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ORGANIZATIONAL

Family  businesses  form  the  backbone  of  the  Brazilian  economy,  representing  the  vast  majority  of  private  

enterprises  and  contributing  significantly  to  job  creation,  income  generation,  and  regional  development.  

However,  despite  their  economic  prominence,  these  organizations  face  structural  dilemmas  that  compromise  

their  longevity,  especially  regarding  succession,  professionalization  of  management,  and  the  implementation  

of  solid  corporate  governance  models.  This  article  critically  analyzes  the  contemporary  challenges  of  family  

business  management,  using  the  case  of  Panificadora  Venturini  as  a  structuring  reference.

SUMMARY

This  study  examines  a  consolidated  and  recognized  company,  known  for  successfully  maintaining  its  identity  

and  regional  relevance,  as  a  starting  point  for  investigating  the  tension  between  tradition  and  modernization  

that  characterizes  the  Brazilian  family  business  ecosystem.  The  discussion  extends  to  a  comparative  study  

with  international  governance  models  adopted  by  European  and  North  American  family  businesses,  

highlighting  structural  differences  in  the  relationship  between  ownership,  leadership,  and  business  

sustainability.  The  research  demonstrates  that  the  absence  of  governance  and  accounting-strategic  rationality  

not  only  weakens  the  continuity  of  these  companies  but  also  accelerates  cycles  of  disruption,  internal  conflicts,  

and  loss  of  competitiveness.  Finally,  the  study  proposes  an  integrated  management  and  governance  model  

specifically  for  family  businesses,  one  that  respects  their  identity  and  symbolic  capital  while  consolidating  

technical  mechanisms  for  institutional  longevity.

Keywords:  family  business;  corporate  governance;  business  succession;  professionalization  of  management;  

organizational  sustainability.

ABSTRACT

Family  businesses  represent  the  structural  backbone  of  the  Brazilian  economy,  accounting  for  the  vast  

majority  of  private  enterprises  and  playing  a  critical  role  in  employment,  income  generation  and  regional  

development.  However,  despite  their  economic  relevance,  such  organizations  face

She  holds  a  degree  in  Accounting  Sciences  from  União  Dinâmica  de  Faculdades  Cataratas  (UDC).

Machine Translated by Google



2

This  article  is  published  in  open  access  under  the  Creative  Commons  Attribution  license,  which  permits  unrestricted  use,  distribution,  and  reproduction  in  any  

medium,  provided  the  original  work  is  properly  cited.

RCMOS  –  Multidisciplinary  Scientific  Journal  The  Knowledge.
ISSN:  2675-9128.  São  Paulo-SP.

In  this  context,  the  family  institution  reveals  itself  to  be  profoundly  different  from  the  traditional  company.
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structural  dilemmas  that  threaten  their  longevity  —  particularly  concerning  succession  planning,  professional  

management,  and  the  implementation  of  solid  governance  frameworks.  This  article  critically  examines  contemporary  

challenges  in  family  business  management,  using  Panificadora  Venturini  —  a  consolidated  and  historically  relevant  

family  enterprise  —  as  a  central  reference  to  explore  the  tension  between  tradition  and  modernization  in  the  Brazilian  

business  landscape.  The  analysis  further  incorporates  a  comparative  study  with  governance  models  applied  to  family  

businesses  in  Europe  and  North  America,  highlighting  structural  differences  in  ownership  logic,  leadership  continuity  

and  long-term  sustainability.  Findings  indicate  that  the  absence  of  governance  and  strategic  accounting  practices  does  

not  merely  limit  growth,  but  actively  accelerates  conflict,  decision  paralysis  and  competitive  erosion.  The  study  

concludes  by  proposing  an  integrated  governance-management  framework  tailored  for  family-owned  companies  —  

one  capable  of  preserving  identity  and  cultural  roots  while  ensuring  institutional  longevity  and  strategic  resilience.

1  INTRODUCTION

She  doesn't  fail  because  she  lacks  talent,  strength,  or  reputation—she  fails  because  she  makes  

decisions  based  on  emotional  hierarchies,  not  technical  metrics;  because  she  confuses  what  is  "fair  

for  the  family"  with  what  is  "strategically  correct  for  the  business";  because  she  believes  that  loyalty  is  

enough  to  replace  qualification,  and  that  heredity,  by  itself,  guarantees  leadership  ability.  Such  structural  

misconceptions  create  environments  of  extreme  centralization,  informal  decisions,  silent  conflicts,  

late  succession,  power  crises,  and  strategic  paralysis.  In  contrast,  family  businesses  that  evolve  

with  maturity  build  objective  governance  mechanisms  without  eliminating  the  founding  identity—on  

the  contrary:  they  institutionalize  that  identity.

Family  businesses  represent  the  backbone  of  the  global  economy  and,  in  particular,  the  Brazilian  

economy,  accounting  for  a  significant  portion  of  GDP,  job  creation,  and  regional  development.  However,  

although  they  are  economic  protagonists,  these  organizations  face  structural  challenges  that  do  not  

affect  companies  with  dispersed  capital  or  fully  professionalized  businesses  with  the  same  intensity.  

This  is  because  family  businesses  operate  in  a  constant  tension  between  affectivity  and  rationality,  

emotional  capital  and  financial  performance,  tradition  and  the  need  for  strategic  transformation.  

This  duality—simultaneously  a  strength  and  a  weakness—explains  why  more  than  70%  of  Brazilian  

family  businesses  do  not  survive  the  transition  to  the  second  generation,  and  less  than  10%  manage  to  

reach  the  third,  according  to  consolidated  studies  in  the  specialized  literature  on  family  governance.  

