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				It is the great privilege and honor for the James E .Hughes, Jr. Foundation to publish this wonderful book by Sara and Margaret, Build an Enterprise Family to Last. I applaud their purpose which is to create a book which, in their words “is designed for use by family members and their advisors wanting a structured roadmap with clear milestones that allow the Family and the Enterprise to sustain, adapt and thrive across multiple generations as diversity and complexity grow.” Their book achieves brilliantly this very high purpose.

				James (Jay) E . Hughes, Jr; author of Family Wealth Keeping it in the Family, Family: The Compact Among Generations and co -author of The Cycle of the Gift and Family Trusts, Aspen

				This book is a welcomed – and particularly valuable – addition to the very best sources of information available to families of wealth who seek to create an enduring family enterprise across generations, and for their advisors who aspire to be a part of that successful journey.  From cover to cover it is a depth of wisdom and practical guides to understanding, assessment and action.  Each chapter and topic is presented in a fresh, creative and useable format that can lead from insight to action on a seamless basis. Both authors are highly respected experts in the topics they address, and their accumulated experience and insights are fully reflected in these pages.  This is not only a ‘must read’, but also a ‘must learn and apply’ for those seeking to create the best future possible for their own families.

				Mark Daniell, Founder of Raffles Learning and Co-author of Second Edition of Family Legacy and Leadership, ©2025, Singapore

				Build an Enterprise Family has a wealth of information displayed in a highly engaging, digestible manner. Its wisdom, distilled from decades of experience and expertise, helps families understand the many journeys they have to navigate successfully. Combining clearly written text with excellent graphics, the book makes the complex process of evolving a family enterprise a remarkably approachable topic. I am truly impressed with what Sara Hamilton and Margaret Vaughan Cox have accomplished.

				Jim Grubman, PhD, founder of Family Wealth Consulting, Boston

			

		

	
		
			
				

			

		

		
			
				Build an Enterprise Family to Last offers a deep dive into the complexities of managing and sustaining family enterprises across generations. With profound insights and practical strategies, Sara and Margaret guide readers through the intricate journey of sustaining family values and vision across generations. This book is an indispensable resource for anyone seeking to navigate the challenges and opportunities that come with leading an enterprise family. Sara and Margaret combine wisdom with actionable advice, making this a must-read for both current and future enterprise family leaders committed to the long-term success of their family legacy.

				Prof. Dr. Maarten de Groot, Endowed Chair of Resilient Family Business and Enterprise Families at VU Amsterdam School of Business and Economics, Amsterdam

				Family enterprises are among the most complex forms of organization, requiring the navigation of interdependent dynamics across family, assets, and personal realms. Capturing and articulating this complexity with such clarity is a gift, and Sara and Margaret have done that remarkably. The book provides valuable insights through both conceptual framing and practical examples, making it a resource to treasure. I especially appreciate how managing a family enterprise is framed as a continuous journey. By setting realistic expectations, the book underscores that multigenerational families are 'never done' managing this complexity. Yet, far from daunting, it offers a hopeful and helpful framework built on the integration of family, enterprise, and personal elements. This holistic approach captures the mutual dependencies of these dimensions, ensuring that the individual and family journeys are given as much attention as the enterprise itself. In particular, the emphasis on personal growth, often the most overlooked yet critical component, makes this framework especially powerful and practical for sustaining long-term success.

				Gaia Marchisio, Faculty Director of Columbia Business School Global Family Enterprise Program, and Sr Lecturer in Management Division,New York

				Build an Enterprise Family to Last is a major contribution to families wanting to thrive on their multigenerational journey together. This accessible guidebook provides a clear roadmap for successfully navigating this complex journey, complete  with definitions, helpful examples and case studies. It distinguishes the Family Journey from the Enterprise Journey, and helps an individual define their Personal Journey and future role in the enterprise. Everyone leading a complex enterprise should spend time with this book and apply the wisdom and principles compiled over Hamilton’s and Cox’s decades partnering with client families around the world.

				Peter Vogel, Professor and Director of the Global Family Business Center at IMD and author of the Family Philanthropy Navigator and the Family Office Navigator, Lausanne
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				How to Use this Guidebook

			

		

		
			
				Build an Enterprise Family to Last is divided into three sections: the Family Journey, the Enterprise Journey and the Personal Journey. Parts 1 and 2 (the Family Journey and Enterprise Journey) are designed for use by family members and their advisors wanting a structured roadmap with clear milestones that allow the Family and the Enterprise to sustain, adapt and thrive across multiple generations as diversity and complexity grow. The greatest benefit will be yielded from working through these sections with the entire family group and, where appropriate, trusted family advisors.

				Part 3 is for individual family members who are interested in considering their roles and engagement level with the Enterprise within the context of their personal Life Calling, developmental life stages and long-term vision. This section may be completed independently or in partnership with a mentor or coach. In some cases, rising gen members may opt to work through this section in small groups.

				In all three sections, tested models, methodologies, tools, templates and actionable steps are offered as discussion and exercise aids. Each section begins with a checklist of that journey’s “milestones” with boxes where one can indicate the milestone’s status: “Not Started,” “In Progress,” “Completed.” We recommend first reading through the checklists of the journeys which interest you to identify the milestones that may be checked off and those that need attention. While the milestones in each section build on one another and are designed to be followed sequentially, the three journeys may be embarked upon concurrently or in any 

				order. At the end of each journey, a set of discussion questions is provided to help the reader coalesce key takeaways and insights from that section. These questions may be completed individually or serve as excellent prompts for group discussions.

				Resources for Enterprise Families Cited in the Book

				Enterprise Family Advisors is a consulting firm co-founded by Sara Hamilton and Margaret Vaughan Cox to offer workshops, customized programming, educational resources and facilitation to families wanting to embark on their Enterprise Family Journey or strengthen their existing Enterprise Family. More information can be found at http://enterprisefamilies.com.

				MCV Consulting, LLC (MCV) is a consultancy founded by Margaret Vaughan Cox in 2002 dedicated to helping multigenerational families and their Enterprises plan for and navigate complex generational transitions. More information can be found at https://www.mcvconsulting.com

				Family Office Exchange (FOX) is the founding and industry-leading membership organization bringing together families, family office executives and trusted advisors to build a community focused on peer exchange, continuous learning and objective guidance. FOX has built a community of 320+ families focused on sustaining their multigenerational families through peer groups, education and custom advice from subject matter experts. More information can be found at https://www.familyoffice.com/about-fox.

			

		

	
		
			
				Introduction

			

		

		
			
				We hope you find this guidebook helpful on your Enterprise Family Journey. We structured the framework to help you identify your priorities and your action steps as a family. Our goal is to enable all members of your family to arrive on the same page about where you are today and where you want to go together in the future.

				In our view, an Enterprise Family is one that intentionally adopts a multigenerational mindset that supports the shared ownership and collective interests of the family. We define the Enterprise as the sum of all the parts the family collectively owns and manages, which may include operating companies, direct investments, real estate properties, investment partnerships, philanthropic entities, treasured collections and valued family gatherings – many of which are supported by a family office.

				Successful families usually do not set out to build an Enterprise model, but they naturally evolve toward one over the decades or generations as the size of the family and the complexity of the Enterprise grow.

				Managing the complexity of the various parts of the Enterprise can be difficult if the goals and priorities are not properly aligned. This guidebook is organized to show you how to align the family vision and the Enterprise goals and strategies.

			

		

		
			
				“Preserving the family in the midst of wealth is far more difficult than preserving the wealth.„

				Sara Hamilton, “The Family Office Industry Supports the Evolving Family Enterprise” 

				Journal of Wealth Management, May 2023

			

		

		
			
				”The Journey is the reward.„

				Robert Louis Stevenson
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				Stages of Evolution – Many families evolve to the Enterprise stage after operating a successful business that generates enough wealth to enhance the lives and the collective interests of the growing family. During the early stage of an Enterprise, the family identity is centered on the business, and the family typically engages in the communities in which the business operates. The second evolutionary stage includes separating the financial affairs and philanthropy of the owners from the operating business. A family office and a family foundation are natural organizing structures that begin to distinguish the family’s identity separate from the business.

				As they progress to the next stage, a family realizes the complexities of their assets and various endeavors—from operational businesses to philanthropy to investments—now require an Enterprise view of their affairs and governance. In the complex Enterprise stage, the family has come to recognize the Enterprise is a multifaceted organization that has 

				complexities in each domain of the Enterprise, requiring an integrated framework that connects all the parts through a sophisticated governance structure. 

				Choosing what impact the family wants to have with their capital can be very challenging for both founders and inheritors. But having conversations together about the purpose for the Enterprise and its potential positive impact can result in greater clarity for the owners about why the sustainability of the Enterprise is important to the family and to society at large.

				Best Practices and Next Practices – As consultants and trusted advisors to hundreds of Enterprise Families, we have seen many families progress from business-centric families to Enterprise-centered families. We have been able to identify many best practices families can employ to become a sustainable Enterprise, which we share in this guidebook.

			

		

		
			
				The Enterprise Journey

			

		

		
			
				Business-Centric

				Family with 

				Shareholders Office

			

		

		
			
				Business

				Family with

				Family Office

			

		

		
			
				Aspiring Enterprise Family with Businesses,

				Investments and Foundations

			

		

		
			
				Complex Enterprise Family with Businesses, Properties, Investments and Philanthropies
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				These milestone practices are organized in three Journeys: the Family Journey and the Enterprise Journey show the sequential evolution in the development of a strong Enterprise. And the Personal Journey is a unique exploration for individuals. The examples shared in this guidebook are just a few of many possible approaches to address each practice. We offer these as a starting point for your own exploration as you journey toward Enterprise creation.

				Once wealth has been accumulated that can be invested in the family members, these goals might include: developing the human potential of each family member, enriching their time together as a family, fostering the entrepreneurial instincts of rising generations or having a philanthropic impact, as well as preserving financial security for family members.

			

		

	
		
			
				Desired Outcomes for Each Journey

				
					Where We Are Today

				

				
					Where We Want to Go

				

				
					How We Plan to Get There

				

				
					Part 1:

					The 

					Family 

					Journey

				

				
					Raising awareness of the family’s history, culture and patterns strengthens family bonds and increases their ability to plan for and manage change together.

				

				
					Aligning the family around common interests and goals gives the family staying power and motivates them to work together for greater impact beyond building and preserving wealth.

				

				
					Developing family skillsets to manage or modify complexity requires an equitable system for decision-making that ensures a sustainable family governance system.

				

				
					Part 2:

					The Enterprise Journey

				

				
					Understanding the goals of the current Enterprise and what may challenge its future viability provides greater insight about goals.

				

				
					Developing a collective vision for the family’s future together will give family members a sense of shared purpose and greater impact.

				

				
					Having a clear plan for how to reach the group’s goals will make it easier for everyone to support the long-term vision.

				

			

		

		
			
				Your Personal JourneyThe Personal Journey in Part 3 is dedicated to the individual journey of family members who inherit or marry into Enterprise Families and are exploring their identity within the Enterprise and possible future roles. We identify some key questions, along with exercises to consider when assessing where you are today and what you want your role(s) to be in the Enterprise (if anything). We show you how to develop a personal plan to prepare 

				for your future. This section is not for everyone in the family, but it can be very helpful for those interested in exploring how their skills, passions and goals support the Enterprise and specific ways they can contribute to the Enterprise’s success and their own personal growth. Families that encourage their rising gen members to take this journey create a culture that fosters self-knowledge, authenticity, purpose and Enterprise engagement in its members.

			

		

		
			
				
					Part 3:

					Your

					Personal

					Journey

				

				
					Grounding your choices about the future in a thorough exploration of your past and present will allow you to make informed choices about the future and create goals and plans that are set up for success. 

				

				
					Knowing where your vision aligns with the shared Enterprise vision allows you to identify how you want to contribute and where you want to make a difference in the family’s work together.

				

				
					Building a personal plan gives you the opportunity to develop the skills needed to reach your identified goals and continue to enrich your development over time.

				

			

		

	
		
			
				Building an Enterprise Plan increases the chances that multigenerational families can remain cohesive and committed to being productive in their Enterprise endeavors. In addition, aspiring Enterprises can use our methodology to anticipate and address disruptive change that is coming over the next decade. Developing a thoughtful Enterprise Plan will increase the family’s chances of staying together and being successful as an Enterprise through dramatic periods of change. 

				The Enterprise planning process is core to the multigenerational journey, and the journey itself can be the most rewarding part of the process. Jay Hughes, a thought leader in the business of flourishing families, has taught us that “every generation is a first generation” on this journey, and the greatest reward can be creating a vibrant future together for each generation of the family. Whether or not they want to maintain a multigenerational vision is up to each generation to decide.

				Getting Started – For families who are new to the concept, what is most helpful is to build awareness about the benefits of a strong Enterprise Family. Getting the conversations started will increase support over time, and a good place to begin is a discussion about your Enterprise today and the benefits the family enjoys from its success. There are many helpful tools in the guidebook, as well as on the website at http://enterprisefamilies.com.

				Additional Resources

				The final section of the guidebook offers a variety of techniques that can lead to meaningful family dialogue and various tools that you can use to facilitate productive family discussions. Included in the section are:

				Practices for healthy communication;

				Glossary of Governance Terminology;

				QR code that links to Other Tools and Templates for family use.

