“The responsibilities and challenges for our children are going to be different, more than 

what we had to face, we just need to keep going. They have to deal with the current 

challenges of labour and land redistribution, which is going to keep them busy.” – Father 

 “I think they will be able to move things forwards pretty well, as long as they communicate 

well together.” – Mother  
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Case 2:  Moderately successful succession   

You cannot work in isolation in this industry, you have to play a part as a member, a 

neighbour, and obey neighbourhood rules. You need to be part in parcel of the programs 

that are available where you are farming, then you will gain acceptance and they will start 

sharing and helping. – Father  

Case 3:  Moderately successful succession    “We need to be expanding agriculture and not closing it down is that the much needed 

jobs in the country can be created. We have to do it we’ve got to get the basic principles 

such as training, mentorship, management contracts. – Father   

   

Unfortunately we have to learn from all these failures to get it right. It’s difficult for people 

to learn from the failures of other countries.”   - Father  

 

 Zambia’s agricultural sectors are competing heavily with South Africa and guess who’s 

running it? It’s the white farmers from Zimbabwe and here; it’s bloody crazy! – Father 

From the interviews it was evident that the white parent’s biggest concern was around the 

political instability. They would like to see the issues settle without compromising the 

sustainability of their farms. The black father in case 2’s main goal was to ensure that he 

has a sense of solidarity and acceptance from the established farmers in his region, so 

that he could get support from them as a new farmer from a knowledge and social 

perspective.  
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The younger generation has a different view from the incumbents of what the future 

may hold for their family owned businesses.  

The children in the white-owned farms expressed their contention about the political, 

circumstances, but they were willing to embrace the opportunities of collaborating with 

black farmers through empowerment deals or as investors, as they feel the need to see 

more land in black people’s hands. The children of the black farmers were looking at 

prospects of being more involved and were not very positive around the whole notion of 

nationalizing the land. When the researcher asked the 14 year old  in case 4 if he were to 

get a scholarship to go and study at the best agricultural school overseas, would he take 

the opportunity, considering that he also had aspirations to be an engineer. His reply was 

that he would take the opportunity and then study civil engineering afterwards. His 

statement showed that the father would need to start considering how best he could 

enable the son to have an interest around farming in order to preserve his legacy.  

 

Case 1:  Successful succession   

“If the political situation gets too unstable then we would have to consider other 

alternatives. The idea would be to farm somewhere else”. - Son (28) 

 

“You can’t be set in your ways that were relevant 50 years ago. Empowerment deals, I 

think are fantastic. I’d love to be given a sense of accomplishment to know that I uplifted 

them in some way.” – Son (28)  

 

“My first objective as a farmer and planning for the future is to be sustainable. I feel that 

being sustainable not only helps to keep yourself alive or your farm running, but it entails 

keeping the farm land for future generations and giving them all, if not more opportunities 

than what we have managed to receive.” – Youngest Son (25)  
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Case 2:  Moderately successful succession   

 “I would like to see myself get involved in the slightly upper stream side of farming as I 

see that farming is a great contributor to the GDP. I would like to get involved in the 

beneficiation part, particularly on the value adds side”. - Son (35) 

“The government has truly made mistakes in the whole land redistribution process and will 

continue to do so in the future. Should they nationalise they will then realise 5 years later 

that it was maybe not such a good idea.” – Son (35) 

Case 3:  Moderately successful succession   

“We are kind of looking at how we can get involved in influencing black wealthy 

businessmen to get involved so that it’s seen as a partnership and not stigmatized, then I 

think agriculture might take off again.” -  Daughter (30)  

 

I’d like to see white farmers and black going to farmers unions together, not where you 

have them segregated like where I come from.  I’d like to also see rural development 

happening again.  Our town is really a disaster.”  - Daughter 

 

Case 4:  Unclear succession   

“I think when I’m about sixteen or seventeen, there I will be ready and willing to go onto the 

farm and I would be happy with that. - Son (14)  

The interviews highlighted that all the children in the families had relatively positive 

prospects and would like to see themselves more involved in the future. The children in 

case 3, felt really passionate about driving collaborative efforts for black and white farmers 

to farm together, using the government opportunities to create a more diverse and racially 
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representative  sector in terms of land ownership . They felt strongly that the current 

possibility of nationalizing land might be to the detriment of the sector. The son in case 1 

thought the situation would encourage them to consider farming in another country.  

 

There are some key considerations from the established commercial farmers that 

emergent farmers can learn from. 

With the government putting plans to empower more emerging black framers, there are 

lessons that they could learn from the experiences of these families. All of them 

emphasised that farming needs people who can be hands-on from the onset and have a 

long term interests in it. It is a highly capital intensive operation, that requires a high 

amount of skill to thrive in. They also gave advice on how to incorporate they younger 

generation into it, that the sooner they could get involved, the more likely they will develop 

a level of interest.  

 

Advice from stakeholders  

Case 1 – white farming family  

 “One thing I would say is it’s not a short term thing. There are many variables involved in 

agriculture that cannot be grasped overnight. It takes a long time to appreciate and 

understand farming.” – Father  

I think it’s absolutely imperative for the role-players to be very passionate about what they 

doing. If they only doing it merely as an occupation and not without any passion I don’t 

think they will succeed easily.  
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In terms of succession, you would have to have a younger generation WANTING to come 

in. There must be a desire from the other side to want to come in. – Son (28)  

“I think farming as a viable business requires some certain level of skill. Currently this skill 

is underestimated. If you look at emerging farmers that are given a piece of land, they are 

not given the level of skills support to do it, as a result, they fail.” – Daughter 

“Well I think the first thing you have to identify is if they are looking at it from a family point 

of view. You then have to identify if they have children to take it over, the worst case 

scenario is trying to force some level of interest that is not there.  – Son (25)  

Case 2 – Black farming family  

“I know a couple of these emergent farmers and for them it’s a status issue. They just want 

to go there as a lifestyle thing and are not really interested to farm. All they just want say to 

people is they have a farm which they go to over the weekend and own hundred cows.”-  

Son (35)  