Longevity  failure  is  not  due  to  operational  incapacity,  but  almost  always  to  the  absence  of  formal  

mechanisms  for  succession,  governance,  and  professionalization.
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BUSINESS  DEATH

Venturini  Bakery,  as  a  real  and  consolidated  example  in  the  Brazilian  family  business  ecosystem,  
precisely  illustrates  this  critical  duality.  Its  trajectory  demonstrates  how  the  authentic  preservation  
of  the  founding  identity  can  coexist  with  the  need  for  continuous  modernization  and  
management  discipline,  provided  that  these  movements  are  conducted  not  haphazardly,  but  with  
technical,  accounting,  and  strategic  vision.  Successful  family  businesses,  like  Venturini,  do  
not  survive  by  chance:  they  survive  because  they  understood  that  longevity  is  not  an  automatic  
inheritance—it  is  a  rational  and  continuous  construction.  Unlike  organizations  that  confuse  

legacy  with  immobility,  Venturini  demonstrates  how  it  is  possible  to  maintain  roots  without  sacrificing  
adaptation,  honor  history  without  hindering  evolution,  and  protect  culture  without  rejecting  
professionalization.

They  professionalize  management  and  ensure  that  historical  value  translates  into  a  lasting  
legacy,  not  an  emotional  prison  or  an  obstruction  of  the  future.

Given  this,  literature  and  business  practice  converge  on  an  inescapable  conclusion:  family  
businesses  don't  need  to  choose  between  tradition  and  modernity—they  need  to  learn  how  
to  structure  them  under  governance.  The  problem  has  never  been  being  family-owned—the  
problem  has  always  been  being  family-owned  and  informal.  The  factor  that  defines  whether  this  

type  of  organization  will  be  fragile  or  extraordinarily  powerful  is  entirely  conditioned  by  the  degree  
of  maturity  with  which  it  deals  with  three  fundamental  axes:  (1)  well-planned  business  succession,  
(2)  solid  governance  with  rules  above  personal  relationships,  and  (3)  real  professionalization  
of  management,  based  on  competence  and  not  on  surname.  A  company  that  fails  in  these  

three  axes  may  prosper  for  a  few  years,  but  inevitably  declines.  The  company  that  masters  them,  
in  turn,  creates  socio-emotional  resilience,  institutional  power,  and  transgenerational  competitive  advantage.

2.  FAMILY  GOVERNANCE:  AN  INVISIBLE  STRUCTURE  THAT  DEFINES  LIFE  OR

Governance  in  family  businesses  is  not  an  optional  accessory,  nor  a  formality  reserved  for  large  
corporations—it  is  the  objective  boundary  between  the  family  business  that  survives  to  the  second  
generation  and  the  one  that  silently  disappears  in  the  succession  cycle.  On  the  contrary

This  article  starts  from  this  premise  to  develop  a  deeply  structured  analysis  of  the  contemporary  
dilemmas  of  Brazilian  family  businesses,  in  light  of  the  historical  and  successful  trajectory  of  
Panificadora  Venturini,  articulating  it  with  international  governance  models  applied  in  Europe  and  
the  United  States.  Far  from  romanticizing  the  family  business—or  reducing  it  to  a  merely  affective  

case—this  study  demonstrates  that  its  strategic  strength  depends  on  the  ability  to  convert  identity  
into  methodology,  history  into  strategic  symbolic  capital,  and  tradition  into  institutionalized  
governance.  Finally,  it  proposes  an  analytical  model  of  advanced  family  management,  which  does  
not  replace  the  soul  of  the  business—but  gives  it  a  structured  brain,  capable  of  ensuring  
continuity,  scalability,  and  legitimacy  over  time.
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Financial,  strategic,  operational,  and  emotional  factors—and,  consequently,  the  company  is  born  and  dies  within  

the  same  mind.  When  that  mind  ages,  becomes  ill,  or  simply  loses  its  adaptive  capacity  to  the  new  market,  the  

company  begins  to  wither.  There  is  no  prepared  successor,  because  there  was  never  room  for  autonomy;  there  is  no  

culture  of  collegial  decision-making,  because  there  was  never  a  board;  there  is  no  trust  outside  the  direct  lineage,  

because  trust  based  on  competence  was  never  built.  The  result  is  collapse  due  to  intellectual  aging—  there  is  no  

successor  who  hasn't  been  trained,  no  governance  that  hasn't  been  established,  no  legacy  that  hasn't  been  

technically  transferred.  And  then  the  business  dies,  even  if  numerically  it  still  appears  healthy.

The  biggest  misconception  that  leads  to  ruin  is  believing  that  governance  weakens  the  family—when,  in  fact,  it  

protects  it  from  itself.  The  absence  of  governance  forces  family  members  to  resolve  disputes  in  the  emotional,  

informal,  and  reactive  realm;  the  presence  of  governance  shifts  the  conflict  to  the  technical,  formal,  and  institutional  

field.  The  father  ceases  to  be  the  "Sunday  lunch  boss"  and  becomes  the  chairman  of  the  board.  The  son  ceases  to  be  

the  "obvious  heir"  and  begins  to  be  evaluated  on  merit  and  training.  The  partner  ceases  to  represent  only  "blood"  and  

begins  to  represent  strategic  responsibility.  This  eliminates  invisible  favoritism,  emotional  interference,  veiled  power  

struggles,  and  ambiguity  of  authority—which  are,  demonstrably,  the  greatest  agents  of  destruction  for  family  

businesses  in  Brazil.  A  business  can  withstand  financial  errors;  it  cannot  withstand  internal  emotional  sabotage.