			

		

		
			
				Painting a clear picture of a shared future that builds commitment from the family staying together

				Giving meaning and purpose to the lives of all family members

				Providing the resources to help each individual family member find their own path toward being a productive contributor to society

				Offering the education needed to enrich each family member’s life and raise responsible owners

				Attracting more talented advisors than one could obtain on their own

				Making better decisions as a family by having a trusted and proven governance process

				Making a difference in the world by working together toward inspiring impactful goals 

				Having a thoughtful Enterprise-wide succession plan with buy-in and support of the family

				Managing growing complexity and diversity as the Enterprise evolves

			

		

		
			
				Beneficial Results of an Enduring Enterprise Plan:

			

		

	
		
			
				Building an Enterprise Family Plan
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				Family Satisfaction and Support

			

		

		
			
				Enterprise Performance to Meet Goals

			

		

		
			
				Governing Principles and Family Charter

			

		

		
			
				Governance Structures and Roles in Enterprise Charter

			

		

		
			
				Family Leadership Development and Selection

			

		

		
			
				Leadership for the Enterprise and Succession

			

		

		
			
				Shared Vision for the Family's Future

			

		

		
			
				Goals and Strategies to Support the Vision

			

		

		
			
				Identity of the Family

			

		

		
			
				Definition of the Enterprise

			

		

		
			
				The Family Journey

			

		

		
			
				Alignment of Interests

			

		

		
			
				The Enterprise Journey

			

		

		
			
				This diagram illustrates the critical components of the Family and Enterprise Journeys that comprise a comprehensive Enterprise Family Plan and the order in which it is most advantageous to address them. Investing the time and efforts to embark on these journeys will yield family alignment around the future direction of the Enterprise and a clear plan to support its success, health and sustainability.

			

		

	
		
			
				The Family Journey (15 Milestones)

			

		

		
			
				Completing the Family Journey will give a family clarity about who they are as a family and what they hope to accomplish together. They will understand their current cultural dynamics, the benefits of staying together as a family across the generations and how leaders in the family will be chosen to make family decisions.

				Additionally, they will learn how their past informs their future, and how to make conscious choices together about that future. They will better understand their historical patterns, values and principles, and based on these insights, the family will learn what sets them up for success moving forward; and what needs to be modified or left behind.

			

		

		
			
				
					Where We’ve Been and Where We Are Today

				

				
					Where We Want to Go

				

				
					How We Plan to Get There

				

				
					Map the family’s history to identify patterns, values and guiding principles from the past that inform the future

				

				
					Discuss the benefits of keeping the family together and aligning family interests and goals

				

				
					Develop the family skillsets to manage complexity and conflict

				

				
					Identify the patterns, values and principles to carry forward and to leave behind

				

				
					Examine the levels of trust to build relationships in the family

				

				
					Identify a transparent decision-making process that the family trusts

				

				
					Assess the family’s current culture and discuss key communication styles that impact relationships and outcomes

				

				
					Discuss the family’s current generational bridge and its impact on family goals

				

				
					Design and communicate an objective process for selecting future leaders for the family

				

				
					Identify family polarities and core family values to strengthen relationships

				

				
					Develop a timeline of known transitions and trigger events and assess the family’s readiness for change

				

				
					Offer opportunities for participation and leadership based on individuals’ areas of interest

				

				
					Agree on the family’s definition for inclusiveness, levels of engagement and responsible ownership

				

				
					Build a continuous learning culture across the family and identify desired skills and skill gaps

				

				
					Develop a learning ‘launch pad’ to educate all family members on important topics of interest

				

				
					Outcomes:

					Raising awareness of the family’s history, culture and patterns strengthens family bonds and increases their ability to plan for and manage change together.

				

				
					Outcomes:

					Aligning the family around common interests and goals gives the family staying power and motivates them to work together for impact beyond wealth generation.

				

				
					Outcomes:

					Developing family skillsets to manage complexity and designing an equitable system for decision-making builds a sustainable family governance system. 

				

			

		

	
		
			
				The Enterprise Journey (18 Milestones)

			

		

		
			
				Families who complete the Enterprise Journey together will understand the value of the current Enterprise and can decideif they want to work together to continue the Enterprise evolution.

				Clarity about the desired goals and strategies will allow stakeholders to make informed decisions about what is possible and how they plan to reach their stated goals.

			

		

		
			
				
					Where We’ve Been and Where We Are Today

				

				
					Where We Want to Go

				

				
					How We Plan to Get There

				

				
					Develop a picture of the current Enterprise and review the benefits for sustaining a flourishing Enterprise

				

				
					Develop possible scenarios for the future Enterprise given the owners' hopes and goals

				

				
					Design an efficient governance structure and decision-making process that supports the Enterprise goals

				

				
					Understand the Enterprise Journey and generational transitions

				

				
					Articulate a shared vision for the future of the Enterprise using a collaborative process that builds consensus

				

				
					Develop clear levels of authority and accountability for governing councils, boards and committees

				

				
					Discuss the evolution and history of the Enterprise to assess its identity and impact in the community

				

				
					Develop clear goals and strategies for the future Enterprise and gain commitment to support the shared vision

				

				
					Identify a formal process to assess and mitigate Enterprise risks on a periodic basis

				

				
					Investigate the opportunities and risks that affect the Enterprise

				

				
					Create partnerships with external resources where needed to support the goals and strategies

				

				
					Develop a methodology to allocate capital and resources across the Enterprise domains

				

				
					Review the current Enterprise goals and strategies

				

				
					Identify leadership skills and a leadership succession process needed to support the vision and goals

				

				
					Develop written Charters to codify family goals and Enterprise agreements

				

				
					Assess Enterprise complexity and manage it with efficient ownership and investment structures

				

				
					Provide alternatives to exit the Enterprise for those family members who do not share the future vision and goals

				

				
					Identify metrics to monitor performance and ensure family satisfaction with the outcomes

				

				
					Outcomes:

					Understanding the current state of the Enterprise and what may challenge its future viability provides greater insight for future planning.

				

				
					Outcomes:

					Developing a shared vision for the Enterprise will create a sense of common purpose in the family and collective commitment to the future together.

				

				
					Outcomes:

					Having a clear and comprehensive plan to achieve the vision and goals and a process for monitoring performance will foster family satisfaction and long-term success for the Enterprise. 

				

			

		

	
		
			
				Your Personal Journey (15 Milestones)

			

		

		
			
				Individuals who complete the Personal Journey will substantially increase their self-awareness and knowledge, enabling them to make conscious, informed choices about their life's purpose and direction and how they want to engage in the family's Enterprise. 

				Articulating their personal long-term vision and goals and exploring various roles and responsibilities in the Enterprise will help individuals pursue a life of meaning, support the endurance of the Enterprise and contribute to something that is “bigger than themselves.”

			

		

		
			
				
					Where I’ve Been and Where I Am Today

				

				
					Where I Want to Go

				

				
					How I Plan to Get There

				

				
					Develop a Personal History Map and identify personal patterns, values and guiding principles to carry forward and leave behind

				

				
					Explore your Calling and goals for development of your human and intellectual capital

				

				
					Develop clear goals to support your vision (within the Enterprise and broader life)

				

				
					Identify core personal values

				

				
					Explore the degrees of involvement in the Enterprise and opportunities for engagement

				

				
					Create a personal development plan to identify action steps to achieve your goals, including future engagement and roles in the Enterprise

				

				
					Map key driving forces and identify opportunities and threats impacting your life

				

				
					Identify your desired roles in the Enterprise

				

				
					Work with a mentor or coach to support the successful execution of your plan

				

				
					Define your personal relationship with wealth

				

				
					Create your personal Enterprise Engagement Inventory

				

				
					Develop a process to receive honest feedback about leadership skills and performance

				

				
					Understand the impact of family growth and desired degrees of togetherness

				

				
					Articulate your personal vision (both within the Enterprise and beyond)

				

				
					Periodically reassess and refine your vision and goals as life and Enterprise changes impact them 

				

				
					Outcomes:

					Grounding your choices about the future in a thorough exploration of your past and present will allow you to make informed choices and create goals and plans that set you up for success.

				

				
					Outcomes:

					Knowing where your vision aligns with the shared Enterprise vision allows you to identify how you want to contribute and where you want to make a difference in the family’s work together. 

				

				
					Outcomes:

					Building a personal plan gives you the opportunity to develop the skills needed to reach your identified goals and continue to enrich your development over time. 

				

			

		

	
		
			
				Journey Roadmap

				This nine-box chart offers you the opportunity to fill in the action steps you hope to take in each Journey section as you read through the guidebook.

			

		

		
			
				
					The Family Journey

				

				
					Where We’ve Been and Where We Are Today

				

				
					Where We Want to Go

				

				
					How We Plan to Get There

				

				
					The Enterprise Journey

				

				
					Where We’ve Been and Where We Are Today

				

				
					Where We Want to Go

				

				
					How We Plan to Get There

				

				
					The Personal Journey

				

				
					Where I’ve Been and Where I Am Today

				

				
					Where I Want to Go

				

				
					How I Plan to Get There
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					Map the family’s history to identify patterns, values and guiding principles from the past that inform the future. 

				

				
					
						
							[image: ]
						

						
							
								NotStarted
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								InProgress
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								Finished

							

						

					

				

				
					Identify the patterns, values and guiding principles to carry forward and those to leave behind. 
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

				
					Assess the family’s current culture and discuss key communication styles that impact relationships and outcomes. 
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								NotStarted

							

						

						
							[image: ]
						

						
							
								InProgress
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								Finished

							

						

					

				

				
					Identify family polarities and core family values to strengthen relationships. 
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

				
					Agree on the family’s definition for inclusiveness, levels of engagement and responsible ownership. 
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

			

		

		
			
				We recommend you start your Family Journey by reviewing these important milestones that are presented in Part 1. Check the boxes for any of the activities your family has started or completed, and if you have completed all 15, then move directly to Part 2 to investigate the Enterprise Journey. 

			

		

		
			
				PART 1

			

		

		
			
				The Family Journey Milestones

			

		

		
			
				Where We’ve Been and Where We Are Now – p. 20 

			

		

		
			
				1

			

		

		
			
				2

			

		

		
			
				3

			

		

		
			
				4

			

		

		
			
				5
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					Develop the family skillsets to manage complexity and conflict. 
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

				
					Identify a transparent decision-making process that the family trusts. 
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

				
					Design and communicate an objective process for selecting future leaders for the family. 
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

				
					Offer a variety of opportunities for participation and leadership based on individuals’ areas of interest. 
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

				
					Develop a learning ‘launch pad’ to educate all family members on important topics of interest. 
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

			

		

		
			
				
					Discuss the benefits of keeping the family together and aligning family interests and goals. 
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

				
					Examine the levels of trust needed to build strong relationships in the family.
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

				
					Discuss the family’s current generational bridge and its impact on family goals. 
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					Develop a timeline for known transitions and trigger events and assess the family’s readiness for change. 
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					Build a continuous learning culture across the family and identify desired skills and skill gaps. 

				

				
					
						
							[image: ]
						

						
							
								NotStarted

							

						

						
							[image: ]
						

						
							
								InProgress

							

						

						
							[image: ]
						

						
							
								Finished

							

						

					

				

			

		

		
			
				Where We Want to Go – p. 32
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				How We Plan to Get There – p. 44
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				Milestone 1

				Family History, Patterns, Valuesand Guiding Principles

			

		

		
			
				The very first step in exploring family alignment is looking to the past in order to inform the future. When a family explores their history aloud together, they can identify patterns, values and guiding principles that have made the family successful, as well as those that may have held them back. By describing meaningful family events and defining moments within the historical context of external events in the broader world, a family can surface past patterns of behavior and the actionable guiding principles that define their culture and have driven decision-making and outcomes over time. Telling the whole story, including setbacks and failures in addition to the successes and celebrations, is vital to learning about the importance of resilience and recovery. Having an honest conversation about the past establishes a baseline of openness and trust with which the family can move into constructive conversations about the future.

			

		

		
			
				
					Where We’ve Been and Where We Are Now

				

				
					1.

					Map the family’s history to identify patterns, values and guiding principles from the past that inform the future

				

				
					2.

					Identify the patterns, values, and principles to carry forward and to leave behind

				

				
					3. 

					Assess the family’s current culture and discuss key communication styles that impact relationships and outcomes

				

				
					4. Identify family polarities and core family values to strengthen relationships

				

				
					5. 

					Agree on the family’s definition for inclusiveness, levels of engagement and responsible ownership

				

			

		

		
			
				Sample History Map for Pendres Family
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				Just as valuable as the physical history map is the process of telling the family’s story together. Humans make sense and meaning of their place in the world through storytelling, and the process of listening to family members share their experiences and historical accounts allows a family to come to a collective understanding of how they arrived at the present moment—and what the implications of that past are on the family’s future. Sharing legacy stories with younger family members who didn’t live through the events will bring them to life and preserve them in the memory banks for rising generations.

				Along the bottom of the history map, you will see the blend of patterns, values and guiding principles that have been central to the Pendres family's journey through the decades. Patterns are observable ingrained behaviors that repeat over time; values are the fundamental beliefs that 

				serve as cornerstones for the family, while guiding principles are the unwritten laws that govern behavior—the do’s and don’ts of the family system. Some of these are enduring, while others are specific to a certain period in the family’s evolution. This history map allows the family to pinpoint events and turning points that they view as important and identify important eras in the family’s evolution.