“I think farming is a capital intensive operation, it needs people who are serious about 

farming who are not casual, or not people who take farming as a weekend activity, coming 

from Johannesburg to do all of that. The majority of failures have been because of people 

do not overlook their operations.” – Father  

“I strongly believe that nothing beats experience, so my advice would be for them to get as 

involved as possible; to understand how things operate as farming is a very difficult job, 

not for the faint hearted.” – Father  

“So in order to get the right succession planning going you need to get  the successors 

involved in the planning, execution and daily decision making.” – Father  

 
 
 



Research Project – Mosidi Modise                                                                                          
92 

 

Case 3 – White farming family  

“We would like to see some openness to the idea of, black wealthy businesspeople buying 

the farms. We would like to share our knowledge with   them by teaching young up- and- 

coming black farmers to farm and set it up for a period of five years, so they know how to 

run it in a profitable manner”. – Daughter  

Case 4 – Black farming family   

“My advice for them is that if they can start farming with their kids .If government gives 

them a farm then they must take one of the kids who are interested and start working with 

them. The ones who are interested will see the importance of it.”  - Father  

From the above evidence emergent farmers need to consider having a great level of 

commitment in order to make their farms successful. They must conceptualise strategies 

around succession, by analysing which of their children would have the willingness to get 

participate in farming and to get them involved as early on as possible.  

In terms of the future of the stakeholders the interviews suggest:  

• In the parents’ opinions, the policies around land ownership have created opportunities 

for the black farmers, but have created credible threats o the long term sustainability of 

white owned farms.   

• In the future, white farmers will have to consider strategies around collaborating with 

black farmers from a knowledge exchange perspective and will have to consider 

empowerment deals.    

• The black farmers would like to work towards a sense of solidarity and acceptance 

from the white established farmers in the future.  
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•  With the number of black emergent set to increase in the future, the interviewees had 

thought that the emergent farmers ought to put the following factors into consideration:  

o The farming is a labour intensive career that needs to be done on a full time 

basis as it requires a high amount of skill that is currently underestimated.  

o It is important for them to identify if the younger generation want to get involved. 

If they, do then it would best to start farming with them from a young age, so 

they can appreciate the value of it early on.  

o In order to get succession planning going, they must have the younger children 

involved in the planning, decision making and execution of ideas.    

5.4 Conclusion  

This chapter presented the results obtained from the interviews carried out with the 

families on four family-owned farms in the Free State.  

From the interviews the results showed that there are significant differences in terms 

succession planning and in the long-term prospects of sustainability for each family. It was 

identified that those family that had more of their prospective successors participating in 

the family businesses, had a successful transition process.  

These processes were driven by the influences of their cultural legacy, where they are in 

their life stages and what their prospects are for the future.   

Some of the families experienced some barriers that were unique to their family dynamics 

and some shared commonality in patterns. The need to assess these dynamics was driven 

by the initial research propositions: Firstly that succession is a key contributor towards the 

long-term sustainability of family owned agribusiness; and secondly that South African 

family-owned agribusinesses experience unique opportunities and challenges which shape 

the prospects of their long term sustainability differently.   
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In the following chapter the third proposition, that the conceptual model of succession is 

somehow generic and does not consider other dynamics which may affect the satisfaction 

of the stakeholders involved with succession, will be compared to what literature says as 

well as to the findings. An analysis will also be done to identify linkages between literature 

and the research findings.  
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Chapter 6                                                           Discussion of Results  

6.1 Introduction  

This chapter reflects on the main findings of the research and aims to create linkages 

between the literature that had been reviewed and the research results. The foundation of 

creating these linkages is based on the research propositions. The main findings from the 

previous chapter have been tabulated to facilitate an overall cross -case analysis that will 

be included the discussion in relation to the propositions. The propositions will form the 

headings of each sub-section. Other key insights pertaining to the research gaps that were 

obtained through the findings will be discussed in this chapter.  

Table: 7 Comparative analysis of the four farming families  

Key insights from 

analysing results  

Case 1:   

Successful  

Succession  

  

White family  

Case 2:  

Moderately 

 Successful 

Succession  

Black family  

Case 3:  

Moderately 

Successful 

Succession  

White Family  

Case 4: 

 Unclear Succession  

 

 

Black Family  

 

The past, paradigm 

shifts and cultural 

orientations which 

have an influence on 

the succession 

process  

The culture of passing 

the baton from one 

generation to another 

stems back as far as 

the children’s great-

grandfather. They 

were encouraged to 

travel and experience 

other career options, 

beforehand, which 

increased their 

willingness to get 

involved.   

The father had always 

aspired to own a farm 

as part of his 

retirement plan. The 

children never had 

strong view of farming 

as a viable business 

option. They 

encountered some 

positive paradigm 

shifts as soon as they 

got involved and saw 

the benefits to farm.    

Although the family 

had a rich legacy of 

the owning the farm 

for more than 100 

years, succession 

was still unclear 

amongst the children. 

Unlike with the father, 

it was obvious that he 

would be the logical 

successor, although 

by choice.  

The father, a 

businessman, bought 

the farm as part of his 

diversification 

strategy. The older 

children had a 

negative perception 

around about farm 

life. The younger son 

had childhood 

experiences on the 

farm which may have 

sparked an interest to 

get involved later.    

 

Parents’ strategies 

around influencing a 

positive succession 

process & 

Challenges and key 

enablers around 

All the children made 

their own decisions to 

get involved, as they 

preferred to have a 

farm lifestyle.  The key 

enablers for their 

success was having 

The farm became 

highly profitable within 

a short period. The 

father encouraged the 

older children to get 

involved earlier on as 

he was building a 

The father made all 

the children directors 

of the holding 

company when they 

turned 21. This 

enabled them to have 

a decision making 

The father did not do 

anything to engage 

the children around 

the farming operation. 

He made the 

assumption that the 

younger son will want 
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succession  good constant 

communication, a 

degree of separation 

in their roles, respect 

for each other and 

their staff. 

legacy for them. The 

challenge was with 

the younger children, 

who did not want to 

play a role as they 

wanted to explore 

their lives on their 

own first.   

role and understand 

the operation from  an 

early stage. The 

challenge was around 

the children wanting 

to explore other 

career options before 

transitioning.  

to get involved 

someday, even 

though he has 

aspirations to become 

an engineer. He was 

thinking about how he 

could get him involved 

from an early stage.  