Common  sense  suggests  that  most  family  business  collapses  don't  occur  due  to  operational  failures  or  external  crises,  

but  rather  due  to  the  absence  of  a  rationalized  power  structure,  the  perpetuation  of  decisions  centralized  in  a  single  

patriarchal  or  matriarchal  figure,  and  the  fact  that—in  countless  Brazilian  companies—  the  family  institution  remains  

above  the  business  institution,  generating  invisible  conflicts,  biased  decisions,  and  strategic  stagnation.  The  central  

point  is  harsh  but  unequivocal:  a  family  business  without  governance  doesn't  age—it  rots.  This  deterioration  isn't  

sudden;  it's  progressive,  silent,  and  emotionally  disguised  as  "protection  of  the  legacy."

Family  businesses  that  refuse  to  institutionalize  their  governance  remain  trapped  in  an  archaic  model  of  centralized  

command,  where  the  founder  makes  all  the  decisions.

Conversely,  family-owned  organizations  that  implement  true  governance  don't  lose  their  soul—they  gain  

longevity.  They  transform  history  into  doctrine,  informality  into  process,  authority  into  institutionality.  They  create  

advisory  or  deliberative  boards,  sometimes  with  external  members,  introduce  clear  rules  for  the  entry,  promotion,  

and  exit  of  family  members,  legally  separate  capital,  labor,  and  power,  define  multi-generational  succession  

mechanisms,  adopt  dividend  policies  based  on  sustainability  and  not  on  family  urgency,  and  shield  the  company  

against  impulsive  decisions  based  on  momentary  emotional  tensions.  It's  not  about  "cooling  down"  the  business—but  

about  eliminating  the  emotional  drift  that  destroys  invisible  value.  This  is  where  companies  like  Panificadora  Venturini  

come  in.
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The  lack  of  professionalization  often  stems  from  an  emotional  misunderstanding:  confusing  trust  with  

competence.  This  leads  to  a  structurally  destructive  phenomenon  in  family  businesses—  hereditary  

appointment.  In  other  words,  it's  assumed  that  simply  bearing  the  family  name  automatically  qualifies  
an  individual  for  leadership,  even  without  technical  merit,  executive  experience,  or  a  global  strategic  

vision.  In  practice,  this  results  in  operational  decisions  based  on  unilateral  intuition,  cycles  of  rework,  

resistance  to  technological  innovation,  difficulty  interpreting  data,  and,  above  all,  a  chronic  inability  

to  anticipate  market  trends.  The  company  "arrives  late"  not  due  to  operational  incompetence,  but  

due  to  a  cognitive  inability  to  understand  where  the  game  is  evolving.

Finally,  governance  is  not  an  end  in  itself—it  is  the  foundation  upon  which  it  will  be  possible  to  discuss  

professionalization,  succession,  and  real  strategic  expansion.  None  of  these  three  pillars  can  

exist  consistently  without  prior  governance.  It  is  the  invisible  architecture  that  allows  a  company  to  

cease  being  an  extension  of  a  family  and  become  a  perennial  institution.  And  it  is  precisely  this  

maturity—this  inversion  of  focus—that  separates  family  businesses  that  disappear  from  those  that  

transform  into  multi-generational  business  legacies.

While  immature  family  businesses  operate  with  the  short  timeframe  of  emotion—always  reacting  to  

the  unexpected,  to  arguments,  to  emergencies—companies  with  good  governance  operate  with  the  

long  timeframe  of  strategy.  They  create  predictable  decision-making  structures,  consistent  information  

systems,  and  stable  power  parameters  that  do  not  depend  on  the  mood  or  preference  of  a  single  person.

They  represent  a  positive  example:  their  continuity  was  not  born  of  chance,  but  of  structural  

discipline,  even  if  silent.

In  other  words:  governance  gives  time  back  to  strategy.  It  frees  the  company  from  the  slavery  of  the  immediate  and  

allows  it  to  finally  become  an  organism  that  thinks,  analyzes,  plans,  and  acts  with  institutional  sobriety.  This  doesn't  

kill  the  family  soul—it  frees  the  family  soul  from  chaos.  And  it  is  precisely  here  that  the  boundary  between  preserved  

tradition  and  destroyed  tradition  lies.

FOR  STRATEGIC  COMPETENCE

Professionalizing  management  in  family  businesses  is  not  merely  aesthetic  modernization,  nor  an  

optional  movement  restricted  to  large  organizations—it  is  the  minimum  condition  for  strategic  

survival  in  a  market  where  intuition  and  improvisation  are  no  longer  sufficient  to  protect  margins,  

anticipate  risks,  or  sustain  real  long-term  competitiveness.  While  traditional  companies  governed  by  

family  structures  resist  the  formal  delegation  of  power  and  remain  centralized  in  the  figure  of  the  

founder  or  parental  nucleus,  forward-thinking  companies  understand  that  professionalizing  is  not  

about  replacing  the  family—it's  about  preventing  the  family  from  becoming  an  obstacle  to  the  

business  itself.  In  other  words:  professionalizing  is  about  protecting  the  legacy,  not  diluting  it.  
This  is  the  boundary  that  separates  family  businesses  that  become  historical  institutions  from  those  

that  become  a  corporate  obituary  for  the  next  generation.