				Having a family discussion about past values creates an opportunity to discuss whether the values are still relevant or if they need to be updated. Revisiting these formative values and principles as they are tied to historical events may surface differences in generational values as shown in the example below. Allowing different generational voices to express their perspectives on the family’s values can be highly positive and productive, leading to renewed family alignment and cohesion.

			

		

	
		
			
				Milestone 2

				Patterns, Values and Guiding Principles to Carry Forward and Those to Leave Behind

			

		

		
			
				Through the history mapping process, beneficial patterns of behavior, priority values and helpful guiding principles that should be carried forward to subsequent generations become clear. Articulating these positive behavioral traits, values and tacit “laws” of the family provides the space to appreciate how historical seeds of success can be nurtured into the future. Subsequently, taking the time to reflect on what does not serve the family well gives families the opportunity to decide which behaviors, values and principles are outmoded or outright counterproductive and need to change as they move forward. 

				The conversation about what to leave behind may be more delicate for some family members who perhaps weren’t treated as equals in the past or allowed to participate in decision-making. This exercise offers the ability to contextualize certain patterns or unspoken principles that contributed to historical inequities and may remain operational in the system. A classic example of this is gender inequity, which was a dominant societal norm in many cultures well into the twentieth century and persists as an unconscious pattern in some families to the present day. The opportunity to discuss the origins and consequences of such a pattern and the shared desire to change it can be a highly productive and unifying experience for a family. Similarly, acknowledging that differing accounts and assumptions exist around delicate historical topics creates an opportunity for forgiveness and healing to 

				occur and elevates acceptance and empathy across the family system.

				The history mapping process offers time and relaxed space for family members to share stories, celebrate successes, learn from failures and explain and honor different viewpoints. Families emerge energized and galvanized for dynamic conversations about where they want to go together as they chart their future path.

			

		

		
			
				“It’s not enough to be proud of your ancestors, it’s about living up to them.”

				The guiding principles that are profiled on the two previous pages belong to a family that has lived through their father’s recovery from a tragic accident. The matriarch was the family bedrock who remained steadfast by her husband’s side through multiple surgeries and months’ long painful rehab. She encouraged the children to take turns helping their father get dressed and fed in the first years after the accident. The children watched their father rebound with grit and determination over the next decade to launch another business that became extremely successful. They saw how he generously shared his story with other young people who were disabled. All the children felt responsible for living up to the values their parents had maintained through it all, and they wanted to live up to the family standards.
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				LEAVE BEHIND

			

		

		
			
				Patterns to Carry Forward and Those to Leave Behind

			

		

		
			
				Family First

				Staying together

				Closeness and support

				Being unpretentious and unentitled

				Following passions

				Living life with purpose

				Enjoying each others' differences

				Sense of humor – having fun!

				Gratitude and appreciation

				Being mindful of our family values when making life choices

				Resilience and positive attitude

				High achievement in what you love

				Process for generational transmission of information - sharing lessons and learning

				Writing your own story, living your own path

				Gender equality in leadership

				Informed risk-taking – don't be afraid to fail

			

		

		
			
				Obligation to invest 100% together

				Stress to be a high achiever per the traditional definition... pressure to “meet the bar”

				Fear of confrontation

				Adhering to old definitions of family structures, norms and values

			

		

		
			
				CARRY FORWARD

			

		

		
			
				•

				•

				•

				•
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				Culture

			

		

		
			
				Identity

			

		

		
			
				Inclusion

			

		

		
			
				Interests
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				When families take the time to assess their current culture and communication styles, it enables them to make conscious decisions about future direction and effective communication. 

				No matter how careful the planning, if the structure doesn’t fit the family culture, the structure simply won’t work. A family’s culture is a made up of behavioral norms, customs, values, guiding principles and identity that govern how the family thinks and operates. 

				As Matt Wesley, a family consultant and ‘culturist,’ points out, the family and their advisors can work diligently to put best-in-class structures in place, but if the family culture is not set up to accept or support those structures, they will ultimately fail. Mission and values will be rendered hollow, financial and tax plans won’t be followed, strategic plans will succumb to family squabbles and governance models will wither from lack of engagement. Left unexamined, a family’s culture works to maintain systemic homeostasis (whether healthy or not), which can make accepting change when needed extremely difficult. 

				Understanding the aspects of a family’s culture that promote healthy interaction and growth while identifying the aspects that hold the family back is essential to moving from the status quo to the “new normal” as evolution mandates. The history mapping exercise is an excellent way to begin identifying both the healthy and corrosive cultural norms that can be challenging to surface when family members are fully immersed in the system. This is an area where spouses, outside advisors or facilitators can be particularly helpful, as they can often see cultural nuances more clearly than those who have grown up in and are active players in the family ecosystem.

			

		

		
			
				Milestone 3

				Current Family Culture and Communication Styles

			

		

		
			
				Beliefs and customs that provide cohesion and identity

				A set of behavioral norms in the family

				The practiced models for dealing with family relationships

			

		

		
			
				•

				•

				•

			

		

		
			
				Definition of Family Culture
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				Establishing Key Communication Roles -An important part of a family’s culture is their communication style. Family systems psychologist and founder of the “Theory of Structural Dynamics,” David Kantor, identified four fundamental roles within every system that are necessary for healthy communication and decision making: Mover, Supporter, Challenger and Observer. 

				Each person tends to gravitate toward one of these roles in every system of which they are a part. It is important in a family to understand the purpose and vital function of each role and appreciate the contribution each family member brings through the role they play. A family system should have active representation 

				from each of the four roles in their group dialogue and decision-making. Recognizing when one of the roles is missing or being discounted, particularly in high stakes conversations, is critically important. Ensuring the participation of all four roles and offering appreciation for family members’ contributions helps establish a healthy, high functioning family culture.

			

		

		
			
				Challenges; introduces divergent views and plays Devil's Advocate

			

		

		
			
				Reflects; offers feedback; sees and names what is invisible to others

			

		

		
			
				Provides vision, proposes ideas and initiates action

			

		

		
			
				Provides support; appreciates, augments and expands

			

		

		
			
				Mover

			

		

		
			
				Observer

			

		

		
			
				Supporter

			

		

		
			
				Challenger

			

		

		
			
				Adapted from David Kantor's Four Player Model
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				Milestone 4

				Natural Polarities and Core Family Values to Strengthen Relationships

			

		

		
			
				Common to any family during conversations about what to carry forward and what to leave behind is the surfacing of family polarities: inevitable differences that can create natural stress points—autonomy vs. togetherness, passive vs. active engagement, stewardship vs. ownership orientation to wealth. These differences can cause difficulty in reaching agreement about staying together or setting future goals. Hot-button issues vary from family to family and are generally based on shared family history, parenting styles and current worldviews. In the last decade, political polarities have magnified some of these differences and created challenging relationships in many family groups.

				A healthy approach to family polarities is first acknowledging the existence of differences; then recognizing that any multigenerational family group will naturally have disparate views on many topics impacting the family. Thus, creating an open environment—where core group differences can be identified and discussed—is paramount to success. Each group needs to be accommodating when discussing certain issues and setting goals that impact the entire generational family.

			

		

		
			
				Natural Polarities Exist in Families
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				One common polarity is risk tolerance. Every family has risk-takers and risk-avoiders, so it’s imperative to offer opportunities for each individual to opt in or out of the various risk-taking strategies presented to the family. What creates undue friction is ignoring these differences and expecting everyone to go along with a single strategy that will excite some, yet alarm others. Risk-taking optionality makes it possible for everyone to select a strategy they feel comfortable with and doesn’t alienate anyone from the family Enterprise. 

				Families can metabolize natural stress points by identifying their most critical polarities and allowing each individual to select their point of comfort on the polarity spectrum. This process showcases inevitable and natural differences in a family and provides an opportunity for members to discuss and understand diverse views that are innate to family life.

			

		

		
			
				How to Identify Polarities

				Using this template, each family member is given six colored dots – with a different color assigned to each generation. Each person places their dots along the spectrum for each of the six polarities that had surfaced during previous family interviews and discussions, to provide a visual picture of where the family is aligned and where there are major differences. 

				Viewing the results of the exercise together and discussing where the major differences exist (in this example, directness and politeness is a major stress factor) can lead to a deeper understanding of others and potential acceptance of differences that need to be accommodated by the Enterprise leaders. 

			

		

		
			
				G2

			

		

		
			
				G3

			

		

		
			
				
					Stewards of Wealth

				

				
					Spenders of Wealth

				

				
					Passive Involvement

				

				
					Active Involvement

				

				
					Spousal Exclusion

				

				
					Spousal Inclusion

				

				
					Risk Avoiders

				

				
					Risk-Takers

				

				
					Simplicity

				

				
					Complexity

				

				
					Action

				

				
					Analysis
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				Core Family Values

				Through the history mapping process, a family will identify a number of values and guiding principles. However, it is essential to identify the set of values the family considers most essential to guide current and future generations. These Core Family Values will be codified in the Family Charter (or Handbook) and will be the building blocks of the family’s vision and mission statements. 

				The example below demonstrates how this Gen 2/Gen 3 family selected their core values from the full array of values identified by both generations from their sets of shared personal values and the values they believe represent the family.

			

		

		
			
				Gen 2-3 Blending of Core Family Values

			

		

		
			
				G3

			

		

		
			
				G2

			

		

		
			
				Security

				Spirituality

				Integrity

				Health

				Freedom

				Trustworthiness

				Loyalty

			

		

		
			
				Fairness

				Integrity

				Family

				Competence

				Creativity

				Communication

				Loyalty 

				Self-Respect

				Friendship

			

		

		
			
				Integrity

				Fairness

				Family

				Curiosity

				Competence

				Creativity

				Community

				Self-Respect

				Excellence

			

		

		
			
				Professionalism

				Success

				Health

				Wealth

				Security

				Freedom

				Knowledge

				Tradition

			

		

		
			
				Integrity

				Loyalty

				Personal Growth

				Giving Back to Community

				Family First

				Healthy Communication
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				Attached to the family, but not included

				Tourist visa; no rights

				“My daughter's husband is my daughter's husband.”
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				•

				•

				•

			

		

		
			
				•

				•

				•

			

		

		
			
				Milestone 5

				Definitions for Inclusion, Engagement, and Responsible Ownership

			

		

		
			
				If a family has goals to stay united, they will want to clarify the family’s definition of inclusiveness for bloodline and married-in family members and significant others. How spouses and stepchildren will be involved is a decision that every family must make. The approach depends on the culture of the family and its experience with cases of divorce and blended families. As Professor Ivan Lansberg's chart below illustrates, a family should 

				agree on the level of spousal inclusion that they want and align their Enterprise practices and governance structures to that. Integrating spouses into a family of wealth requires more than just an orientation program. For incoming spouses, learning about the history and culture of the family and their views about displaying wealth – through observation of outward signals such as homes, travel, cars and collectibles – is key. 

			

		

		
			
				Spousal Involvement

				Adapted from Ivan Lansberg'spresentation at FOX Forum.

			

		

		
			
				Included but not adopted

				Resident alien of the family; some rights

				“My daughter's husband is my son-in-law.”

			

		

		
			
				•

				•

				•

			

		

		
			
				Same rights as children

				Full citizenship with full rights

				“My daughter's husband is my son.”

			

		

		
			
				Attachment

			

		

		
			
				Absorption

			

		

		
			
				Inclusion

			

		

	
		
			
				Different Levels of Engagement for Owners

				Adapted from Ivan Lansberg's presentation at FOX Forum.

			

		

		
			
				
					Make It Happen

					People

				

				
					Watch It Happen

					People

				

				
					Let It Happen

					People

				

				
					Take responsibility for making things happen

					Provide leadership for the rest of the group

					Focus on the goals that benefit the larger family group the most

					Feel accountable for the actions you take

					Accept feedback from other family members with a smile

				

				
					Believe that the family legacy is worth preserving

					Are supportive of the “Make It Happen” group

					Pay attention to what is happening and are actively engaged

					Provide constructive suggestions and feedback to family leaders

				

				
					Are neutral to negative about continuing the family Enterprise

					Don't always know what's going on; and don't seem to care

					Are often critical of the “Make It Happen” group

					Try to provide input at the end of the process (often after all the hard work is done)

				

			

		

		
			
				Another important indication of how family members relate to and engage with their inherited wealth is whether family philanthropy is anonymous or a naming event. For newlyweds, discussing significant cultural differences between an incoming spouse’s family of origin and their new in-law family with both parties suspending judgment and defensiveness can help set the couple up for success and pave a smoother road for the incoming spouse’s integration into the extended family. Ensuring that the family has mechanisms for welcoming and involving spouses in the Enterprise in ways that can leverage their skills and passions will go a long way toward preventing the “outlaw syndrome.”

				Varied Levels of Participation – Professor Lansberg speaks insightfully about every 

				family having three types of people – those who make things happen, those who watch and support what’s happening and those who passively let things happen. The number of family members who commit to each of the three types may shift from one generation to another as they observe the behavior of prior generations, or as life cycles change.

				If the family recognizes that there are diverse roles to be played by potential leaders in the Enterprise, they will understand that both active roles and observer roles exist and that roles may shift over time, based on individuals' stages of life and family circumstances. It is important to have different roles in the family since the leaders’ roles need to be shared among qualified family members for an Enterprise federation to work effectively.