  

Unique strategies 

for each family in 

handling the 

succession process 

and the value of 

outside advice  

The family believed in 

planning for 

succession 5-10 years 

earlier on that was 

flexible and not rigid. 

They found it useful to 

involve outside 

advisors who could 

provide an objective 

point of view.  

The father believed 

that having a Trust 

was more important 

than having the 

succession plan 

written down. It 

should be something 

that involved 

stakeholders only.   

The father believed in 

putting strong outside 

management 

strategies in place. 

The children discuss 

amongst themselves 

on a regular basis 

how best to carry the 

business forwards.   

The father hoped that 

the younger son 

would take over, but 

he still had the fear 

that they may sell the 

farm one day, when 

he was no longer 

around, because of 

their unwillingness to 

carry on with it.   

The role and impact 

of government on 

the long term 

sustainability of the 

enterprises  

Current policies 

around land 

ownership and talks of 

nationalisation are 

posing credible 

threats towards 

sustainability in the 

long term and are 

impeding the 

agricultural sector. 

The family is looking 

at formulating BEE 

Schemes for their 

employees.  

The father feels that 

government has 

created a lot of 

opportunities for black 

farmers that would 

have not existed 

without the policies. 

The children think that 

some of government‘s 

policies are over-

ambitious and will 

only create short-term 

benefits.  

The father‘s view was 

government is 

creating political 

uncertainty that is 

causing the sector the 

much needed 

investment. The 

children also feel the 

need to continue 

farming despite the 

challenges, but 

government must 

change how they 

want to implement 

policies.  

Government has 

assisted the family 

towards key inputs for 

growth and 

sustainability, but has 

not helped them 

towards formulating 

plans for sustainability 

in terms of how 

families can plan for 

succession.   

The future outlook in 

terms of the 

perpetuity of each 

family owned 

agribusiness   

The family’s objective 

is to keep to the 

farming operation 

going, but feel that if 

the political instability 

persists they might 

have to consider 

farming elsewhere.  

The children would 

like to get involved in 

the value adding part 

of the farming value 

chain and feel that 

through good 

leadership the right 

policies will be put in 

place in future.   

The family advocates 

for collaboration 

between black 

emerging farmers 

working together with 

skilled white farmers 

on a management 

basis as a long term 

sustainability plan.  

The son would like to 

get more involved 

when he is 16 or 17. 

The father’s only hope 

is that the children do 

not sell the farm in the 

future, but rather 

consider leasing it out 

whilst they own it.  

Lessons that can be 

imparted  to 

emergent farmers  

Farming takes a long 

time to understand 

and appreciate. The 

Farming is capital 

intensive and requires 

full time commitment 

The family would like 

to see more openness 

to the idea of wealthy 

They also believe that 

farming ought to be 

taken seriously as 
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skill required for it to 

be successful is 

currently 

underestimated. The 

younger generation 

should have the 

inherent desire of 

wanting to get 

involved.  

to make it work. 

Majority of failures 

occur as people do 

not overlook their 

operations. To get 

succession planning 

right, the successors 

must be involved in 

the planning, 

execution and daily 

decision making.  

black people buying 

farms , working 

together with skilled 

white farmers on  5 

year management 

contract where they 

skill up young            

upcoming  famers  

until the operation is 

sustainable and 

profitable.  

there are many willing 

farmers who would 

work well if given the 

opportunity to own 

land. They ought to 

start farming early on, 

upon acquiring the 

farm with the children 

that are interested so 

they can see the 

value of it at an early 

stage.    

 

6.2. Proposition 1 Discussion:   

 

Succession planning is a critical element in determining the long term sustainability of 

family -owned agribusinesses. 

Venter et al., (2005) suggested that the failure rates experienced by family businesses 

seemed to be considerably higher than in normal enterprises: less than 30% survive to the 

second generation and only 14% survive beyond the third generation. In the cases 

interviewed, two of the white owned family businesses survived through their third 

generation and were going towards their fourth.  

This can be supported by the fact that farmers are nearly five times more likely to have 

followed in their father’s footsteps than non-farm business owners. The longer the farm 

has been operated by the same family, the higher the probability of it being transferred to 

the next generation (Glauben et al., 2009). 

The process of implementing a succession plan is imperative to providing the family 

business with identity, stability and continuity (Harveston et al. 1997). This was evident in 

the two black owned families’ operations which were currently led by the first generation. 

Both had the intention to build a legacy for their children. There were key considerations 
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on how to get the children involved. They had to get them involved from an early stage to 

see the value of the business.   

According to literature, there are some cases in which successors in family businesses 

exert a level of interest and readiness to take over ownership of the enterprise. The 

necessary conditions are that the successor should have the inherent desire from a young 

age to take over the businesses. They must feel happy and proud to be part of the family 

business, find opportunities in the family business more challenging than anywhere else 

and see the monetary value of working in the business. (Venter et al., 2005).  

It was evident with the family in case 1, that this theory holds truth. All the children could 

easily assume a role from a young age because they had already explored other career 

options, as in the case of the daughter, who worked as a charted accountant in London 

and New York. They found working on the farm equally challenging, as each of them was 

responsible for the success of their own operations by leading other people to run them 

successfully.  

The monetary value of working in the business was not a key priority for them in the short 

term. They put more emphasis on wanting to have the benefit of enjoying a farm lifestyle. 

They did, however, see the need to be involved so they could expand the value of their 

future inheritance.  

Churchill and Hatten (1987) implied that family operated and owned businesses where the 

next generation is being educated to take up professions different to the family business 

do not qualify as family businesses. In the case of family 3, the children were encouraged 

to take up other professions, but they still had a role to play as directors of the operations’ 

holding company. One could argue that this qualified the business to be a family business, 

notwithstanding the implications of Churchill and Hatten (1987).  
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Glauben, et al., (2009) argued that education also plays an important role in influencing 

the succession process in family owned agribusinesses. They found that specialized 

education in agriculture does not have a statistically significant effect on the likelihood of 

succession by the younger generation.  

This is true, as all the children interviewed with from the families except the youngest son 

in case 1 did not have an educational background that is directly linked to agriculture. They 

all contributed their knowledge from existing or previous careers to add value in the 

running of the operations.  