3.  PROFESSIONALIZATION  OF  MANAGEMENT:  THE  CRITICAL  TRANSITION  OF  EMOTION
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Companies  that  resist  professionalization  don't  visibly  stagnate—they  degrade  silently.  They  lose  
preferred  suppliers,  delay  modernization  processes,  begin  to  practice  outdated  pricing,  fail  to  
perceive  changes  in  consumer  behavior,  and  start  making  urgent  decisions,  not  strategic  ones.  
External  perception  becomes  corrosive:  suppliers  lose  trust,  talented  individuals  avoid  working  
there,  banks  increase  credit  costs,  and  customers  migrate  to  more  modern  companies.  In  short:  

the  company  doesn't  fail  because  it  doesn't  sell—it  fails  because  it  doesn't  think.  And  
strategic  thinking  doesn't  come  from  a  surname:  it  comes  from  competence,  method,  data,  and  
disciplined  institutional  responsibility.

This  involves  transferring  decision-making  power  from  family  intentions  to  verifiable  technical  
expertise,  allowing  strategic  positions  to  be  filled  by  those  who  master  governance,  understand  
finance,  analyze  scenarios,  and  possess  the  real  capacity  to  lead  transformation,  not  just  
maintain  routine.  This  is  precisely  why  family  businesses  that  professionalize  gain  speed,  vision,  
and  credibility  in  the  market,  including  with  banks,  investors,  and  major  suppliers:  because  they  
cease  to  be  perceived  as  emotionally  unpredictable.

Professionalization  requires  a  deliberate  break  with  the  logic  of  the  "guaranteed  position"  and  its  
replacement  with  objective  criteria  for  access,  retention,  and  succession,  with  methodological  
clarity  regarding  minimum  skills,  technical  training,  and  rites  of  legitimacy  before  the  team.

Professionalizing  doesn't  mean  excluding  the  family,  but  rather  rearranging  its  presence  in  the  
right  places:  strategic  vision,  cultural  identity,  legacy  council,  and  not  necessarily  in  highly  
complex  operational  command  when  technical  skills  are  lacking.  It  is  at  this  point  that  intelligent  
family  businesses  create  hybrid  structures:  family  on  the  board,  professional  managers  in  
execution,  and  accounting  as  the  axis  of  disciplinary  integration.  This  is  the  model  applied  by  
the  largest  family  businesses  in  the  world—such  as  Ferrero,  Hermès,  BMW,  Ambev,  and  many  
others—and  it  is  the  frontier  to  which  companies  like  Panificadora  Venturini  have  historically  
pointed:  the  preservation  of  family  DNA  combined  with  internationally  recognized  business  
discipline.

Professionalization,  therefore,  is  not  a  threat  to  the  family  nature  of  the  company—it  is  its  guarantee  
of  evolution,  power,  and  permanence.  It  does  not  eliminate  the  family;  it  prevents  the  family  

from  becoming  vulnerable.  And  this  is  the  point  that  separates  businesses  that  age  with  dignity  
from  those  that  implode  with  resentment.  In  the  contemporary  ecosystem,  where  business  death  

is  increasingly  less  visible  and  increasingly  slower,  professionalizing  is  not  a  choice—it  is  an  
act  of  respect  for  one's  own  legacy.

4.  BUSINESS  SUCCESSION  IN  FAMILY  BUSINESSES:  THE  MOST  IMPORTANT  MOMENT
CRITIC  OF  ORGANIZATIONAL  LIFE

For  the  vast  majority  of  family  businesses,  business  succession  represents  not  only  a  natural  stage  
in  the  corporate  life  cycle,  but  also  the  most  critical,  risky,  and  revealing  moment  of  their  entire  
existence.  It  is  during  this  time  that  it  becomes  perfectly  clear  whether  the  company  has  built...

This  article  is  published  in  open  access  under  the  Creative  Commons  Attribution  license,  which  permits  unrestricted  use,  distribution,  and  reproduction  in  any  

medium,  provided  the  original  work  is  properly  cited.

RCMOS  –  Multidisciplinary  Scientific  Journal  The  Knowledge.
ISSN:  2675-9128.  São  Paulo-SP.

6

Machine Translated by Google



7

This  article  is  published  in  open  access  under  the  Creative  Commons  Attribution  license,  which  permits  unrestricted  use,  distribution,  and  reproduction  in  any  

medium,  provided  the  original  work  is  properly  cited.

RCMOS  –  Multidisciplinary  Scientific  Journal  The  Knowledge.
ISSN:  2675-9128.  São  Paulo-SP.

The  world's  most  successful  family  businesses—from  Hermès  to  Mars,  from  BMW  to  Ferrero—don't  wait  

for  succession  to  become  urgent.  They  prepare  successors  while  they  don't  yet  need  them.  Over  the  

years,  they  develop  strategic  training  programs,  deliberate  rotation  between  key  areas,  international  

exposure,  controlled  involvement  in  real  decisions,  and  the  progressive  building  of  legitimate  authority.  It  is  

not  heredity  that  defines  succession—

The  most  common  and  fatal  mistake  in  Brazilian  family  businesses  is  believing  that  succession  is  a  

biological  transfer  of  power,  when  in  reality  it  is  an  institutional  transfer  of  responsibility,  based  on  

proven  competence,  cultural  alignment,  and  legitimate  authority  before  all  the  business's  stakeholders.  

Choosing  successors  solely  based  on  blood  ties  or  birth  order  completely  ignores  the  real  requirements  of  

contemporary  strategic  leadership,  which  demands  market  vision,  financial  mastery,  people  management  

skills,  governance  abilities,  and  a  deep  understanding  of  corporate  culture.  Companies  that  make  this  

mistake  transform  the  succession  process  into  an  emotional  inheritance,  not  organizational  continuity—

and  pay  with  their  own  survival.