			

		

	
		
			
				
					Skills

				

				
					Attitudes

				

				
					Behaviors

				

				
					Ability to recognize issues and mitigate early

					Ability to estabilish strong realtionships with family members

					Effective communication and conflict resolution

					Ability to manage advisors

					Ability to mentor and educate family members

				

				
					Belief in the future of the family

					Belief in the benefits of shared ownership and collective decision-making

					Entrepreneurial spirit

					Respect for autonomy

					Continuous improvement mindset

				

				
					Willingness to invest in future generations

					Accountability for actions for oneself and others

					Respect for agreements and commitments made between family members

					Consistency in actions

					Making decisive yet difficult decisions

				

			

		

		
			
				Profile of Responsible Owners

			

		

		
			
				Taking family life stages into account when considering what roles family members want to play is an important aspect of making decisions. Being able to deliver on promises and follow through on commitments is critical for every person who is part of an Enterprise family where each is dependent on the other participants. 

				Definition for Responsible Ownership – A family will want to work together to define what the family means by responsible ownership. Discussing the definition of responsible owners will bring clarity to all family members about whether they want to be involved, which can make it easier for future leaders to step up and volunteer their talents or seek the necessary leadership skills and attributes (as outlined in the model below).

			

		

		
			
				Case Study 

				A group of Gen 3 cousins from a high-profile family met to discuss their family identity. One sibling wanted to remain very private. Another sibling enjoyed being in the limelight but had not always been featured favorably in social media. The cousins’ discussion centered on establishing a set of ground rules for managing their reputations in the community and the level of visibility they wanted to attract. They agreed to the following guidelines:

				For the sake of the family business, they would not seek the spotlight in social situations.

				They would invest more in social causes as a family and would be willing to be visible in those philanthropic settings.

				They would create a family identity presence on the web where their values, vision and mission as a family would be publicly displayed to show how serious they were about “doing well by doing good.”

			

		

	
		
			
				Milestone 6

				Keeping the Family Together and Aligning Interests

			

		

		
			
				Maintaining a large family and building a sophisticated Enterprise requires commitment, focus and investment of time and resources. As a family begins to think about where they want to go together in the future, they must address the fundamental question: Why is it worth the time and effort required to keep the Enterprise going from generation to generation?

				The families we’ve worked with who establish Enterprises tell us that family stewardship creates a sense of belonging and identity that is missing for many people in our society today. They can be a part of building something that has value, impact and financial reward that they would not be able to accomplish alone. They talk about being a part of something larger than themselves that they can be proud of, that gives back to the community in meaningful ways. They also like having an Enterprise that helps each household make smart financial decisions and educate responsible owners. 

				Most Enterprise family members will admit it requires time and effort, but that it is worth the energy required to keep it going. They see themselves as participants in creating or sustaining a meaningful multigenerational legacy that will evolve over time as the family evolves, and hopefully can respond creatively and productively to the changing world. Gaining shared understanding for why you want to stay together as a family at every generational stage is essential to sustaining the Enterprise.

				Family Glue – The macro definition of “why” the family wants to stay together and their identified set of aligned interests come together to create the family’s value proposition for staying together – the glue that holds the family together beyond the monetary assets. This glue includes tangible as well as intangible components that are uniquely important in each family group, as the example below shows. Affirming that there is indeed strong glue that bonds the family together and 

			

		

		
			
				
					Where We Want to Go

				

				
					6.

					Discuss the benefits of keeping the family together and aligning family interests and glue

				

				
					7.

					Examine the levels of trust impacting relationshipsin the family 

				

				
					8.

					Discuss the family’s current generational bridge and its impact on family goals

				

				
					9.

					Develop a timeline of known transitions and trigger events and assess the family’s readiness for change

				

				
					10.

					Build a continuous learning culture across the family and identify desired skills and skill gaps

				

			

		

	
		
			[image: ]
		

		
			
				What the Family Values

			

		

		
			
				
					Tangible Factors

				

				
					Intangible Factors

				

				
					Family Wealth

				

				
					Family well-being

				

				
					Children's education

				

				
					Children's self-concept

				

				
					Financial and personal security

				

				
					Personal freedom and independence

				

				
					Preservation of assets

				

				
					Preservation of values

				

				
					Philanthropic contributions

				

				
					Philanthropic connections

				

				
					Community employment

				

				
					Community reputation

				

				
					Lifestyle changes

				

				
					Lifestyle pleasures
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				identifying its ingredients is in itself an exercise that promotes unification and sustainability of the family.

				Alignment of Interests – At its core, alignment is essential for reaching consensus with regard to important family commitments. These agreed upon responsibilities build bonds among family members and encourage stakeholders to care about keeping the family and the Enterprise together. This can only result from group conversations about what is important to each member. Not every individual, branch or generation engages for the same reasons; knowing what each person values is critical to understanding the collective interests and motivations across the whole family. Identifying the family’s alignment of interests helps clarify their definition of “family continuity” and is key to building an enduring Enterprise.

			

		

		
			
				Common Interests

			

		

		
			
				Branch C

				Gen 2

			

		

		
			
				Branch B

				Gen 2

			

		

		
			
				Branch A

				Gen 3

			

		

		
			
				Branch A

				Gen 2

			

		

		
			
				Branch C

				Gen 3

			

		

		
			
				Branch B

				Gen 3
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				Milestone 7

				Levels of Trust to Build Relationships in the Family

			

		

		
			
				At the core of every successful Enterprise Family are the levels of trust family members place in one another. These trust relationships can have tremendous influence on the family’s commitment to the Enterprise and the directions they take in the future together. 

				It is important for family members to understand the various forms of trust that are operational in their relationships with other members of the family and the Enterprise. How are those varying levels of trust impacting their choices and outcomes in the broader family and the Enterprise? The chart below defines three of many kinds of trust: trust in someone’s competence and judgment; in their 

				intentions; and in their honesty. In all family relationships, the goal is to earn the highest levels of trust possible across all three dimensions. 

				Distinguishing among the different forms of trust and being honest about the current state of an individual’s trusted relationships with other members of the family will give insight into what forms of trust are most valued by the family. Knowing whom the family trusts and for what reasons will determine whether they trust the overall system of family governance. This reflective assessment and discussion about trust will provide opportunities to deepen relationships and to repair any ruptures.

			

		

		
			
				I trust this person's competence/judgment

				He knows his stuff, and he's careful.

				The part of our business she runs is in good hands.

			

		

		
			
				I trust this person's intentions

				She'll be thinking of everyone's welfare, not just her own.

				To the best of his ability, his actions match his stated purposes.

			

		

		
			
				I trust this person's honesty

				We can believe what he says.

				She won't hide the truth, even if it's bad news.

			

		

		
			
				Many Dimensions to Trusted Relationships 
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				Rebuilding Trust – As may have been evident in the Family History Mapping exercise and from lived experiences, there are times when one or more of these forms of trust is breached. Perhaps there have been times when the family trusted someone’s judgment when it should have been challenged, or times when someone’s intentions proved not to be in the best interest of the whole family.

				Family therapist and consultant, Dr. Kenneth Kaye, wrote about building and rebuilding trust in Enterprise Family systems, stressing that “trust is always a dynamic process” because it is context- and behavior-dependent and, therefore, never a fixed state (see “Trust in the Family Enterprise” at https://kaye.com).

				The direction of trust between two parties can ebb or flow based on each party’s real or perceived experience of the other in any given exchange. Assumptions about the other’s trustworthiness can blossom into reinforcing feedback loops that encourage or discourage trustworthy behavior, e.g., if Party A believes Party B distrusts her, she may be more prone to act out in an untrustworthy manner, thus reinforcing Party B’s assumptions of her. The converse is also true in the positive direction. Once caught in a negative such cycle, it can be very difficult for either party to break free without experienced, professional assistance. The personal, family and Enterprise-wide costs can be high.
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				Milestone 8

				Current Generational Bridge Impacts Family Goals

			

		

	
		
			
				An essential part of assessing where the family wants to go is to understand where they are in the evolution of generations. In the diagram, you will see there are patterns common to each generation which are remarkably universal. While strategies for dealing with generational challenges will vary by culture and family history, it is very helpful to understand these patterns and discuss how they inform the family’s experiences. Different sets of goals and challenges await a family as it crosses each generational bridge.

				For instance, as the family crosses the first bridge from Founder to Siblings, the founder must learn how to share control, and siblings must develop a model for assuming control and reaching consensus despite their differences. As the journey continues across the bridge from Siblings Consensus to Cousins Consortium, siblings will need to shift from a branch-centric orientation to an allegiance to the whole, and cousins will need to find effective ways to collaborate with increased numbers and diversity.

				When the family reaches the bridge from Cousins Consortium to Cousins Federation, the large extended family will need to find ways to remain unified around shared interests. At each generational stage, the family will engage in a thoughtful process to answer the questions addressed earlier, “Do we want to stay together and why?” and identify shared goals that will guide them into the next generation.

				Knowing what the family values most about the Enterprise and which generational bridge they are standing on will help the group define the collective goals they hope to accomplish together.

			

		

		
			
				Case Study

				A business founder that had been active in direct investing since she sold her first successful business had a high tolerance for risky venture investments. She had put trusts in place for her children and grandchildren before the business was sold that provided lifetime financial security for the children and grandchildren. But as the younger generations became adults, and more spouses were brought into the discussion, the appetite for risk-taking shifted for some of the children and grandchildren. They didn’t have the business experience of the matriarch, and they felt unprepared to manage investments in early stage companies.

				As the founder planned her retirement, she wondered what degree of complexity the family could manage without her, and how the investment should be structured. To relieve the anxiety that was growing in the family, the founder decided to sell the direct investments before she retired, and she restructured her family assets into an investment partnership that could be managed by professionals using a traditional asset allocation model to diversify risk, much like an endowment model for investing. 

				Gen 3 was relieved by this decision, and eager to learn how to oversee an investment portfolio of public securities where they were not personally responsible for making sophisticated investment decisions.
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				Trigger Events

			

		

		
			
				Milestone 9

				Timeline for Trigger Eventsand Readiness for Change

			

		

		
			
				The next step in reaching alignment is to understand what events will trigger changes and determine the family’s readiness for dealing with changes that occur.

				Trigger Events – Interviewing family leaders and key financial advisors helps identify structural changes and trigger events that alter the nature of ownership or leadership of the Enterprise. Some of these are personal life events (divorce, illness, death) and others are linked to legal documents with specified boundaries such as trustee transitions, partnership managers or changes in family leadership or ownership levels. Other trigger events are linked to external 

				drivers like economic or political shifts that cannot be foreseen or managed as easily by the family. Regardless of the predictability, scenarios need to be developed for both known and unknowable risks.

				It is helpful to develop a visual timeline for the changes that are known in order to develop strategies that address the foreseen critical transitions. Additionally, monitoring and managing the number of transitions that are being undertaken at any one time is necessary in order to avoid overloading the family and the Enterprise with too many changes occurring within a limited time span.

			

		

		
			
				Trigger 

				Events

			

		

		
			
				Termination

				of a Trust

			

		

		
			
				Transitions in Ownership of Assets

			

		

		
			
				Economic

				Recession

			

		

		
			
				Sale of a Family Business

			

		

		
			
				Change in Family Leadership

			

		

		
			
				Lack of Rising Generation Engagement
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				Business Board

			

		

		
			
				Trustees

			

		

		
			
				Family Owners
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				2024
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				Family Member Learning Programs

			

		

		
			
				Preparing Gen 4 for Board Service

			

		

		
			
				Gen 3 Members Join Board – G2 Members Begin to Retire

			

		

		
			
				More Independents Join Board with Industry Experience

			

		

		
			
				Plan of Termination

				of Existing Trust

			

		

		
			
				New Voting Trust Created

			

		

		
			
				New Trustees 

				Selected

			

		

		
			
				2026

			

		

		
			
				2028

			

		

		
			
				2030
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				Transition Timelines – In the timeline example, a family could decide to launch a learning program in preparation for bringing Gen 4 onto the board in another three years. The trustees are making plans for the termination of one large trust and the creation of a new voting trust that will need new trustees, and the family business board is orienting a new CEO and bringing Gen 3 family members onto the board, as well as having new independent trustees join the board. This is a tremendous amount of change occurring in a short five-year time frame, which needs to be carefully planned out by family leaders.

				Readiness for Change – Families benefit greatly from openly discussing their attitudes toward risk-taking and their readiness for change, which can be extremely diverse. It should not surprise any family member that some are eager for change while others are averse to it, and the art is in the melding of these differences into a coherent agreement about how to move forward, and how fast to move forward. Missing out on good opportunities may be painful for some, but to others it may seem like taking too much risk. Having conversations about concrete situations allows more constructive discussions about degrees of risk-taking that are tolerable for most family members.

			

		

		
			
				Timeline for Known Transitions - Case Study
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				Degrees of Readiness for Change

			

		

		
			
				G2

			

		

		
			
				 © James Grubman, PhD. Family Wealth Consulting

			

		

		
			
				Identifying Change Agents – Working through the change process can be a traumatic experience for any family. Jim Grubman, a Boston-based psychologist who wrote Strangers in Paradise and co-authored Wealth 3.0, says the family transition process in many ways mirrors the multistep program used to deal with addiction issues. As the Grubman chart shows, moving from denial to action involves four distinct phases, and sustaining the maintenance stage is critical to avoid sliding back into “the way we’ve always done things.”

				In every family, it’s possible to use a series of questions to assess each person’s 

				readiness to move to the next stage of evolution for the family. Each branch and generation may exhibit different degrees of enthusiasm for making change. Mapping out the current status before the change process begins can help to identify alliance partners and those who may need more time or coaching to get comfortable with a transition.