Another statement that Glauben et al. (2009) made was that having non-agricultural 

education does have an influence, as it increases the options that the future successor 

may have to generate off-farm income. Farms that are large and specialised tend to 

generate more farm income thus, increasing the likelihood of transitioning within the family, 

because the children view the farm as having the potential to secure income for them in 

the future  

The findings from case 3 create a bit of a paradox around this statement. The primary 

challenge why the children could not transition into the farm completely was that they still 

wanted explore other career options, and thus generate off-farm income. This family had 

the largest and most specialised operation of all four families, but the children still did not 

see it as a vehicle for them to earn an income by being more engaged in the operation. 

They were still considering whether they should enter it in the future.  

Hersch (2005) suggested that there is a degree of sensitivity around the issue of 

succession by parent-owners, who often have difficulty in facing the fundamental issues 

such as when to disengage in the controlling of the business; how to divide the assets 

among competing siblings and how to choose the right successor among family members.  
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The findings from case 1 are somewhat contradictory to this statement. The parents 

maintained that when each of the children showed a level of interest in getting involved, 

they would devise a strategy on how each of them could be in charge of their own 

enterprises and that the income generated would be managed though one joint bank 

account.  

Hersch (2005) seemed to argue that choosing the successor is always the decision of the 

incumbent. It seems however, who the successor would be depended on which of the 

children were interested in getting involved and where they were in their life stages.  

 

In case 2 for example, the most likely successor would be the older daughter rather than 

the son. She had far less family responsibility than the son.  

In case 1 there was evidence of more than one successor, so the parents would not have 

to consider handing over the leadership role to one of the children while the others assume 

taking over their responsibilities. The overall argument is that the decision making power of 

who the successor would be in the context of these farming families was in the hands of 

the children, based on their willingness to take over, and not in the hands of the father.  

 

The key challenges that were faced by the family in Case 4, with less likelihood of a 

successful transition process, were corroborated by Venter et al., (2005) who believed in 

the importance of support in terms of mentoring and skills development from the older 

generation as well as the relationship between incumbent and the successor.   
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The findings indicate that one of the key barriers faced by case 4 was that the father was 

not making an effort to mentor the 14 year old son who had shown a level of interest. He 

would have to communicate with the son on a regular basis to assess his willingness to 

get involved later and consider the option of giving him responsibilities over the school 

holidays to work on the farm and earn additional income. 

He would also have to consider giving the son the option to study agriculture as a second 

option to engineering, and to get other young people who are in the field to mentor him. 

The importance of the relationship between the successor and incumbent is pertinent as 

the father in case 4 had some irreconcilable differences with the older son that ultimately 

led him to not want to get involved in any of the family businesses. He felt that growing up 

the father did not want to give them a sense of ownership towards his enterprises they 

were involved in.     

Demers (2005) commented on a wealth survey that was conducted in Phoenix in the 

United States. It assessed 1 514 small business owners with a net worth exceeding $1 

million. 63% of the respondents had no business succession plan. Another 50% did not 

have an exit strategy or continuation plan. Only 48 % of those planning to exit within five 

years had a succession plan. These results showed that planning for succession is often 

given a low priority.  

The results from the interviews in this research paper showed that the families did give 

succession high consideration, but did not see the need to have it documented, as it ought 

to be a process that allows for a degree of flexibility. Constant communication regarding 

the process was the key priority. 
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6.3. Proposition 2 Discussion:  

South African family owned agribusinesses experience unique opportunities and 

challenges which shape the prospects of their long-term sustainability a unique manner. 

Racial differences are significant factors that play a role in creating a unique context for 

family owned agribusinesses in South Africa.  

Most of the literature that was reviewed on factors like succession planning that would 

affect the longevity of an agribusiness comes from abroad. It lacks the dimension of how 

the politics in the country have a big role to play, and it doesn’t consider how context for 

farming families differs between the black and white racial groups.  

Maas (2010), believed that generational gap problems existed within South African family 

business. The differences were caused by the contradictory views of economic 

opportunities between generations, which create barriers to the transition process.  

To uphold Maas’ view, the father in case 3 is highly educated and would have probably 

succeeded in any career avenue. He chose to become a farmer, as farming in the 1960s 

was a highly profitable business to be in and there were a lot of opportunities available for 

him to grow and expand the operation.  

His children, however, acknowledged that farming was currently no longer as profitable as 

it used to be and they felt the need to explore other career benefits that will give them 

social and economic benefits.  

The pervasive political situation also gave them mixed feelings around whether they 

should invest their career prospects in an industry that could be highly challenged in the 

future.   
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Farming tends to have certain stigmas attached to it in South Africa. These perceptions 

may stem from the cultural background of individuals in the context of farming. The aim of 

this study was to investigate how these stigmas may affect the outlook of the young 

generation within farming families and assess if they will have an impact on succession. 

From the findings it was shown that the white children, who had experienced a childhood 

on the farm, had a positive perception about it, as their parents where good role models in 

terms of their leadership abilities and having respect for their workers.  

In the case of family 4, the young son also had a positive perception of farming life as he 

had grown up on the farm. His older brother had a negative perception about farming life, 

due to his own opinion that it did not fit into his lifestyle and aspirations.  

In the case of the children in case 2, they always held fairly negative assumptions about 

farming. One of the children initially thought that the father was going backwards when he 

decided to leave being a formal businessman to become a farmer. When the father was 

able to commercialise their operation within a short space of time, it made them realise the 

benefits of farming and how valuable it would be for them to get involved.   

Sishuta (2005) addressed the impact of the historical legacies of apartheid policy among 

the children of black farmers. He argued that the children did not see any real benefits 

from farming. All they have is a view of their hard working parents. They would, therefore 

rather pursue other career prospects and be exempt from a future in farming.  

This assertion would certainly hold true in the case of the farmworkers or subsistence 

farmers whose opinions were not covered extensively in this research paper.  

One of the farmworkers in case 2, who worked as a herdsman was interviewed and he 

would have agreed with this statement. He felt that even though the government was 
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creating opportunities for black people to own land, he would not consider the prospect, as 

his children would not want to cooperate in running it with him. They completely detest 

being on a farm, so the chances of them staying on a farm would be minimal.     

Bradstock (2005) believed that the Land Redistribution program was not successful in 

achieving its full objectives. Some of the benefits of the land transfer program have been 

that a lot of rural people have been able to be lifted out of poverty through having access 

to land where they could farm on a subsistence level.  