Authentic  governance,  genuine  professionalization,  and  a  conscious  project  of  continuity—or  did  it  merely  

survive  supported  by  the  charismatic  force  and  absolute  centralization  of  the  founding  figure?

Succession  doesn't  destroy  companies;  what  destroys  them  is  improvised,  reactive,  and  emotionally  

driven  succession  that  confuses  inheritance  with  ability,  affection  with  competence,  and  urgency  with  

strategy.  Without  technical  preparation,  succession  ceases  to  be  a  natural  continuity  and  becomes  a  

disruption,  turbulence,  and  often  the  beginning  of  the  end.

It's  about  structured  preparation.  Often,  the  heir  leads;  in  others,  they  assume  the  role  of  cultural  guardian  

on  the  board,  while  executive  management  is  handed  over  to  a  professional  CEO.  Smart  companies  

define  roles  before  defining  people.

In  immature  family  businesses,  the  opposite  occurs:  the  founder  avoids  the  topic  of  succession  for  fear  of  

weakening  their  authority,  and  the  issue  is  only  addressed  when  it  is  too  late—usually  after  illness,  

exhaustion,  or  a  sudden  crisis.  The  transition  happens  by  imposition,  never  by  strategy.

The  heir  enters  unprepared,  the  internal  team  becomes  suspicious,  suppliers  hesitate,  and  the  market  

perceives  the  instability  at  the  exact  moment  when  the  company  most  needs  to  demonstrate  strength.  It's  

not  uncommon  for  this  to  be  the  trigger  for  the  loss  of  strategic  clients,  the  departure  of  key  talent,  and  the  

beginning  of  irreversible  internal  conflicts.  Succession  should  be  a  source  of  strength—it  becomes  an  

exposed  vulnerability.

Technically  planned  succession,  on  the  other  hand,  is  a  strategic  drive  for  renewal,  not  just  a  transfer  of  

command.  It  ensures  predictability,  preserves  the  founding  culture,  and  simultaneously  updates  mindsets.  

The  best  family  businesses  transfer  not  only  "the  throne,"  but  also  the  map,  the  method,  and  the  

institutional  boundaries  of  leadership.  They  formalize  boards,  document  values,  establish  objective  

criteria  for  promotion,  and  create  mechanisms  to  curb  impulsive  decisions.  In  this  way,  succession  is  not  

rupture—it  is  evolution.
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and  it  becomes  a  shackle.

In  short,  business  succession  in  a  family  business  is  not  a  moment—it's  a  strategic  process  

that  should  begin  even  before  it  seems  necessary.  It  requires  method,  awareness  that  affection  is  

not  a  criterion,  courage  to  decentralize  power,  and  a  commitment  to  longevity  above  ego.  Businesses  

that  plan  for  succession  live  for  decades;  businesses  that  avoid  succession  die  within  their  

own  memories.

Respect.

Natural,  perceived  as  a  sign  of  maturity,  not  vulnerability.  The  market  is  not  afraid  —

Cases  like  that  of  Panificadora  Venturini  demonstrate  precisely  this  silent  intelligence  of  continuity.  Its  

trajectory  of  operational  consistency,  preservation  of  identity,  and  relational  sustainability  over  time  

indicates  that  its  strength  comes  not  only  from  what  it  sells—  but  from  how  it  reproduces  coherence,  

discipline,  and  institutional  legitimacy  across  generations.  Companies  like  this  don't  leave  

succession  to  chance—  they  build  successors,  they  don't  wait  for  them.  This  explains  why  they  

survive.  And  why  they  become  a  benchmark.

5.  ORGANIZATIONAL  IDENTITY  AND  SYMBOLIC  CAPITAL:  THE  DIFFERENCE

Organizational  identity  is  one  of  the  most  powerful—and  simultaneously  most  misunderstood—assets  

of  family  businesses.  In  many  cases,  it  represents  a  symbolic  patrimony  built  over  decades,  
consisting  of  reputation,  trust,  territorial  permanence,  emotional  connection  with  the  community,  and  

affective  legitimacy  accumulated  through  consistent  behaviors,  not  advertising  campaigns.  This  

identity,  when  understood  with  strategic  clarity,  is  a  competitive  force  that  no  startup  or  newly  arrived  

corporation  can  replicate—it  requires  time,  presence,  and  coherence.  However,  when  misinterpreted,  

it  becomes  an  emotional  prison,  preventing  the  company  from  modernizing,  limiting  the  autonomy  of  

managers,  and  crystallizing  obsolete  mental  models  under  the  guise  of  "preserving  history."  At  this  

point,  identity  ceases  to  be  an  advantage.

Between  affective  memory  and  strategic  intelligence

This  symbolic  capital  —  which  involves  trust,  consistency,  human  presence,  and  cultural  legitimacy  —  

cannot  be  artificially  invented  by  companies  that  were  born  to  scale.