				In the example shown, several Gen 3 family members and the board members are most aware of the need for change to occur, and they can be coached, if needed, to adjust their pace to help others gain a better understanding of the benefits of making a change.
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				Degrees of Change and Periods of Adjustment

				Any family system has limits to how much change can be absorbed in any single period of time. Families can use Grubman’s “Degrees of Readiness” chart to estimate their tolerance for making changes, based on the stage of readiness for various family members. Between cycles of change, it is important to have periods for absorbing these changes and adjusting to the “new normal” before starting another cycle of change. When change-averse family members experience breathers to absorb and acclimate to new stages, it will be much easier to win them over for future change.

				Building an Advisors Network

				If you hold a leadership role within your family, it is important to develop a network of experienced advisors who can help identify future challenges, based on the changes made by your family. In many cases, “outsiders” can more easily estimate the potential opportunities and risks a family needs to be prepared to manage, because these advisors can draw from a broad base of experiences. They are also excellent resources for asking the “what if” questions that every family needs to consider before transitions occur.

			

		

	
		
			
				Constructive Inquiry Questions

				What do you think about…

				How might we tackle this…

				Can you help me understand…

				What are your thoughts about…

				What if the opposite is true…

				What happens if things don’t change?

			

		

		
			
				Milestone 10

				Desired Skills to Develop in a Continuous Learning Culture

			

		

		
			
				Long-term family cohesion is strengthened by building a culture for continuous learning and exploration. Families are forever evolving, and there are some core components to the learning process and other elements of education that will be changing due to circumstances or external events. Families who make a commitment to continuous learning and create an infrastructure to support it are much more likely to succeed in sustaining a healthy family and Enterprise over generations.

				Identifying the Unanswered Questions –A valuable exercise for the family is to inventory the unanswered questions that are on everyone’s minds. Merging the list of questions that each individual has into a master list of questions, sorted by topic area, allows the group then to identify the highest priority questions that should be addressed first. For one of our client families, their Unanswered Questions were addressed in a systematic manner, working through 10-12 of the questions each year after reprioritizing the list annually and checking off the researched and answered questions. 

				Moving from Teaching to Co-learning – As Joline Godfrey of Bounce10 has advised at a FOX Family Forum, reorienting the family learning from teacher-student format to a co-learning environment completely changes the commitment level and enthusiasm of participants because they become involved in finding answers to family questions. The fast pace 

				of change and new technologies make it impossible for parents and grandparents (or executive managers) to be “experts” on all subjects, so exploring new opportunities together creates a greater sense of collaborative learning.

				Using Constructive Inquiry – Teaching families how to ask constructive, probing questions and making this a positive attribute in the family goes a long way toward embedding continuous learning into the family’s culture. Empowering the rising generations to ask questions and to pose new alternatives for solving problems can be motivating for them and increase their engagement.

				Skills and Personality Assessment – On any Family Journey, it is important to know what talents, skills and personality traits exist in the family so the family knows when they have qualified leaders and where they need to ask for help from outsiders. There are many assessment 

			

		

	
		
			
				The DiSC® Styles
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				tools that can be used to identify skills and personality traits.

				One of the most common such assessment tools is the DiSC inventory, shown below. Other examples of personal development tools include, the Birkman, MBTI® (Myers-Briggs), Personal Strengths Inventory (PSI) and Strengths Assessment Inventory (SAI).

				Doing a group exercise to identify different types of leadership skills can provide greater insight about personal strengths for all family members. Sharing these profiles across the family can build trust, a common language to objectively discuss style differences and greater understanding of what others can contribute to the broader Enterprise.

				These assessments are most valuable when used as conduits to bring together family members with different skills and qualities to build a well-balanced, high functioning team with enhanced competencies, creativity and problem solving capabilities.

				The DiSC Styles Inventory uses a four-quadrant framework to identify innate primary and secondary strength in twelve segments.

				They also provide valuable insights for individuals to build self-awareness and skills to accommodate behavioral preferences of others – having this awareness will improve communication, strengthen family relationships and enhance decision-making.
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				Milestone 11

				Manage Complexity and Conflict

			

		

		
			
				Learning Gaps – Scott Peppet, an attorney who was selected by his father-in-law to run his family office, has written an exceptional article on the topic of dependency and complexity called “Calibrating Complexity and Learning to Foster Family Flourishing,” which recommends the family assess contextual complexity and have realistic expectations about family learning.

				Scott explains that in most Enterprise families, learning is seen as an imperative 

				in order to properly govern the family’s affairs. But the fundamental issue is how the family’s learning capital measures up to the demands of the Enterprise. Too much complexity in the Enterprise creates a dependency relationship for owners relying on the Enterprise officers to explain complex concepts. He emphasizes that the goal is “competent independence” for owners, where they feel confident about understanding and managing their financial responsibilities.

			

		

		
			
				A Typical Family Learning Scenario

			

		

		
			
				
					How We Plan to Get There

				

				
					11.

					Develop the family skillsets to manage complexity and conflict 

				

				
					12.

					Identify a transparent decision-making process that the family trusts

				

				
					13.

					Design and communicate an objective process for selecting future leaders for the family

				

				
					14.

					Offer opportunities for participation and leadership based on individuals’ areas of interest

				

				
					15.

					Develop a learning ‘launch pad’ to educate all family members on important topics of interest
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				Contextual Complexity – The family’s ability to manage a complex Enterprise given their skillsets, background, education and interest is what Scott calls “contextual complexity.” Complex wealth planning structures can be difficult for family members to understand or accept. Learning about existing legal structures that hold assets for owners, beneficiaries or limited partners is essential, so owners understand the guidelines or boundaries for accessing financial assets. 

				Assessing the skills family members have acquired to manage complexity allows the family to make realistic choices about future levels of complexity desired for their ownership and governance structures. The learning process can then be tailored to the demands of the Enterprise to narrow the gap between knowledge and confusion about the Enterprise and its complexity. Greater knowledge often leads to simplifying the structures to make them more understandable and manageable by 

				the owners’ group. Otherwise, the family is reliant on Enterprise managers or external advisors to oversee these complex matters.

				Scott Peppet’s chart below offers a visual illustration of where the gaps might exist in matching family knowledge to the complexity of the family’s situation. When the family’s experiences and skillsets fall below what is required to understand and manage the structures, the family has two choices: to enhance the learning to address the gaps or to reduce the complexity of the structures to match the family’s abilities to manage them.

				Aligning family competency with Enterprise complexity can go a long way toward making the Enterprise an asset rather than a liability for all parties involved. Learning how to have constructive discussions about these matters is one of the important skills to be developed in every family.

			

		

		
			
				Calibrating Knowledge Demands to Learning Expectations
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				Difficult Relationships – Because successful families have to deal with shared ownership, their interactions are more complicated than in typical families. Taking time to identify and address what is making family interactions complicated or stressful helps the family find a pathway to greater unity.

				Difficult relationships in a family can create problems when the long-term goal is family sustainability. If strong conflicting viewpoints or damaged relationships exist that prevent the family’s forward movement, having an external facilitator as an objective party to help safely and constructively work through the disagreements or hurt feelings can go a long way toward rebuilding trust among the family branches. Refocusing on the core family values, aligned interests and glue that binds the family (Milestones 4) can help family members accomplish the goal of staying together. 

				Discussing the desired levels of independence and interdependence within the family is another exercise worth the investment of time. Doug Baumoel, advisor and co-author of Deconstructing Conflict, believes that greater levels of interdependence create more stressful interactions among owners of complex enterprises. Effort must be made to address any disagreements directly and not avoid conflicts that may fester and cause problems later on.

				Childhood experiences in affluent families are not the same as experiences in middle-class families, where siblings grow up having to share everything – bedrooms, bathrooms, cars and camps. They learn to share, to compromise, to argue and repair. When they leave their family of origin, they strive to be independent. 

				The opposite happens in affluent households. Children grow up with separate bedrooms, schools, camps and cars. They are less likely to acquire the skills needed to be interdependent successfully. The problem is when they become adults they may be sharing family businesses, investments and philanthropic commitments created by their parents. This can not only breed conflict in adulthood but make it difficult to manage these conflicts.

			

		

		
			
				Interdependence vs. Independence

				Source: ROEF Academy, © Continuity, LLC
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				Milestone 12

				A Transparent and Trustworthy Decision-Making Process

			

		

		
			
				When developing a process for decision-making, it is helpful to review how power has passed from one generation to another through the family’s history. Some restrictions as to who has a voice, a vote or a veto may have been created by previous legal documents which cannot be altered. 

				Knowing what is possible regarding participation and control of decisions is essential. Meeting as a group to understand the legal structures in place and the various models for group decision-making makes it possible to reach agreement about which model works best for the family.

				Family members who share ownership of assets must develop a decision-making process that they feel is fair and equitable across branches and generations. Determining how each household will be represented in the governance system is vital to success. 

				Most families allow any member of the family to participate in the Family Assembly (or Family Council), and often both bloodline and spouses can be elected to the Family Leaders Council. But if there is a Shareholders Council, only bloodline family members can participate in those meetings and decisions, unless exceptions are agreed upon by the other participants. 
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				Family Governance Structure for a Business Owning Family

			

		

		
			
				In this example, there are three primary decision-making bodies: Family Leaders Council and two governing Boards. The Leaders Council oversees the two Boards and is responsible for family education 

				and engagement. The Business Board oversees the wealth creation strategies, and the Family Capital Board (or Family Office) develops and manages the wealth preservation strategies.

			

		

	
		
			
				Levels of Authority – In most situations, the family governance structure will have at least three types of decision-making: 

				Who has a voice

				Who is eligible to vote on decisions

				Who holds the verdict or veto (ultimate decision)

				Different layers in a governance model will have clearly spelled out roles and responsibilities, defining which group can make decisions about certain matters as shown here:

				It is critical to establish a process for documenting all decisions made by the various governing bodies, then communicating these decisions to all family members so they feel informed and included in the process. Additionally, creating a formal reporting process and data storage archive – where records on decisions made are kept and accessible to all owners to review – is important to provide transparency. It is also helpful to develop an objective process for managing any family disagreements that may arise related to decision-making.

			

		

		
			
				Each Governance Layer Have Specific Roles and Responsibilities

			

		

		
			
				Family Assembly (sometimes called Family Council)

			

		

		
			
				Provides a forum to identify family priorities

				Develops the shared vision for the future together

				Endorses and lives by the Family Charter

				Elects members to the Family Leaders Council
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				Represents the interests of all the stakeholders in the family

				Provides oversight for business boards

				Provides guidance to the business boardsregarding the guidelines from the family

			

		

		
			
				
					Family Leaders Council
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				Serves as advisors to the management team

				Sets mission and goals for operating business entities

				Approves annual budgets and allocates resources

				Evaluates management performance

			

		

		
			
				
					Business Boards
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				Council Committees

			

		

		
			
				Oversees important functions for the Council

				Analyzes problems and alternatives

				Identifies new opportunities and risks

				Brings recommendations to the Council
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				Family Educationand Engagement, Other Committees

			

		

	
		
			
				Milestone 13

				An Objective Process for Selecting Future Family Leaders

			

		

		
			
				Beyond the Founders stage, the next step is establishing how leaders will be selected as the family grows larger and younger generations become involved. Leadership development naturally occurs if a family has adopted a culture of learning, and thus leadership selection is much easier as a result.

				Steps in Leadership Selection – The first step is to educate the family on the importance of having an objective and transparent process for leadership selection — an approach that everyone agrees will provide equal opportunities for all qualified family members.

				The second step is forming a committee to decide who is eligible for leadership (e.g., bloodline family members, spouses, stepfamilies), and whether ownership is required for leadership. What has happened historically may not be optimal for future situations, so having external facilitation can be helpful, especially when discussing these matters can be a delicate process that warrants objectivity.

				The next step is to identify the leadership skills that will be needed in the future Enterprise. Thinking about past challenges versus future challenges can make this discussion more concrete for family members, so having a family historian to reflect on who and why past decisions were made can be helpful.

				Doing an independent, unbiased and objective assessment of leadership potential is important. And giving the Rising Gen the opportunity to describe their aspirations and true passions is part of the assessment process.Building a matrix of candidate skills and core talents allows families to compare current aptitudes against future skills needed, in order to identify gaps in the family talent pool.

				Coaching all candidates to understand their strengths and weaknesses is part of a continuous learning culture. It is beneficial for building support in the family and offers insights to candidates so they better understand the final selection decisions. Leadership coaches can be invaluable in reinforcing evidence-based and experience-based criteria used in the selection process. 

				Once the Committee or Assembly vote decides who will assume key leadership roles, the family can offer training and mentoring in order to ensure the family members selected are set up for success. It is important to train all selected leaders in their new responsibilities, monitor their performance and give them feedback so they have the best chances to be successful in their jobs.
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				An Objective Process for Selecting Future Family Leaders

				Source: Vantage Leadership Consulting

			

		

		
			
				1.

				Discuss benefits of an objective process with the family

			

		

		
			
				5.

				Conduct assessment of family skills

			

		

		
			
				4.

				Identify skills needed for future leaders

			

		

		
			
				8.

				Select the best candidates for future leadership

			

		

		
			
				9.

				Train and onboard new leaders

			

		

		
			
				2.

				Determine eligibility for leadership roles

			

		

		
			
				7.

				Build a skills matrix to compare talents against future needs

			

		

		
			
				3.

				Interview professional facilitators/coaches

			

		

		
			
				6.