It is believed that government did not give attention to the issue of human capital 

development, particularly in technical agricultural skills. The beneficiaries still lack the 

technical skills and information to access more profitable markets, thus are unable to 

improve their living standards (Magingxa, et al., 2009).  

This can be corroborated by the statements made by the interviewed stakeholders. They 

believed that government had been over-ambitious with their targets, considering their 

intentions to distribute 30% of land to black people by 2015.  

They also firmly believed that farm ownership required a different skills set than those of 

farmworkers, thus a lot of consideration needs to be made around how the beneficiaries of 

these programs can be skilled up to  manage the farms.  

The family in case 3 believed that government ought to be more open minded towards 

having skilled white farmers come in on a consultancy basis to manage the farms for them 

and mentor the new owners until their operations are profitable and sustainable.  

With the government’s focus of developing more black emergent farmers into commercial 

farmers, the farming families highlighted some of the key success factors that these new 

farmers ought to consider to ensure reduce the likelihood of failures.  
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Some of the points were that the farmers should be in it for the long haul and not do it on a 

part time basis, as farming is very capital intensive. They also ought to assess which of 

their children have the willingness to engage in the family business and start working with 

them early on.  

The way in which racial differences play a role towards influencing how black and white 

farmers view faming differently is due to the fact that both cultures had unique perceptions 

about the sector from history. The overall key finding is that black farmers aspire to build a 

legacy, whilst the white farmers are hoping to preserve it through having a succession 

process.   

 

6.2.3 Proposition 3 Discussion  

The conceptual model of satisfaction formulated by Sharma Chrisman, Chua and (2003) is 

a model that developed five hypotheses that will determine the satisfaction of the 

stakeholders involved with a succession process. The model advocates that the 

satisfaction of the stakeholders involved is an indicator of whether the family transition 

process was successful or not.   

 

Hypothesis 1: there will be satisfaction with the succession process if the incumbent has 

the propensity to step aside.   

 

This hypothesis supports the view that the incumbent will be willing to step aside provided 

there is a presence of a credible successor who will be able to look after the family capital 

and serve the interests of the relevant stakeholders.  

This statement is true in the case of family 1; the parents had already assigned each of the 

children management roles over their own enterprises within the business. They were 
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planning to phase themselves out within five years, on condition they felt that their children 

had the right support structure to hold everything together.  

With the family in case 3, the father formulated a strategy on how he could get a 

management team to run the operation so that it can be sustainable. From the ownership 

point of view he would be willing to keep overseeing the operation on a high level until one 

of the children decides to be a successor.  

In the case of the two black families, both fathers were willing to work on the farm until old 

age or illness prevents them from doing so. 

 

Hypothesis 2: If the successor has the willingness to take over the leadership of the 

family business, then the incumbent will be satisfied with the succession process. 

  

Nel& Davis (1999) highlighted how common it is to have the young generation in the 

agricultural sector perceiving career prospects in sector as having a lower status than 

other career pursuits in urban areas. They also assessed the normal occurrence, that if the 

successor is not willing to take over the business, then they would have to sell the 

business, often at a discounted price, thus yielding a low return on capital invested by the 

incumbent.  

In the case of the children in case 1, the dynamic around their transition would refute the 

statement on how a career in agriculture has a lower status than other prospects in the 

urban areas.  

The daughter had gained international work experience, but no longer found it fulfilling. As 

a result she opted to have a role on the family farm and live there full time. 

In the case of family 4 it was evident the father was not certain if the younger son would 

want to take over someday, as a result he was afraid that he would not be able to carry on 

with his legacy, as the children would most likely sell the farm. Investing in the human 
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capital of the prospective successor was one of the plausible solutions towards influencing 

their willingness to take over.  

His answer showed that while orientating the son around an agricultural background may 

have increased his willingness to transition into the business, it does not guarantee that 

the children will fulfil his expectations of taking it over.  

Hypothesis 3: There is a positive relationship between the levels of agreement among 

family members to carry on with the business, considering the succession process.  

Kenyon, et al., (2005) emphasised the importance of having a chosen successor who had 

the right leadership abilities to maintain harmony among the people involved. 

Farming is a highly relational business that requires mutual respect between the owners 

and subordinates, which are the farmworkers. The results show that there was not a great 

emphasis on having the right chosen successor. The emphasis was on building the right 

strategies to ensure that the stakeholders would be satisfied with the transition process.  

case 1 is an example: In order to allow a good rapport to develop between the children 

and the workers, the father in case 1 suggested that the children ought to establish their 

own teams of people to work with and forge long terms relationships with those who can 

become managers and supervisors and do their best to retain them.  

Hypothesis 4: There is a positive relationship between the degree to which family 

members accept each other’s role in the business and the satisfaction experienced by the 

incumbent, with respect to the succession process.  

Regarding the acceptance of roles as a key factor in satisfaction with the succession 

process, this was evident in case 1, where each family member had a role to play that was 

matched with their abilities and aspirations. Communicating these aspirations was an 

essential part of achieving them. 
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The families in case 2 and 3 still had to figure out what their roles were and how they could 

fit them in the long run. The parents saw the need to have strong management in place to 

keep the business going, while the children outline the roles they would like to play. In the 

short term this served the families well as a succession plan.  

 

Hypothesis 5: There is a positive relationship between the extent to which a firm engages 

in succession planning and the satisfaction experienced by the incumbent with the 

succession process.  

Glauben et al., (2009) believed in receiving guidance by making use of outside assistance 

through consultants and the firm’s advisory board to tackle succession issues.  

All the families interviewed believed in primarily engaging the stakeholders only and 

having constant communication about it. It was only case 1 that attested to using outside 

advisors to give neutral advice on how to best carry the business forward.    

In terms of the timing, literature states that the process ought to be planned for in advance. 

The findings suggest all the families believed in engaging succession on a regular basis 

and the process should be flexible and allow for structural adjustments on an on-going 

basis. 

From this hypothesis one can assume that succession is a flexible process that ought to 

be reviewed to meet the needs of the business at that point in time and should not only 

take a long term view of the situation.  