The  strategic  key  to  exceptional  family  businesses—and  what  explains  the  survival  of  names  like  Panificadora  Venturini

—lies  in  the  ability  to  transform  identity  into  method,  not  an  emotional  anchor.  Preserving  identity  doesn't  mean  

"doing  things  the  way  they've  always  been  done";  it  means  protecting  the  non-negotiable  elements  of  purpose,  

reputation,  and  connection  with  people,  while  unhesitatingly  modernizing  the  means,  channels,  language,  

and  management  models.  An  immature  company  preserves  the  form  but  loses  its  essence;  an  intelligent  company  

preserves  the  essence  and  modernizes  the  form.  This  is  how  some  family  brands  become  timeless—not  because  

they  withstand  the  test  of  time,  but  because  they  engage  with  it  without  losing  coherence.
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While  many  family  businesses  view  accounting  merely  as  a  tax  obligation,  those  that  survive—
and  especially  those  that  thrive—have  understood  that  it  is,  in  fact,  the  analytical  brain  of  the  
organization,  the  silent  mechanism  that  determines  not  only  current  profit  but  also  the  future  
capacity  to  remain  competitive  without  self-destruction.  Strategic  accounting,  when  
incorporated  with  maturity,  goes  far  beyond  traditional  bookkeeping:  it  provides  predictive  
vision,  proactive  risk  control,  rational  pricing,  protection  against  destructive  debt  cycles,  
and  technical  authority  before  banks,  key  suppliers,  and  potential  investors.  Without  it,  
every  family  business  is  condemned  to  invisible  vulnerability—even  if  seemingly  healthy.

Companies  like  Panificadora  Venturini  have  proven,  through  practice,  that  it's  possible  to  be  
modern  without  being  generic;  to  grow  without  losing  identity;  to  evolve  without  breaking  
with  the  past—but  never  to  survive  without  understanding  it  with  strategic  clarity.  Identity,  
therefore,  is  not  an  "affective  souvenir"  of  the  founding  family—it's  a  strategic  and  monetizable  
asset,  provided  it  is  consciously  converted  into  institutional  culture,  a  coherent  narrative,  
and  experience  delivered  with  operational  consistency.  Families  that  understand  this  
generate  legacy;  families  that  sentimentalize  or  idolize  identity  generate  silent  ruin.

Contrary  to  what  many  founders  believe,  modernization  does  not  destroy  identity  —

Quickly,  but  that's  precisely  what  many  family  businesses  naturally  possess  without  realizing  
its  strategic  value.  However,  this  asset  is  only  valuable  when  measured,  nurtured,  and  
translated  into  a  conscious  institutional  architecture  —an  identity  manual,  service  standards,  
cultural  selection  criteria,  and  a  public  positioning  established  not  by  the  owner's  improvisation,  
but  by  the  organization's  consistency.  The  worst  tragedy  for  a  family  business  is  not  losing  profit
—it's  losing  local  reputation,  because  without  trust,  margins,  and  customer  loyalty,  they  become  unviable.

Abandon  unproductive  nostalgia.  A  mature  identity  is  expressed  in  principles,  not  habits.  It  
can  change  packaging,  language,  systems,  billing  models,  sales  channels—as  long  as  it  
preserves  what  the  community  recognizes  as  its  true  soul:  trust,  respect,  flavor,  dedication,  
ethics,  consistency,  humanity.  It  is  this  surgical  balance—  neither  paralyzing  conservatism  
nor  depersonalized  modernization  —that  explains  the  longevity  of  the  world's  most  respected  
family  businesses.

In  short:  organizational  identity  is  only  valuable  when  preserved  as  an  essence  and  not  as  
something  static,  protected  as  a  principle  and  not  as  an  impediment  to  innovation.  Family  
businesses  that  manage  to  make  this  distinction  become  timeless—not  because  they  resist  
time,  but  because  they  evolve  with  it—without  ever  losing  themselves  in  it.

IN  FAMILY  BUSINESSES
6.  Strategic  Accounting  as  a  Pillar  of  Survival  and  Expansion
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Ultimately,  it  becomes  the  only  common  link  capable  of  reconciling  family  emotion  with  business  
rationality,  allowing  tradition  and  sustainability  to  walk  hand  in  hand—not  in  conflict.  In  objective  

terms:  without  strategic  accounting,  every  family  business  is  a  hostage  to  the  present.

Furthermore,  strategic  accounting  legitimizes  and  protects  the  family  business  in  the  face  of  
creditors,  partners,  boards,  funds,  and  future  generations.  It  is  what  makes  the  organization  

"financially  legible"  to  the  market—which,  in  practice,  means  better  negotiating  power,  better  
payment  terms  with  suppliers,  more  favorable  credit  conditions,  and  even  real  opportunities  
for  organic  expansion  or  through  acquisitions,  something  increasingly  inaccessible  to  
organizations  without  technical  protection.  Family  businesses  that  do  not  master  their  accounting  

are  held  hostage  by  banking  improvisation;  those  that  do  master  it  dictate  the  rules  of  their  own  expansion.

Strategic  accounting  is  what  separates  the  company  that  "waits  for  the  future  to  happen"  from  the  

one  that  positions  itself  before  it  arrives.  It  is  through  this  that  the  organization  accurately  

understands  which  products  are  truly  profitable  (and  not  just  generating  revenue),  which  clients  
represent  a  hidden  risk  of  default,  which  sales  channels  are  silently  consuming  margins,  which  

indirect  costs  are  eroding  profitability  without  being  noticed,  and,  above  all,  what  the  real  tipping  
point  is—financial,  operational,  or  fiscal—that  the  company  can  never  exceed.
Without  this  deep  numerical  awareness,  the  company  operates  on  instinct  —  and  instinct  is  
not  strategy.

With  strategic  accounting,  it  finally  earns  the  right  to  exist  in  the  future  as  well.