				Coach all candidates to understand any skill gaps
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				Milestone 14

				Opportunities for Participation and Leadership Based on Interests

			

		

		
			
				Once a Family Assembly is created, many families establish an Education Committee that serves as the champion for family engagement in order to build enthusiasm for family participation. This Committee defines eligibility for leadership and the different roles individuals can play. 

				Developing a profile that defines leadership readiness (such as interest, availability, talents, follow-through, collaboration, etc.) will help family members do an honest assessment of whether they are really ready for these responsibilities and the required associated commitments. It is helpful to design an Interest Inventory Survey (see next page) to identify areas of interest among eligible participants.

				Based on the results of the Interest Surveys, learning programs can be designed to provide knowledge and experiences. This approach creates opportunities to train participants together on desired leadership skills and role responsibilities. This training allows participants to get to know each other better, and to see their skillsets in action. Learning who in the group shows up, takes initiative and follows through on their commitments provides valued indicators of future leadership talent.

				Working groups can be formed to address meaningful projects identified by current leaders. Finding purpose-driven projects and relevant problems to solve is essential for the activities to be viewed as meaningful. Having a process to monitor these projects for actionable results can be a powerful motivator for participants to continue their commitment to something so impactful. By developing a self-assessment at the end of the project, each participant will gain insights about their performance. Additionally, adding a group feedback process is highly revealing and useful when properly administered.

			

		

	
		
			
				Opportunities for Engagement Based on Areas of Interest

				How much time and energy are family members willing to contributeto ensure the sustainability of the family and its Enterprise?
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					Family MemberRoles

				

				
					Ownership Roles

				

				
					Family Leadership Roles

				

				
					Management Roles

				

				
					#1 My preferred roles & areas of interest

				

				
					#2 My skillset I can contribute

				

				
					#3 My available time committment

				

				
					#4 Training I need to be successful
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				Milestone 15

				A Learning “Launch Pad” to Educate Family Members on Important Topics

			

		

		
			
				Joline Godfrey, Bounce 10 founder and author of Raising Financially Fit Kids, encourages us to think of the family system as a “launch pad for lifelong learning.” Creating such a launch pad is critical to keeping the family Enterprise evolving. Actions families can take to bring their launch pad to life include:

				Survey family members regularly for areas of greatest interest.

				Measure the gap between Enterprise complexity and knowledge about complex topics.

				Engage the family in defining the learning priorities for each generation.

				Provide clear learning expectations and desired levels of participation.

				Use shared learning experiences as a way to enrich the learning.

				Isolate specific leadership and governance skills they want active owners to master.

				Develop aged-based competency maps and learning goals and adapt them as experience indicates.

				Use experienced educators to formalize a family learning system.

				Members of the FOX community of Enterprise Families have worked together for over a decade to build Individual Learning Plans defined by age groups, showing skills and competencies for 

				each age group. Members of the FOX Learning Network also built a learning map that provides valuable skills that rising generations need to understand and practice as members of the family federation. Some of these skills are shown here from the FOX Rising Gen Leadership Program that occurs twice a year. FOX educators have found that face-to-face peer exchange in these programs is more impactful than virtual learning programs.

				Attitudes toward money and finance form early. Research indicates that whether children are spenders, savers or sharers of wealth is embedded in their behaviors as early as 3-5 years of age. Though putting coins in a piggy bank to instill the value of saving may seem to be a dying practice in an age of virtual money, many practitioners discourage the use of digital devices for children six and under and use these years to teach financial values and skills though concrete, analog practices. [See Catherine Steiner Adair and Bounce10 for more on these practices.] 

				But the opportunity to put coins in a piggy bank to instill the value of saving is a dying practice, given the declining use of physical currency. When all transactions become virtual in a household, children don’t make the natural connection between giving money and receiving services in exchange. Early practice with analog play activity is an easy way to instill financial readiness in young children.
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				Case Study

				A midwestern family introduced a new stage of leadership in their family when the elder leaders were in their sixties. These leaders brought together members of the next generation in their thirties to discuss what would be needed in future leaders for the family – this step put the spotlight on the importance of training and identifying any skills gaps in the next generation.

				In the early stage of transition, the younger group conducted an interest inventory and took a personal skills assessment to build self-awareness about their natural talents. Then the participants agreed to share their profiles with the group, and discussion groups were formed based on skills summaries, to build awareness of each person’s potential contributions. Experienced coaches were involved in this process, and their services 

				were also offered for anyone who wanted personal coaching regarding their profiles. 

				Next, both generations worked together to identify opportunities where leadership was needed, and each individual filled out a form that matched their interests and skills with the available opportunities. The current leadership team met together to assign the younger gen members to working groups where they had expressed interest. Each working group had an elder mentor who helped the group define a project to work on that had tangible results that could be monitored by the larger group. 

				As the projects unfolded, the real leadership talents began to surface in each group. This process also helped each person see whether they were ready for the next leadership role or needed additional training/coaching to fill their skill gaps.
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				The Family Journey

				Discussion Questions

			

		

		
			
				What are the Core Family Values that the family feels are important to preserve?

				What are the Guiding Principles that will sustain the family going forward?

			

		

		
			
				What events in the family’s history have shaped the perspectives and belief systems as a family?

				What historical family patterns are most important to carry forward and which ones should be left behind?

			

		

		
			
				What are the behavioral norms that define the family’s culture?

				What are the central components of the family’s identity today?

			

		

		
			
				What are the compelling reasons for the family to stay together into the future?

				What are the strongest shared interests in the family?

			

		

		
			
				Values and Guiding Principles

			

		

		
			
				Family History and Patterns

			

		

		
			
				Current Culture and Family Identity

			

		

		
			
				Keeping the Family Together and Aligning Interests
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				What level of spousal inclusion does the family’s behavior support?

				What levels of engagement exist across the family and how might participation be increased?

			

		

		
			
				What generational bridge is the family currently standingon (Gen 1-2, Gen 2-3, Gen 2-4, etc.)?

				What challenges does the family face regarding the transitions ahead?

			

		

		
			
				What trigger events that will necessitate change can be identified for the next decade?

				What processes can be created for dealing with unforeseen challenges or crises?

			

		

		
			
				What learning programs are needed to develop prepared, responsible owners?

				What are the opportunities for rising leaders in the foreseeable future?

			

		

		
			
				Inclusion and Engagement

			

		

		
			
				Crossing Generational Bridges

			

		

		
			
				Trigger Events and Readiness for Change

			

		

		
			
				Family Learning and Leadership Development
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					Develop a picture of the current Enterprise and review the benefits for keeping the Enterprise flourishing
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					Understand the Enterprise Journey and generational transitions

				

				
					
						
							[image: ]
						

						
							
								NotStarted

							

						

						
							[image: ]
						

						
							
								InProgress

							

						

						
							[image: ]
						

						
							
								Finished

							

						

					

				

				
					Discuss the evolution and history of the Enterprise to assess its identity and impact in the community
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					Investigate the opportunities and risks that affect the Enterprise 
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					Review the current Enterprise goals and strategies
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					Assess Enterprise complexity and manage it with efficient ownership and investment structures
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				We recommend you start your journey by taking a short survey of the important steps in the Enterprise Journey. Check the boxes for any of the activities that are already in progress and compare your assessment with the rest of the family.

			

		

		
			
				PART 2

				The Enterprise Journey Milestones

			

		

		
			
				Where We’ve Been and Where We Are Now – p. 60
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					Design an efficient governance structure and decision-making process that supports the Enterprise goals
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					Develop clear levels of authority and accountability for governance councils, boards and committees 
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					Identify a formal process to assess and mitigate Enterprise risks on a periodic basis
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					Develop a methodology for allocating capital and resources across the Enterprise domains
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					Develop written Charters to codify family goals and Enterprise agreements
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					Identify metrics to monitor performance and ensure family satisfaction with the outcomes
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

			

		

		
			
				
					Develop possible scenarios for the future of the Enterprise given the owners' hopes and goals
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

				
					Articulate a shared vision for the future of the Enterprise using a collaborative process
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								NotStarted
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								InProgress

							

						

						
							[image: ]
						

						
							
								Finished

							

						

					

				

				
					Develop clear goals and strategies and gain commitment to support the shared vision and goals
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

				
					Create partnerships with external resources where needed to support the goals and strategies
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

				
					Identify leadership skills and a leadership succession process needed to support the vision and goals
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

				
					Provide option to exit the Enterprise for family members who do not share the future vision and goals
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

			

		

		
			
				Where We Want to Go – p. 76

			

		

		
			
				7

			

		

		
			
				8

			

		

		
			
				9

			

		

		
			
				10

			

		

		
			
				11

			

		

		
			
				12

			

		

		
			
				How We Plan to Get There – p. 93

			

		

		
			
				13

			

		

		
			
				14

			

		

		
			
				15

			

		

		
			
				16

			

		

		
			
				17

			

		

		
			
				18
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				Shared Vision

			

		

		
			
				Family Culture

			

		

		
			
				Alignment of Interests

			

		

		
			
				Family Business(es)

			

		

		
			
				EntrepreneurialSpirit

			

		

		
			
				Family Governance

			

		

		
			
				Family Historyand Legacy

			

		

		
			
				FamilyProperties

			

		

		
			
				FamilyPhilanthropy

			

		

		
			
				Community Involvement

			

		

		
			
				Family Investments

			

		

		
			
				Guiding Principles

			

		

		
			
				Family Values

			

		

		
			
				Milestone 1

				Picture the Current Enterprise and the Benefits for Sustaining a Flourishing Enterprise

			

		

		
			
				
					Where We’ve Been and Where We Are Now

				

				
					1.

					Develop a picture of the Enterprise and review the benefits for sustaining a flourishing Enterprise

				

				
					2. Understand the Enterprise Journey and generational transitions 

				

				
					3.

					Discuss the evolution and history of the Enterprise to assess its identity and impact in the community

				

				
					4. 

					Investigate opportunities and risks that affect the Enterprise

				

				
					5.

					Review the current Enterprise goals and strategies

				

				
					6.

					Assess Enterprise complexity and manage it with efficient ownership and investment structures

				

			

		

		
			
				A Strong Family Enterprise House Is Built Over Time

			

		

	
		
			
				When families are asked to identify the benefits of working together as a family to accomplish diverse goals, here are some of the comments we have heard:

				“Our family’s commitment to entrepreneurship and business building has made it possible for us to encourage, coach and fund the young entrepreneurs in our family, as well as train other budding entrepreneurs in the community who have similar interests.”

				“Without family resources and support, I would never be able or willing to tackle the social projects I have supported in my local community.” 

				“Having a family education fund has allowed me to pursue my career goals without college debts to manage. And having a trust fund to help with living expenses has allowed me and my partner to focus on social work and teaching, which we would not have chosen otherwise.”

				“Our family’s ranch is a gathering place for all the cousins to stay in touch and to support each other in our careers after college. As we have grown closer as adults, we can depend on each other to be there during good times and hard times.”

			

		

		
			
				As mentioned in the Introduction, as multigenerational families grow larger and more complicated, there is often a need to get better organized in order to preserve both the family and the Enterprise.

				An Enterprise Family is defined by the shared ownership and collective interests of each family, and their goals and prioritiesare often diverse. The Enterprise may involveoperating businesses, entrepreneurialventures, philanthropic endeavors, valued properties and collectibles, and the family office which manages the financial assets for family members.

				We use an Enterprise “House” to visualize all the parts of the Enterprise that are most valued by the family to help every member of the family better understand the scope of the Enterprise. The Enterprise represents the sum of all the parts that a family collectively owns and manages together.

				Benefits of a Flourishing Enterprise –When family members have the opportunity to view the whole Enterprise as a single picture, the value of the Enterprise becomes more apparent. 

				Seeing yourself as part of something bigger and more impactful than what could be undertaken or achieved alone provides individuals an appreciation for the enormous contribution of the collective Enterprise.

				Growing up hearing that the family's Enterprise exists to support the goals of the collective family provides deep roots into the family support system.
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				Milestone 2

				The Enterprise Journey and Generational Transitions
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				1st

				GENERATION

			

		

		
			
				2nd

				GENERATION

			

		

		
			
				4th

				GENERATION

			

		

		
			
				3rd

				GENERATION

			

		

		
			
				Generational Transitions – All families who build a successful Enterprise are on a journey together that moves through distinct stages across the generations. Identifying family priorities and predictable challenges at different generational stages is important for understanding and appreciating the family’s history, its current state and where it wants to go together.

				Viewing current events in the broader context of a multigenerational journey makes is easier to put things in perspective long-term. The short-term impact of decisions may be very different than the longer-term impact when viewed across decades and generations.

				What’s best for the family at any one time may not be what’s best for the Enterprise longer-term, so discussing and balancing the priorities is essential.

				Crossing the Gen 1 to Gen 2 Bridge from founders to siblings is complex because parents always want their children to “stay together,” but siblings are not always on the same page when there are decisions to be made. How siblings set up their decision-making process will create a model for later generations to observe, and how they resolve disagreements will be watched carefully by younger generations.

				Approximately thirty years later, the evolution from the 2nd to 3rd Generational Bridge will present different types of challenges that center on alignment of interests and whether cousins can agree on a shared vision for the future together.Having a larger family who didn’t grow up in the same household makes it even more challenging to find a common set of goals. A picture of some of the milestones that families typically encounter on their multigenerational journey are shown on the prior pages to emphasize the generational stages of the Enterprise.