Within the context of succession there are pertinent issues that families need to talk about 

to get plans in place. The soft issues can be regarded as matters pertaining to identifying 

long term personal and family goals; communication of each stakeholder’s vision and 
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finding out what they are anticipating from their goal after succession, as well as the 

process of selecting and training the successor.   

 

The hard issues relate to taxation, appropriation of inheritance, financing the transfer of the 

business as well as all other issues concerned with the execution of ownership (Glauben 

et al. 2009).  

 

From the findings, the belief is that families have a challenge talking about more of the soft 

issues which are seen as being more critical than the hard issues such as inheritances an 

ownership execution. This is evident as all of the families thought it was easier to come up 

the estate planning prospects than it was to engage on the issues about each of the 

stakeholder’s vision for themselves in the family business. 

6.4 Other significant issues that the research assessed  

Looking at some of the solutions that were addressed in the National Planning 

Commission Diagnostic Overview document to reduce poverty and reduce unemployment, 

agriculture could play an important role in growing the number of low and high skilled 

employment opportunities among the youth (Lund, 2011).  

With the current drive towards promoting black emergent farmers and reducing the high 

number of failures among them, succession could be incorporated as a key issue in 

maintaining the long-term sustainability of these firms.  

After interviewing one of the young managers at case 2’s establishment the researcher got 

to understand the perspective of the young black woman, who sourced employment 

opportunities in agriculture because of her passion for it; a decision which is made by very 

few young black people.  
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The young woman spoke of how she could not afford to go to university. Not knowing 

anything about agricultural colleges, she managed to obtain a bursary to study at one of 

the best in the Free State so she could obtain formal education.  

She spoke of how the experience gave her a sense of fulfilment and it was a field of work 

not many of her peers understood, thus they looked down on it. It has been for her an 

opportunity to learn about hard work and its values and to hone her leadership skills as a 

manager.   

Her advice was that the government should create knowledge around agriculture studies 

at high school level and that knowledge about the colleges should be introduced from high 

school level. Access to university education is expensive and for the few fortunate, 

learners should know there are colleges out there that can help the youth to develop 

careers in farming. 

Her view supports that notion that government ought to look at having the right human 

capital interventions for these youth to change their overall perceptions about farming.  .  

The example of Argentina supports this. The ageing generation of famers experienced the 

challenge of their children not having an interest in farming. They invested capital in 

sending the children to agricultural university which paid off for most of them, as the 

children came back to work within the family-owned farms (Gras, 2009). 
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6.5 Research gaps addressed by this paper 

Picard (2004) assessed that there were some areas where research gaps exist around 

succession planning.  

There are still gaps in what constitutes effective succession; succession among different 

ethnic groups; the role that the financial community can play in facilitating the succession 

process; and lastly the perspective of future successors in the business.  

The aim of doing a case method of analysis was to try and investigate as many of these 

research gaps within the context of family owned agribusinesses.  

 

The researcher managed gain knowledge on succession among different ethnic groups. 

This was done through assessing succession in the context of four South African farming 

families, by analysing two black and two white farming families.  

The learnings from the research showed that the primary differences within South African 

farming families was that the white families normally have an existing legacy, which they 

hope to preserve by harnessing the potential for a transition process to occur from one 

generation to another.  

In the case of black farming families, most of them are new to the field and do not have an 

existing generational legacy. Their aspirations are to build one starting with the first 

generation and succession with them often calls for a degree of flexibility in terms of the 

children being engaged on a part time basis.   

 

The perspective of the future successors was analysed through interviewing the children, 

who were to be prospective successors in the future and finding out what the process 

implied for them. The key lessons were around the factors that would influence their 

willingness to succeed the older generation in the future. The primary factor was if they felt 

a level of achievement of their desired goals in their previous career or academic 
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endeavours, the second was the effort from the parents to incorporate them from into the 

business. The relationship between the children, parents and other stakeholders involved 

also had an influence.   

 

The research also managed to cover the perspective of when there is more than one 

successor, as in case 1 and what the necessary strategies would be to ensure that the 

transition process occurs harmoniously. 

The notion of what constitutes effective succession depends on the family goals. The 

researcher got to gain an understanding on how each family faced unique challenges and 

had a differing view around the efficiency of their succession process.   

 

6.5 Conclusion  

 

From this chapter, the results on the research findings were analysed together with 

creating linkages to the literature review that showed evidence from the results that 

supported what was written in the literature, as well as evidence that was contradictory.  

The three research proposition were analysed in depth to see how they fitted in with the 

literature assessed. Other significant issues and useful insights that were uncovered 

through the results were included with the hope of contributing towards succession in the 

context of South African family owned agribusinesses. The research managed to make a 

contribution towards closing the research gaps that were in existence about succession.  

The following chapter will make concluding remarks on this research topic as well as make 

recommendations in the context of succession and agribusinesses in South Africa. Some 

suggestions on further topics for research on succession will also be made. 
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Chapter 7                                                           Concluding Remarks  

 

7.1 Introduction 

The results of the study have shown there are many factors that influence succession in 

family owned agribusinesses in South Africa. When analysing the strategies around 

succession planning for the families interviewed, it was assessed that each family had 

unique drivers, enablers and challenges towards achieving a smooth transition process. 

However, there were common practices. Through this paper, the researcher tried to 

understand the necessary conditions towards having an effective succession planning 

process and the importance of it for the long-term sustainability of the business.  

This paper set off to identify what the variables would be that constitute towards having an 

effective succession process. The research concluded that factors that attributed towards 

having an effective succession process was the successor’s willingness and interest to get 

involved within the business and for them to have some form of engagement with the 

business at an early stage in their lives.  Some of the key enablers that were not 

mentioned extensively in prior research were the importance of communication and 

respect and that in some instances there is more than one successor, consequently the 

process needs to address the expectations of all stakeholders involved.  

The research found that there was no emphasis on having a written down succession 

plan. The most essential component of it was for the stakeholders involved to 

communicate about it, so the plan can reflect the needs and objectives of the business and 

family members in the short term. It should also have a high degree of flexibility to allow for 

uncertainty in the long run. The research identified some of the challenges that could deter 
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the succession plan process. The key deterrence would be if the incumbents do not 

communicate with the children whether they have an interest to partake within the family 

business and if they have an interest, they do not facilitate for them to get exposed to the 

business at an early stage. Not giving the successors a sense of ownership and 

responsibility can lead to them disengaging and reduce the likelihood of transitioning into 

the business.    