7  International  Governance  Models  for  Family  Businesses  and

It's  important  to  emphasize:  strategic  accounting  doesn't  replace  family  identity—it  protects  it.  It  prevents  the  company  

from  being  depleted  by  emotional  decisions,  ensures  that  withdrawals  are  planned  according  to  cash  flow  viability  and  not  

personal  urgency,  organizes  dividend  distribution  with  a  logic  of  asset  preservation,  enables  responsible  succession,  and  

at  the  same  time  allows  the  company  to  grow  without  losing  its  character.  In  other  words:  correct  accounting  

doesn't  stifle  the  business—it  frees  it  to  grow  safely.

A  comparative  analysis  between  Brazilian  family  businesses  and  international  models  reveals  a  

decisive  structural  difference:  while  most  family  businesses  in  Brazil  operate  on  emotional  
ties  —  "trusting  is  blood"  —,  family  businesses  that  lead  markets  in  Europe  and  the  United  
States  operate  on  institutional  ties  —
"Trust  because  it's  structured."  Bloodlines  are  respected,  but  it's  governance  that  orders,  

validates,  and  authorizes.  This  explains  why  centuries-old  businesses  like  Hermès  (France),  Barilla  

(Italy),  Heineken  (Netherlands),  and  BMW  (Germany)  remain  active  and  highly  competitive  after  three  years.

Lessons  applicable  to  the  Brazilian  context
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Another  factor  observed:  internationally  dominant  family  businesses  frequently  adopt  independent  external  advisors  —

figures  without  blood  ties  or  emotional  interest  who  have  real  authority  to  question  family  decisions.  This  prevents  

strategic  decisions  from  being  distorted  by  emotional  protection  or  fear  of  confrontation.  It  is  the  presence  of  these  

advisors  that  ensures,  for  example,  that  the  heir  is  prepared—and  not  "spared"—for  leadership;  that  the  family  culture  is  

preserved—but  never  idolized  to  the  detriment  of  evolution;  that  expansion  is  bold—but  never  irresponsible.  In  other  

words:  good  governance  transforms  love  into  energy—not  blindness.

Another  strategic  advantage  is  the  early  existence  of  a  Family  Constitution  or  Family  Protocol,  formal  documents  that  

define  what  in  Brazil  is  normally  left  to  "verbal  agreement"  or  "natural  understanding."  These  instruments  regulate—with  

clear  rules—  who  can  join  the  company,  under  what  conditions,  with  what  minimum  qualifications,  through  what  

progression  rites,  and  under  what  performance  metrics.

Four  or  even  five  generations.  They  understood  early  on  that  what  destroys  a  family  business  is  not  the  family  itself

—it's  the  lack  of  structure  that  puts  the  family  in  the  right  place.  And  that  "right  place"  isn't  always,  or  necessarily,  

executive  management—often  it's  the  board,  strategic  guidance,  safeguarding  the  purpose.

In  these  models,  the  family  ceases  to  confuse  authority  with  position,  love  with  command,  and  heredity  with  an  

automatic  right  to  power.  The  system  is  built  on  three  clear  pillars:  (1)  family  ownership,  (2)  professional  leadership,  

(3)  institutional  governance  that  mediates  power  between  the  two  worlds.  This  means  that  the  family  can  remain  

the  owner—and  even  the  moral  guardian  of  the  identity—but  not  necessarily  the  operational  manager.  Hierarchy  is  

defined  by  technical  criteria,  not  by  blood  ties.  With  this,  the  legacy  ceases  to  be  merely  a  memorial  and  becomes  

architectural,  functioning  as  a  stable  power  structure—not  as  an  arena  for  emotional  disputes.

Brazil  is  gradually  beginning  to  move  in  this  direction.  Exemplary—and  rare—cases  such  as  Grupo  Marfrig,  Magazine  

Luiza,  Votorantim,  and  Gerdau  demonstrate  that  it  is  possible  to  have  a  family  soul  and  a  corporate  brain  

simultaneously,  provided  that  governance  and  strategic  accounting  are  at  the  foundation.  And  this  is  where  companies  

like  Panificadora  Venturini  position  themselves  with  enormous  potential  competitive  advantage:  they  already  possess  a  

real  identity,  community  legitimacy,  and  intergenerational  consistency.  All  that  is  lacking—or  is  already  under  

construction—is  the  conscious  decision  to  install  this  identity  within  an  architected  structure,  not  just  one  lived  informally.

They  also  regulate  dividend  withdrawals,  succession  mechanisms,  conflict  resolution  methods,  and  even  criteria  for  

removing  family  members  in  cases  of  breach  of  institutional  trust.  Nothing  is  improvised—everything  is  institutionalized.  

In  other  words:  discipline  precedes  necessity.

This  article  is  published  in  open  access  under  the  Creative  Commons  Attribution  license,  which  permits  unrestricted  use,  distribution,  and  reproduction  in  any  

medium,  provided  the  original  work  is  properly  cited.

RCMOS  –  Multidisciplinary  Scientific  Journal  The  Knowledge.
ISSN:  2675-9128.  São  Paulo-SP.

11

Machine Translated by Google



12

ISSN:  2675-9128.  São  Paulo-SP.
RCMOS  –  Multidisciplinary  Scientific  Journal  The  Knowledge.

This  article  is  published  in  open  access  under  the  Creative  Commons  Attribution  license,  which  permits  unrestricted  use,  distribution,  and  reproduction  in  any  

medium,  provided  the  original  work  is  properly  cited.

Seen  by  many  founders  as  a  threat,  succession  is,  in  fact,  the  ultimate  test  of  the  maturity  of  the  management  model.  