				Crossing the 3rd to 4th Generational Bridge requires even more of a commitment to redefining what togetherness means and to finding strong leaders that everyone trusts to carry the Enterprise forward.

				Having a discussion about which bridge the family members are standing on, and whether they can shift their focus to the future vision, is one of the keys that can unlock roadblocks in planning for a meaningful and engaging future Enterprise together.

			

		

		
			
				Generational Transitions
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				Where Will the Family Have an Impact with Their Capital?

			

		

		
			
				Milestone 3

				The Evolution of the Enterprise and Its Identity and Impact in the Community

			

		

		
			
				To set the stage for realistic and rich conversations about the Enterprise’s future, it is important for the family to discuss the historical evolution of the Enterprise and the impact the family and Enterprise have had in business, the community and society. Thinking broadly about where the family has been and where they are today in terms of the Enterprise’s identity and external impact will bring clarity to the future discussion about the long-term vision for the Enterprise and both short- and long-term Enterprise goals.

				Family Identity – Gaining clarity on the evolution and current state of the Enterprise’s identity can help owners accept and appreciate the need for change over time. For some owners, the Enterprise identity may still be associated with the original core business, despite the fact that the original business was sold long ago or that the family has diversified into multiple business lines.

				Misalignment around Enterprise identity can cause confusion among owners, advisors and family office staff that manifests in conflicting goals around asset allocation, leadership selection, risk appetite and more. 

				Desired Impact – It is important for founders and inheritors alike to review the Enterprise’s external impact over time to set the stage for constructive conversations about their desires for the Enterprise’s impact in the future.

				It is helpful to have these discussions in three parts – the business impact, the philanthropic impact (in both time and money) and the community impact and identity for the Enterprise. In some families, there is also the drive to have a broader societal impact which requires the family to think beyond just the local community to define the Enterprise’s broader aspirations.

			

		

		
			
				Medical Research

			

		

		
			
				Technological Innovation

			

		

		
			
				Business Employment

			

		

		
			
				Entrerpreneurship

			

		

		
			
				Education

			

		

		
			
				Global Economic Growth
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				Paul Donovan, the Chief Economist at UBS, summarizes it well at a conference in 2024 when he said, “We are moving from an output economy to an impact economy.”

				In addition to Donovan’s quote, some other agenda items the family might consider for discussion include:

				Documenting the family’s historical roles and current roles in the future business as owners, overseers, managers and/or employees

				Discussing the family’s commitment to being business owners or business builders (given that they are different mindsets)

				Reflecting on past philanthropic priorities and what has driven those priorities (personal passions and/or community needs)

				Profiling the family’s current community activities and type of visibility in the community

				Discussing the family’s desire for impact on a broader social scale

				Finding ways to support entrepreneurship in start-up ventures in the community, such as fostering a network of mentors for these start-up ventures

				Creating a real-estate fund that owns properties to house the homeless, such as Techo Hogar Socimi in Spain

			

		

		
			
				Case Study

				A second-generation business owner, Isabella Seragnoli, for years supported her local community anonymously through her philanthropic endeavors. Eventually she was convinced by her advisors to become more visible in her philanthropic work to inspire other families to invest in their communities.

				Ms. Seragnoli funded her first adult hospice program in 2002 in Bologna, and added two more in 2007 and 2012.

				And in 2024, she opened the first children’s hospice center, based on best practices of sixty-two other programs studied around the globe.

				Her research center, the Global Treehouse Foundation, in the UK allows all sixty-two centers in the network to track their practices and to qualitatively measure their impact in supporting the families they serve.

			

		

		
			
				“We are moving froman output economy to an impact economy.”

				Paul Donovan, Chief Economist, UBS

			

		

	
		
			
				Milestone 4

				The Opportunities and Risks that Affect the Enterprise

			

		

		
			
				Before designing an Enterprise vision and goals, it is essential to investigate both the internal and external opportunities and risks that will impact the Enterprise and its success.

				Investing the time to anticipate what will challenge the Enterprise the most and being realistic about what changes may be required is an important step at each generational stage. 

				Some opportunities and risks will be internal to the Enterprise, such as nurturing Next Gen entrepreneurship (an opportunity) or addressing family infighting (a risk), over which the family, Enterprise staff and advisors can exert some level of influence.

				Other external opportunities and risks, such as global technology advances (an opportunity) or adverse tax laws (a risk), may have meaningful impact on the Enterprise, but the Enterprise has little-to-no ability to impact them. Regardless of ability to impact or control the opportunities and risks, it is critical to recognize what the risks are. Being realistic about what can influence the success and sustainability of the Enterprise will empower the family and Enterprise to plan more effectively.

				Formalize a Committee – It is helpful to form an Opportunity and Risk Committee (O&R) to identify potential new opportunities and known risks that might change the trajectory of the future Enterprise. Soliciting input from owners and trusted advisors for this assessment will generate a broad range of perspectives on what may create new opportunities or present daunting challenges in the future. The fact that family members naturally have different appetites for risk-taking and tolerance for different types of risk must be acknowledged and discussed.

				Once you gather this feedback, the O&R Committee can inventory the input into a survey tool to better understand what family members view as priorities. This prioritization exercise will identify what the key Enterprise opportunities and risks are for the family.

				Agreement on the priority list can lead to a set of action steps for how these topics will be addressed. The results of this exercise should be shared with all participants in the survey to ensure their understanding and buy-in for how the issues are going to be addressed. 

			

		

	
		
			
				
					The Family Journey

				

				
					The Enterprise Journey

				

				
					The Personal Journal

				

				
					Alignmentand Engagement

				

				
					Alignment in Family Values & Guiding Principles

				

				
					Commitment to Family Enterprise Purpose & Culture

				

				
					Assessment of Personal Values and Guiding Principles

				

				
					Shared Family Vision

				

				
					Generational Priorities and Desired Impact

				

				
					Shared Vision of the Future Enterprise

				

				
					Identification of Desired Roles and Engagement

				

				
					Goals and Strategies

				

				
					Opportunity and Risks Assessment

				

				
					Goals and Strategies to Support the Vision

				

				
					Personal Goals and Development Plans

				

				
					Structure and Governance

				

				
					Family Trust in the Governance Process

				

				
					Structures to Manage Complexity and Metrics for Performance

				

				
					Coaching to Support and Monitor Achievement of Goals

				

				
					Leadership Selection and Succession

				

				
					Talent Development and Prepared Family Leaders

				

				
					Charter Agreements on Ownership and Exit

				

				
					Development of Continuous Learning Mindset and Plan

				

			

		

		
			
				Enterprise Risk Assessment
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				already addressed

			

		

		
			
				in progressnow

			

		

		
			
				yet to be addressed

			

		

		
			
				A sample from a Stoplight exercise shows the key priorities highlighted in color to visualize where this family has set its top priorities. 

				This matrix shows visually one family member's point of view, and it offers the opportunity to compare priority rankings from each committee member. 
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				Level of Impact and Ability to Influence – The next step in this process is for the Committee to prioritize the factors based on Level of Impact to the Enterprise, and the Ability to Influence or control the factors identified, such as environmental changes, geopolitical uncertainty and cybersecurity risks.

				Developing a process for managing the high impact/low influence issues is an essential risk management step to put into the hands of the O&R Committee so they are empowered to take action if and when a crisis event arises that was unexpected.

				Once the Committee has reached agreement on a combined view of what the family sees as key risks and opportunities, their final responsibility is to report the risk summary to the Enterprise Board using a format like the template attached. These key items will require further discussions to determine what steps will be taken to address the highest priority items.

			

		

		
			
				Measuring Risk Impact and Ability to Influence
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				Ability to Influence

			

		

		
			
				High

			

		

		
			
				High

			

		

		
			
				LOW

			

		

		
			
				LOW

			

		

		
			
				Level of Impact
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				•	Business Connections

			

		

		
			
				•	Family Governance 	& Decision-Making

			

		

		
			
				•	Leadership Succession 	Plans and Process

			

		

		
			
				•	Education of Shareholders

			

		

		
			
				•	Engagement of 	Rising Generation

			

		

		
			
				•	Household 	Spending Levels 

			

		

		
			
				•	Market Volatility

			

		

		
			
				•	Risk-taking Appetites	Among Owners

			

		

		
			
				•	Regulatory Changes

			

		

	
		
			
				Organize the Enterprise Around Family Goals
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				Shared Vision

			

		

		
			
				Family Culture

			

		

		
			
				Alignment of Interests

			

		

		
			
				Diversify the Family Businesses

			

		

		
			
				Steward theFinancial Capital

			

		

		
			
				FosterEntrepreneurshipAcross the Family

			

		

		
			
				Build Trust in the GovernanceProcess

			

		

		
			
				Preserve/Respectthe History and Legacy

			

		

		
			
				Strive forPhilanthropicImpact

			

		

		
			
				EncourageCommunityInvolvement

			

		

		
			
				Guiding Principles

			

		

		
			
				Family Values

			

		

		
			
				EnjoyFamily Retreatsand Travel

			

		

		
			
				Milestone 5

				Review of Current Enterprise Goals and Strategies

			

		

		
			
				Before moving to establish a vision for the future of the Enterprise, it is essential to ensure the family, Enterprise leaders and advisors are clear on the current goals and strategies and the progress being made. 

				Having clear goals for each room in the Enterprise House allows the family to stay focused on accomplishing the most important goals for each initiative of the Enterprise.

			

		

	
		
			
				Being clear about the definition of these goals is important because “diversifying the business” can be interpreted differently by different owners. And since there are often many views about how to accomplish the goals, developing and making sure the family is aligned around clear strategies to accomplish the goals is essential. Delegating clear responsibilities to capable managers to implement the strategies for each type of capital will help eliminate future misunderstandings.

				Committing to deliver specific goals for each type of capital will provide the accountability that is required when it comes to measuring the annual performance of the Enterprise. And recognizing that each form of capital contributes a unique value to the Enterprise that can be measured both quantitatively and qualitatively.

			

		

		
			
				Examples of Enterprise Family Goals

			

		

		
			[image: ]
		

		
			[image: ]
		

		
			[image: ]
		

		
			[image: ]
		

		
			[image: ]
		

		
			
				
					Preserve family values, reputation, identity and legacy

					Increase engagement for all family members in various areas of the Enterprise

					Develop family capital activities including education, inclusion, communication and skills development

				

				
					Retain and grow the core business

					Diversity into new business areas

					Find sources of expansion capital

					Develop employment practices

					Support and pass on the entepreneurial spirit of the family

				

				
					Preserve the purchasing power of the family

					Design estate and tax strategies to minimize tax impact

					Manage cash inflows and outflows per household

					Increase the financial knowledge of the family

				

				
					Give back and impact society

					Teach values and philanthropy to family members

					Design a grant-making strategy around the vision

					Develop family engagement in philanthropic endeavors

				

			

		

		
			
				Family Capital

			

		

		
			
				Business Capital

			

		

		
			
				Financial Capital

			

		

		
			
				Philanthropic Capital
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				Case Study 

				One family story provides a typical example of a 2nd and 3rd generation family in transition. The family is becoming nervous about the concentration of their core business, which is the engine for the current lifestyle of Gen 2. After several family meetings, the nine adult households agreed to four key priorities, shown at the top of each box, and they identified four specific strategies to reach each overarching goal they wanted to achieve.

				One family member was chosen to take the lead role for overseeing each box below, and these four leaders were committed to report back to the rest of the family on progress being made and any hurdles they encountered. Each of the leaders recruited a second chair to assist so they could be more involved and be mentored. Each of the four areas had a major impact on the family’s future together, so they were viewed by the group as the “four rooms in our house.”

			

		

		
			
				Enterprise Capital Goals

			

		

		
			
				Grow Business Capital

				Sell Operating Business Assets

				Partner on Direct Investments

				Invest in Private Equity Funds

				Support Entrepreneurial Ventures

			

		

		
			
				Deploy Philanthropic Capital

				Define Our Philanthropic Values

				Improve the Grant-Making Process

				Train Foundation Board Members

				Measure the Impact of Our Investments

			

		

		
			
				Strengthen Family Bonds

				Practice the Family Values and Be More Inclusive

				Offer More Leadership Roles to Rising Gens

				Hire Owner Education Director

				Fund More Social Activities

			

		

		
			
				Preserve Financial Capital

				Create Pooled Investment Funds

				Offer Better Tax and Wealth Transfer Planning

				Improve Personal Financial Advice

				Provide Comprehensive Financial Reporting Online

			

		

	
		
			
				
					What Assets Are Owned

				

				
					Shareholders

				

				
					Partnership

					or

					LLCs

				

				
					Partnership

					or

					LLCs

				

				
					Family Trust or Shares

				

				
					Trusts

					or Partnership

				

				
					Trusts or Holding Company

				

				
					Foundation or Donor Advised Fund

				

				
					How Assets Are Owned

				

				
					Operating Companies

				

				
					Direct Investments

				

				
					Real

					Assets

				

				
					VacationProperty

				

				
					Portfolio

					Investments

				

				
					Family

					Office

				

				
					Family Philanthropy
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				Milestone 6

				Assessment and Management of Complexity with Efficient Ownership and Investment Structures

			

		

		
			
				As mentioned in Part 1, understanding the complexity of the Enterprise and managing that complexity effectively are essential for sustaining the Enterprise. 