Through this research paper it was assessed that South African family-owned 

agribusinesses will be challenged by the policies that are currently set out. Although they 

are creating opportunities to redress the historical dispositions of land ownership and 

providing equal opportunities for previously disenfranchised individuals, they are posing 

threats to the long term sustainability of these farming enterprises and could reduce the 

output performance of the sector in the long run.  

Agriculture in South Africa still has a role to play as a key sector in the economy. It has the 

ability to alleviate rural poverty through employment creation and has a big function to play 

around the global food security challenge.  There is a big drive towards developing 

emergent farmers who can contribute to expanding the sector. It has been documented on 

how there are a number of failures amongst many of these emergent farmers as they may 

lack the fundamental principles on how to run farming operations successfully. Even 

among farmers who succeed, a poor succession strategy may undo the efforts of 

government. Through the research, some of the respondents highlighted some key 

success factors that may be of use to these emergent farmers. 

7.2 Recommendations 

The recommendations suggested here are for academic research and all the stakeholders 

that may be involved in the agricultural sector from a firm, advisory, or policy formulating 
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perspective. These recommendations are set out to suggest some of the angles that can 

be taken, to ensure that succession plans are included as a key component of developing 

long term sustainability strategies within small and family owned organisations, that tend 

have narrow management structures and are susceptible to failure due to not having a 

leadership role-player in the long run.  

The first recommendation is around the need for the families to communicate what the 

long term sustainability plan is for from the onset. It should be well articulated what the 

overall plans are for the family run enterprise; whether the intention would be to keep it in 

the family  or if they may choose to sell as an exit strategy. If the family decides to keep it 

as a legacy, then strategies around orientating the prospective successor should be put in 

place from an early stage, to develop their level of interest around the operation and see 

where their interest and talents would best fit as they become old enough to get involved.   

Encouraging the children to sit as board members of the family business, even when they 

not part of the operational aspects can be beneficial towards enabling them to play a 

strategic role and to use their outside career experience to the benefit of the family 

business.  

Advisory services in South Africa that offer succession planning advisory services tend to 

focus more advising around the financial aspects than the non-financial issues, therefore 

more emphasis should be focused on educating family owned businesses around the 

difference between estate planning and succession planning. The strategies around 

succession planning should be driven by the family. The purpose of advisory services 

should be to then integrate the financial sustainability plan with the succession plan.     

Succession planning advice for agricultural firms should be offered through institutions 

such as the Land Bank, whereby they appoint individuals with expertise about the topic 
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from a financial and non-financial perspective. They should facilitate workshops within 

farming communities to target emergent farmers as well as established farmers that may 

be having challenges. The focus of these awareness programs would be to educate about 

the financial linkages that succession planning has towards long term growth and to 

highlight the common challenges that may exist if a plan is not in place.   

Without a well functioning, agricultural sector, it would seem fruitless for family owned 

agribusinesses to formulate succession plans as the future of their businesses going 

forwards will be tentative, due to political uncertainty. The researcher therefore suggests 

that the rest of the factors not be dismissed and for the following recommendations to be 

noted:  

The issue around land redistribution needs to be managed more effectively   

The issue around land redistribution and the future of land ownership policy going forwards 

is highly contentious. It has sparked a lot of debates around how it ought to be handled. 

Through the research, the researcher got to understand what the implications of these 

policies were at firm level. The fundamental understanding from stakeholders was that the 

policy was putting more emphasis on redistributive justice and less focus on the economic 

development of the agricultural sector that needs much consideration. Output is declining 

and the country is slowly becoming a net importer of foodstuffs that South Africa had self- 

sufficiency to produce. The political uncertainly is also compromising the much needed 

investment in the sector, thus there needs to be a sense of open-mindedness of how the 

issues can be best addressed. One of the families sought to construct BEE Schemes for 

their employees, as this would empower as part of the stakeholders involved in growing 

their businesses.  
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Inclusive engagement around discussing the issues needs to be encouraged, as the 

challenges facing the sector are currently being conferred in silos.  Farming forums that 

have a representation of government and business owners need to be developed at 

regional and national level and should not be racially segregated. The purpose of these 

forums should be to assess how the stakeholders within the sector can move forwards, 

despite the challenges and to devise solutions that are harmonious and mutually 

beneficial.   

Develop skilled emerging farmers through education and collaborative efforts   

The amount of knowledge and skill that is needed to run a flourishing farming enterprise is 

underestimated. Farming has evolved to being more technologically advanced and 

operations need to achieve critical mass in order to be sustainable. More emphasis needs 

to be placed on how agricultural education and development of skills can be achieved.   

Policymakers should take into consideration how the educational curriculum at high school 

and university level can be extended towards promoting agricultural studies. Scholarships 

and grants should be made available for local students to go abroad to developed 

agricultural economies such as Brazil, India, Australia and the United States to learn about 

international best-practices that can adopted here. They could leverage on the current 

acceptance of South Africa into the BRIC economies on how these countries can facilitate 

projects for human capital development in the country.  

At national level, institutions that are offering specialised agricultural courses, like the 

University of the Free State and University of Stellenbosch should shift to being more 

innovative around offering agricultural MBA’s to aspiring emergent farmers. The aim of the 

courses should be on offering these farmers the necessary management and operational 
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skills that are essential to ensure that their operations do not fail and to incorporate studies 

around succession planning as part of the courses.  

The Agriculture Sector Education Training Authority (AgriSETA) should introduce 

agricultural extension programs that will be targeted at skilling subsistence farmers using 

best- practices from countries such as Ghana and Kenya. They should also use these 

programs to roll out mentorship programs for commercial farmers to guide subsistence 

farmers who farm collectively as part of being beneficiaries of the LRAD on how to farm in 

profitable and sustainable manner.   

Investment in farming technology and human capital development 

With the current national budget sitting at R15, 4 Billion for the agricultural sector, and the 

emphasis being made on agricultural development, forestry, fishing and land reform, a lot 

more can be done to harness research and development for the sector. One way this can 

be done is through integrating programs such as Embrapa in Brazil to facilitate research 

and development programs in agriculture.  

