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KIND OF PROCESS
Succession 

ALLOCATION
Hernani Gipuzkoa Spain

PREVIOUS ACTIVITY
Metallurgy

CURRENT ACTIVITY
Construction and assembly of metal structures

DATE OF CONSTITUTION
1985

LEGAL FORM
Limited Liability Labour Society

TURNOVER
(Dec. 2019): £51 Mio €

CONTACT PERSON
Juan Mari García Carrera 

metalhersl.com
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C O M P A N Y  P R O F I L E

Nº of employee partners
at the constitution 9 Current Nº of 

employee partners

Previous Nº 
of employees 15 Nº of employees 

at the constitution
Current Nº of 
employees 1615

9



BACKGROUND
In 2017, METALHER, S.L., owned by two partners (one 
retired and the other near retirement) made a strong 
investment to open a new line of business consisting 
in the manufacture of hydraulic tanks from drawings 
and from in-house designs. New qualified staff were 
hired for this purpose. 

However, the retirement of the active partner was 
approaching. Given the situation, several alternatives 
were proposed to avoid closing: to sell the business 
to the competition, to sell the premises and settle the 
business or to sell the business to the workers.
 
The most attractive option was to sell the business to 
the workers. Therefore, after making their proposal, 
they contacted the ASLE Business Association for 
advice regarding the business succession process.

EMPLOYEE INVOLVEMENT FORMULA
METALHER S.L.L. became a Limited Liability Labour 
Society on 31 March 2020 as a new social economy 
project and specifically as a Labour Society; a 
commercial company with majority participation of its 
employees with indefinite term contracts. Nine of the 
company’s workers acquired 100% of the company.

DESCRIPTION OF THE PROCESS 
1. Design of an Economic-Financial Plan for succession.
2. Capitalisation of unemployment benefits and 

personal loans for the transformation. 
3. Formal transformation into a Labour Society 
4. Additional search for financing to purchase the 

shares of the outgoing partners. 
5. Corresponding purchase contract. 
6. Loan granted to the company. 
7. Company loan to the workers.
8. Purchase of shares by the workers from the two 

owners.

The key agents that collaborated in the successful 
outcome of the process were as follows: ASLE 
Business Association, Gipuzkoa Chamber of Commerce 
and the Hernani Development Agency (Gipuzkoa) 
BETERRI-BURUNTZA, pertaining to the City Council. 
This was supported by the Provincial Council of 
Gipuzkoa, which subsidised the process.
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MECHANISMS USED TO IMPLEMENT THE PROCESS
A) Economic
1. Purchase price: €950,000. The funds came from:
 a. Single payment capitalisation. 5 individuals 
   (average of €20,000 per person)
 b. Personal loan financing by financial institutions.
 Company loan to each worker partner. The 

company had previously obtained a loan from 
LUZARO (financial institution) with a guarantee from 
ELKARGI (Mutual Guarantee Society) with a specific 
line of risk coverage from the Provincial Council of 
Gipuzkoa.

2. Non-repayable grants from the Basque Government 
to establish a Labour Society. 

3. Support from the Michelin Foundation.
4. Fiscal: deduction in Personal Income Taxes for 

contribution to share capital of each shareholder 
and exoneration of capital gains declaration by the 
seller who remained in active employment at the 
time of the transfer.

B. Technical
1. Setting up a Surveillance Body consisting of the 

workers’ representatives and the owners.
2. Drawing up Internal Operation Regulations to 

bolster the new governance model.

3. Approval of the Company Contract that established 
the rules for the entry/exit of shareholders and 
distribution of profits. 

PRINCIPAL BARRIERS
• Management of the difference of opinion of the 

two transferring partners.
• Accumulated positive earnings that increased the 

transfer price.
• A lack of participatory culture. 
• Absence of economic training to understand the 

business. 
• Management of personal diversity with regard to 

age, gender, personalities, etc.
• Management of the lack of entrepreneurial spirit of 

the partners.

FACTORS OF SUCCESS
• Leadership of a person who entered the project 

with good knowledge of the business and a 
participatory business culture. 

• Support from the Local Development Agency and 
the ASLE to develop the process.

• Economic turnover of the business.
• Commitment by financial institutions
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MAIN BENEFITS FOR THE COMPANY, EMPLOYEES 
AND ENVIRONMENT/SOCIETY
Company
Business continuity. Project localization.
Improving turnover, income, workforce.
Commitment of the employees.

Employees
Maintaining employment.
Capacity for self-development.
Increased training, professional development, 
motivation, satisfaction.
Promotion of a social company where the workers 
develop their future and the project by acquiring share 
capital.

Society
Preventing relocation of the company and allowing 
uninterrupted collaboration with local suppliers.
Strengthening of its commitment to continue 
engaging new markets and lines for new business 
opportunities.

TRANSFERABILITY
• clear leadership of the person with Managing 

Director responsibilities in the new project
• commitment to a participatory company, both as 

regards management and capital.
• support of specialised agents during the process
• application of economic-financial and technical 

mechanisms
training in the management of all individuals

The case study was prepared by Anabel Yoldi and Jone 
Nolte (ASLE).
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