Companies  that  prepare  for  succession  before  it  becomes  "necessary"  flow  naturally  and  remain  respected;  companies  that  

face  it  in  a  state  of  urgency  destroy  themselves  emotionally  even  before  collapsing  economically.  Well-planned  succession  

is  eternity  built;  improvised  succession  is  an  announced  end.

ifright

In  short,  therefore:  the  strongest  family  businesses  in  the  world  are  not  those  that  resist  change  to  preserve  tradition  

—  they  are  those  that  institutionalize  tradition  to  conquer,  change,  and  lose.

That's  precisely  why  there's  no  contradiction  between  being  familiar  and  being  modern—the  contradiction  

lies  between  being  informal  and  wanting  to  be  timeless.

withoutthe of

In  practical  and  non-negotiable  terms,  this  means  that  governance  is  not  a  luxury,  but  a  minimum  condition  for  

continuity,  especially  given  the  inevitable  passage  of  time  and  the  arrival  of  new  generations  with  radically  different  profiles,  

skills,  and  expectations.  Succession—

Organizational  identity,  in  turn,  should  not  be  seen  as  an  emotional  relic,  but  as  symbolic  capital  of  origin,  which  acquires  

value  only  when  converted  into  a  translatable,  replicable,  and  operationally  coherent  culture.  Familiar  brands  that  

have  become  legendary.

The  analysis  developed  throughout  this  article  shows  that  family  businesses  don't  fail  because  they  are  family-owned—

they  fail  because  they  remain  informal,  dependent  on  emotion  as  the  sole  criterion  for  leadership,  and  structured  more  

on  the  memory  of  the  past  than  on  future  intelligence.  Contrary  to  the  still  predominant  view  in  common  sense,  the  strength  

of  a  family  business  does  not  reside  solely  in  affection,  history,  or  affective  longevity,  but  in  the  ability  to  transform  these  

elements  into  strategy,  method,  and  institutionalized  governance.  This  is  the  watershed  identified  in  the  most  successful  

cases  observed  both  in  Brazil  (such  as  Panificadora  Venturini,  Magazine  Luiza,  and  Votorantim)  and  in  international  models  

of  excellence  (such  as  Hermès,  BMW,  and  Barilla).  The  success  of  a  family  business  is  not  sentimental—it  is  

structured.  And  when  it  is  structured,  it  manages  to  transform  affection  into  trust,  history  into  strategic  identity,  and  genetic  

continuity  into  institutional  continuity.

Another  central  element  that  emerged  from  this  study  is  that  professionalizing  management  does  not  destroy  the  family  

spirit—it  protects  it.  A  founder  who  doesn't  understand  this  transforms  love  into  risk,  tradition  into  backwardness,  and  

legacy  into  ruin.  A  founder  who  understands  this  transforms  love  into  intelligence,  tradition  into  authority,  and  legacy  into  

structure.  Professionalizing  doesn't  mean  replacing  the  family—it  means  preventing  the  family  from  becoming  the  

company's  greatest  internal  risk.  By  dissociating  emotional  belonging  from  executive  competence,  the  organization  

allows  the  family  name  to  preserve  its  identity,  while  competence  preserves  its  strategy.  Companies  that  master  this  balance  

assume  a  proactive  and  forward-thinking  stance;  those  that  refuse  end  up  reacting  to  chronic  emergencies  until  they  lose  

relevance  without  understanding  when  it  happened.

CONCLUSION
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The  convergence  of  governance,  succession,  strategic  identity,  and  high-precision  accounting  
shapes  what  can  be  considered  the  "smart  family  business  model"  —a  structure  that  doesn't  
try  to  imitate  traditional  corporate  businesses,  but  also  doesn't  get  caught  up  in  the  
domestic  logic  of  emotional  improvisation.  This  model  extracts  from  the  family  business  what  
no  corporation  can  buy:  community  trust,  authentic  soul,  organic  reputation,  and  real  legacy.  And  
at  the  same  time,  it  extracts  from  the  corporate  business  what  the  family  business  needs  most:  
method,  protection,  scale,  legitimacy,  and  anticipatory  intelligence.  It  is  at  this  intersection  that  
the  invincible  family  business  is  born.

—  like  Venturini  in  his  regional  ecosystem  —  they  did  not  idolize  their  history,  but  transformed  
the  respect  earned  into  a  disciplined  standard  of  delivery  and  consistency.  Identity  only  
generates  power  when  it  becomes  a  method.  Nostalgia  disconnected  from  time  kills;  conscious  
and  adaptable  identity  perpetuates.  Therefore,  the  decisive  question  is  never  "how  to  preserve  
what  we  are?",  but  "how  to  continue  being  what  we  are  without  ceasing  to  belong  to  the  time  in  
which  we  live?".

At  this  point,  it  also  becomes  evident  that  strategic  accounting  is  the  nerve  center  of  a  mature  
family  business,  as  it  is  the  only  language  capable  of  transforming  emotion  into  concrete  
rationality,  power  into  fiscal  responsibility,  expansion  into  security,  and  intuition  into  calculated  
projection.  Without  strategic  accounting,  the  company  reacts;  with  strategic  accounting,  the  
company  anticipates.  Without  strategic  accounting,  the  company  exists  only  as  long  as  luck  
allows;  with  it,  it  exists  only  as  long  as  it  chooses  to  remain.  It  is  through  this  axis  that  it  
becomes  possible  to  institute  legitimate  meritocracy,  support  evidence-based  decisions,  obtain  
qualified  credit,  negotiate  with  authority,  and  project  the  future  with  absolute  clarity  and  predictability.
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