7.3 Topics for further research 

. While the method of doing a case study covered a lot of ground, the findings also 

provided direction for further research in the following areas:  

The context of succession within family owned businesses  

 How the planning for the succession process in family owned businesses differs 

across various sectors. 

 A longitudinal study on how the families with grey areas around succession 

managed to facilitate a succession process and what the necessary conditions 

were for that.   
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 A comparative analysis between agribusinesses that are family-owned and those 

that are managed by outsiders and the impact on growth and performance.   

 Assessment into what the long term sustainability solutions are for succession are 

for part-time emergent farmers and compare to commercial that of commercial 

farmers.  

 

The role of succession within the general business environment in South Africa  

  What may be the motivating factors for business owners to plan ahead of time for 

succession?  

 The challenges faced by both government and the financial community in 

promoting and facilitating business succession in South Africa.  

 Comparative analysis of succession planning strategies within large South African 

companies and strategies within multinational companies.  

 The net overall impact of failed businesses in the South African economy due to 

not having succession plans in place.  

7.4 Conclusion 

The primary objective was to assess the role that succession planning to ensure the long 

term sustainability of family agribusiness. The second objective was to assess how the 

context of succession is unique in South Africa and what the drivers are driving their 

inimitability. It is evident that through conducting a case study method of analysis the 

research objectives were met. In terms of the first objective, the data shows that 

succession is a key issue towards the long-term sustainability of these types of family run 

businesses and is unique to every family in the drivers that facilitate the process, and 

barriers that impede it. Issues that the research covered pertaining to the theoretical 

framework of the conceptual model was it does hold a lot of ground in addressing factors 
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which will determine if stakeholders are content with the succession process. The model is 

however flawed as it depicts the process as being more rigid meanwhile the research 

findings show that it is a flexible process, that within South African agribusinesses, cultural 

difference will have an influence on how the plans unfold themselves.  

It is with hope that this paper will contribute towards the knowledge base on succession 

and help the stakeholders within agribusinesses on how to preserve their enterprises. 
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Chapter 9                                                                           Appendices  

 

  Appendix A 
 

9.1 Interview Guide   

 

I would like to thank you giving me this opportunity to interview you today.  

My name is Mosidi Modise and I hail from the Free State. I came to study at Gibs with the 

purpose to do the Entrepreneurship MBA which requires an academic thesis. My topic of 

choice was to study the role of succession planning within family owned agribusinesses.   

 

 I found the dynamics around the agricultural sector to be interesting as from an 

entrepreneurial perspective it is a key issue, seeing that if the family owned farms do not 

get transferred to the next generation they either get sold or some lay idle depending on 

the financial situation within the farm, thus leading towards the failure of firms within the 

industry.  

 

The Interviews should take less than an hour. I will be recording the interviews whilst 

taking notes so that to have an accurate account of the conversations which will be 

transcribed at a later stage.  

 

The interviews will be treated with strict confidentiality whereby you reserve the right to be 

anonymous and I will just merely quote as “a farming family situated in Fouriesburg”. Your 

responses will only be shared with the research team members. You reserve the right to 

not talk about anything that is to your discomfort and are welcome to end the interview at 

any time.  

Before we resume with the interview process I would like to find out if there are any 

questions about what I have just explained. Are you willing to participate in this interview?  
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Particular Questions for the Incumbents:  

1. Can you just give me a brief history of this farm, who did it belong to beforehand 

and how long did they own it.  

2. Can you explain how you came about owning the farm, when did you come to own 

it and what was the general process of owning it.  

3. What is your educational background and how did you obtain your farming 

experience? 

4. What aspects of your previous career background have you incorporated into your 

faming experience? 

5.  Did you set up the business with the intent to leave a legacy for the children or to 

gather wealth for wellbeing? 

6. What have been some of the adjustments you have made to fit into the lifestyle of a 

farmer 

7. In terms of your wife and the children what are their opinions and perceptions of 

you running the farm and do they give you the level of support you need?  

8. What are all the kids doing in terms of their careers right now? 

9.  Have any of them shown the interest to maybe get involved and take it over some 

day?  

10. Have you got any other family members working with you, who have shown some 

interest, are they working with you at the moment?  

11. Are they any outsiders helping you in terms of advice of how to plan for the future 

of the business and around the succession issue? 

12. Do you on an ongoing basis think about the issues of succession and planning for 

it?   

13. What are your hopes and dreams for each of your children in terms of their 

careers?  

14. Do you foresee the future of your farming operation being in the hands of the 

family, or are your intentions to sell it someday.  

15. When do you plan to retire form working on the farm, what are your plans thereof, 

in terms of the role you play?  

16. What would your advice be to other farmers who are starting out in terms of 

planning for succession or long term sustainability of the farm?   
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Particular Questions for the younger generation:  

1. Can you tell me about your life as a child on the farm, where you went to school, 

what you went to study at varsity, did you do any other work before moving onto 

the farm.  

2. How old were you where you when you started getting involved in the business. 

How did it make you feel? 

3. What have been the most difficult adjustments to make during the transition 

process?  

4. Where you willing to take over the farm, or did you have alternative career options? 

5. Do you find the opportunities on the farm to be more challenging than anywhere 

else say in your previous career?  

6. In your view how do you think farming contributes towards the economy in the 

country ?  

7. Did you have a lot of contribution to make towards the technological improvements 

on the farm- do you feel that the younger generation can always teach something 

about these developments to the older generation?  

8. Did you obtain any specialised education around farming, from where?  

9. In terms assuming a leadership role amongst the farm workers, how have you 

managed to build relationships with them and allow them to respect you the same 

way that they respect your father?   

10. Do you and the family often play a role in engaging about all the issues that affect 

succession around you like the implications of your younger brother joining the 

family business?  

11. What do you think can be done about influencing your peers who are from a 

farming background to go back and do what you are doing?  

 

General Questions to all other stakeholder’s  

• I’m sure that throughout the family there have been some members who really couldn’t 

see they living on the farm and embracing that lifestyle, how did you deal with that 

situation?  

•  Looking at the current situation with the LRAD, what is your opinion in how these 

policies will affect your farming operation in the future?  
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• What would be your advice be to these emergent farmers when it comes to working 

out a succession plan despite their current situations?  

 

 
 
 