				The manner in which the family owns its assets must be structured to support the long-term family goals, which typically involves keeping the Enterprise together. Using legal strategies to transfer ownership of assets to future generations and to distinguish wealth creation assets from wealth preservation assets is a valuable framework used by many sophisticated families.

				Helping family members distinguish what they own from how they own the assets is a complex issue that requires visual charts to show these structures and how they are related. Using charts to remind owners annually about how their assets are structured will save time and avoid misunderstandings along the journey. 

			

		

		
			
				Understanding What the Family Owns

			

		

	
		
			
				There are many forms of Enterprise complexity, some related to size (number of owners, number of businesses, size of assets to be invested, number of tax returns) and some related to ownership structures (shares, trusts or partnership interests to name a few). Creating a summary of the various issues that create complexity can be a great help to owners in understanding their complex activities and obligations, and a sample of a FOX Complexity Profile is shown on the next page.

				Families who understand and control their complexity are better able to manage the future growth of the family and the Enterprise.

				There are a variety of factors that impact the complexity of the Enterprise and the skillsets needed inhouse to manage this complexity. The FOX Complexity Profile has identified 43 critical factors, 18 of which are shown here along with the percentile responses from over 150 families. The goal for this exercise is to compare your profile to the universe of other Enterprises in the data base.

			

		

		
			
				Owners need to review all the factors of complexity that make their Enterprise challenging to manage. And often the family office has the best understanding of these elements of complexity.

				When family members see the complete picture of their Enterprise complexity, they will better understand the implications of adding more entities or structures to their Enterprise, and they are better able to evaluate what can be done to manage or reduce the degrees of complexity in their lives.

				Working together to review a comprehensive picture of their collective interests, owners can make informed decisions about taking on new opportunities or letting go of unproductive strategies that may have been a part of the family’s way of operating in prior decades.

				In one Gen 2 family with three siblings, direct private equity investments were a part of their history and what they were trained to manage. However, when the three siblings met to discuss their common investments, they expressed concern about how their complex structures would be managed when they retired. 

				The Gen 3 cousins weren’t eager to be involved in the day-to-day oversight of direct investments or the detailed tracking of different entities. The impending generational transition caused the Gen 2 owners and Gen 3 cousins to agree that a restructuring of entities and a reallocation of assets would be necessary in the next decade before Gen 2 retired from leadership. 

			

		

		
			
				Gen 2 Active Investors in Transition - Case Study

			

		

	
		
			
				
					FOX EnterpriseComplexity Factors

				

				
					Your Family Data

				

				
					150 Participant Profiles from 2023

				

				
					Family Complexity (shown in numbers)

				

				
					25th Percentile

				

				
					50th Percentile

				

				
					75th Percentile

				

				
					Generations Involved in the Enterprise

				

				
					2

				

				
					3

				

				
					3

				

				
					Governing Boards Supporting the Enterprise

				

				
					1

				

				
					2

				

				
					3

				

				
					Family Directors on Boards (or Committees)

				

				
					2

				

				
					4

				

				
					8

				

				
					Independent Directors on the Boards

				

				
					0

				

				
					2

				

				
					4

				

				
					Family Meetings Held per Year

				

				
					1

				

				
					2

				

				
					4

				

				
					Ownership and Asset Complexity

				

				
					25th Percentile

				

				
					50th Percentile

				

				
					75th Percentile

				

				
					Businesses Controlled and/or Operated by the Family

				

				
					0

				

				
					2

				

				
					5

				

				
					Other Direct Investments in Operating Businesses

				

				
					0

				

				
					7

				

				
					16

				

				
					Number of Family Trusts

				

				
					4

				

				
					12

				

				
					30

				

				
					Percentage of Family Assets Held in Trusts 

				

				
					50%

				

				
					94%

				

				
					100%

				

				
					Foundation and Philanthropic Grants Awarded

				

				
					8

				

				
					25

				

				
					70

				

				
					Financial and Investment Complexity

				

				
					25th Percentile

				

				
					50th Percentile

				

				
					75th Percentile

				

				
					Adult Households Served by the Family Office

				

				
					4

				

				
					6

				

				
					14

				

				
					Size of Family Office Staff (Full-Time Equivalents)

				

				
					3

				

				
					5

				

				
					10

				

				
					Number of Legal Entities 

				

				
					18

				

				
					36

				

				
					84

				

				
					Tax Returns Filed Annually

				

				
					17

				

				
					40

				

				
					150

				

				
					Investment Partnerships Managed by the Office

				

				
					1

				

				
					3

				

				
					10

				

				
					Number of External Advisor Relationships (Including Money Managers)

				

				
					4

				

				
					13

				

				
					53

				

				
					Investable Assets (In Millions of Dollars)

				

				
					$ 127 mil

				

				
					$ 348 mil

				

				
					$ 887 mil

				

				
					Total Cost of Family Wealth Management (Paid by the Family Office)

				

				
					$ 1.207 mil

				

				
					$ 2.424 mil

				

				
					$ 5.315 mil

				

			

		

		
			
				© 2024 FOX Complexity Profile

			

		

	
		
			
				
					Where We Want to Go

				

				
					7.

					Develop possible scenarios for the future Enterprise 

				

				
					8. Articulate a shared vision for the future of the Enterprise and gain a commitment to support the shared vision

				

				
					9.

					Develop clear goals and strategies for the future Enterprise and gain commitment to support the shared vision and goals 

				

				
					10. 

					Create partnerships with external resources where needed to support the goals and strategies 

				

				
					11.

					Identify leadership skills and a leadership succession process needed to support the vision and goals

				

				
					12.

					Provide alternatives to exit the Enterprise for those family members who do not share the future vision and goals

				

			

		

		
			
				Milestone 7

				Possible Scenarios for the Future Enterprise

			

		

		
			
				With the first phase of the Enterprise Journey now complete, the family is ready to turn its focus to the future. To conduct the challenging task of looking out over the horizon toward the next generation to set an aspirational, yet realistic, vision for the Enterprise and identify key goals, the methodology of scenario planning is immensely useful. Scenario planning is a tool for developing a shared, logical and holistic understanding of how an Enterprise might develop over time. Scenarios are not forecasts of the future; rather, they are relevant, plausible (but not necessarily probable) stories about how the future might unfold, based on sound analysis of the system’s key opportunities and risks and key internal and external driving forces.

				The purpose of scenario planning is to improve the quality of strategic thinking for the Enterprise and to stretch the participants beyond what they think they know or can predict about the future. It allows the family to test-drive possible alternative futures, identify elements of 

				the scenarios that they like or want to avoid, articulate a shared vision based on those aspirations and build collective will to develop strategies to achieve the shared vision.

			

		

		
			
				Common insights gained from scenario planning:

				Continuing to do what we’ve always done will prevent us from creating the future we want

				Outcomes we assume are most desirable could turn out to be undesirable

				Outcomes we fear today could actually be positive in the future

				Outcomes we don’t want to discuss could occur

				There are strategies for moving forward that we have not considered

				Some factors that we are ignoring or not discussing may be critical

				Adapted from Adam Kahane
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				If a family knows they have strong alignment around the future vision for the Enterprise, they may not feel the need to engage in a scenario planning exercise to articulate their vision. However, for families with wide-ranging views on the future or business-owning families that operate in international industries impacted by a complex suite of external forces (geopolitical, technological, regulatory, etc.), conducting a scenario planning exercise will lead to a much more aligned, dynamic vision than they otherwise might consider. Additionally, the process of scenario planning is enriching for the family, bringing them closer together by engaging in this collaborative 

				exercise that draws on the array of skills, ideas, expertise and thinking styles present in the family.

				For those families wanting to use scenario planning, it is advisable to enlist a skilled facilitator who is trained in the methodology and who can ask probing and thought-provoking questions that the family or its advisors often don’t think to ask because they are inside the system.

				There are four stages in the scenario planning process consisting of ten discrete steps that lead to the identification of a shared vision for the Enterprise.

			

		

		
			
				Adapted from Adam Kahane

			

		

		
			
				4.	Identify Strategic	Implications for the	Future Enterprise

			

		

		
			
				2.	Brainstorm Scenario	Outlines and Select	Scenarios to Develop

			

		

		
			
				1.	Identify Foundation	for the Scenarios

			

		

		
			
				•  Opportunities & Risks

				•  Driving Forces & Key Uncertainties

			

		

		
			
				3.	Scenarios for 	Further Exploration

			

		

	
		
			
				Milestone 8

				Articulate a Shared Vision for the Future Enterprise

			

		

		
			
				The family is now at the very exciting moment of convergence to articulate their collective aspirational vision for the future of the Enterprise looking out over the next generation, approximately twenty years hence. It is very important that this be an inclusive, collaborative process that incorporates all voices. If the family has engaged in a scenario planning process, the next step in that process will be to generate the vision for the future of the Enterprise based on the strategic implications culled from the group’s analysis of the scenarios. 

				If a family is embarking on a standalone visioning process (without scenario planning), the first step will be to solicit all adult family members’ views regarding the future of the Enterprise. This information is best collected through confidential individual interviews conducted by a neutral party, such as a trusted advisor or outside facilitator, to gain answers to the following questions:

				What are the owner’s hopes and goals for the future Enterprise? 

				What concerns do they have about the future? 

				What do they see as the Enterprise’s greatest opportunities and risks? 

				What are the biggest internal and external driving forces impacting the future? 

				What is their most aspirational vision for the Enterprise across all of its domains?

				To prepare the family members to express their desired vision, structure a process where everyone is convened for review and discussion of the themes from the family interviews and an immersive review of the outputs from Milestones 1 – 6 in the Enterprise Journey (e.g., the Enterprise’s current identity and impact, level of complexity, etc.). This is an opportune time to post the family history map created in Milestone 1 of the Family Journey for family members to review, especially the patterns, values and principles the family selected to carry forward and leave behind.

				After the group has completed their reflection on the past and current state of the Enterprise, it is helpful for each family member to journal privately about their own highest vision for the Enterprise. Encourage family members to address as many aspects (family culture, degree of togetherness, level of engagement, Enterpise identity, etc.) and domains (operating company/ies, family assembly/council, family office, family foundation/philanthropy, co-invested assets, legacy properties, etc.) of the Enterprise as possible. It is not unusual for some family members to be more focused on family relationships, unity and inclusion, while others may be more focused on evolution of the businesses, governance and legal structures, while still others may be sparked by the potential long-term identity and impact of the Enterprise in the broader community. The strength of 
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				the process lies in gaining a composite picture of all ideas and aspirations.

				Collective Views – The next step is to break the family members into small groups (intermingling branches and generations) to share the elements of their individual visions with one another and record each vision element on a post-it note. It’s very important that all ideas are recorded and that none are edited out. The family then posts all vision elements onto a large chart and works together to cluster the elements into affinity groupings with agreed upon labels, as seen on the Vision Map below. By doing this, the family gets a clear visual picture of the areas of alignment and key areas still requiring work to achieve alignment. This process is highly effective because of its interactivity and engagement by all members. Families are quite often 

				amazed, encouraged and energized by the remarkable richness of the composite vision and the alignment they see in it.

				The final step is to ask family members to vote on the clusters which they believe deserve the most focus in the near-term to move the Enterprise toward the vision. This is often done using colored dots where each family member has 5 “votes” regarding their view on strategic priorities.

				Diverse Views – Sometimes Enterprise leaders are hesitant to explore alternate visions for fear of unlocking a wide range of ideas that may not align with their own views or which may challenge the status quo. However, this listening exercise will lead to greater family alignment and buy-in of the Enterprise vision and goals in the end because all are participants who are heard in the process. 

			

		

		
			
				Creating a Shared Enterprise Vision

			

		

	
		
			
				Plan for a complex Enterprise view of wealth creation and impact

				Spans forward 40-60 years

				At least 2 generations

			

		

		
			
				    Enterprise Goals

			

		

		
			
				Plan for an integrated Investment Policy for the owners

				Spans forward 5-15 years

				Beyond 1 investment cycle

			

		

		
			
				    Investment Goals

			

		

		
			
				    Family Goals

			

		

		
			
				Plan for a family shared vision

				Stretches forward 100 years

				3-5 generations of evolution

			

		

		
			
				Longer-term View

			

		

		
			
				Shorter-term View
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				Milestone 9

				Develop Clear Goals and Strategies and Gain Commitment to Support the Vision and Goals

			

		

		
			
				Taking steps to implement the Enterprise vision requires that the family develop a clear set of goals and strategies. Manyfamilies formalize a Strategy Committee to develop a set of goals and monitor the strategies for each domain of the future Enterprise.

				The Committee is made up of the family leaders with the most experience in strategic planning along with external advisors who have this expertise. The role of independent advisors is to stretch the thinking of family leaders and to offer alternative ways to solve problems the Enterprise may face.

				The Committee can use a structured process to identify the Enterprise goals for the short-term (2-5 years) and long-term vision (10-100 years). Many of the potential goals will have surfaced in the visioning process described in Milestone 8 during the prioritization exercise.

				The Committee brainstorms together a broad range of possible goals with specific strategies to reach each goal. Each of the various strategies can be evaluated for degree of difficulty and resources required to support each goal. The group has to prioritize these strategies, so they can select the best of the ideas that have the greatest chance of being successful.

			

		

		
			
				A Goals-Driven Approach
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				Goals

			

		

		
			
				Strategies

			

		

		
			
				Tactics

			

		

		
			
				Family

			

		

		
			
				Family

			

		

		
			
				Specific Actions

			

		

		
			
				Businesses

			

		

		
			
				Businesses

			

		

		
			
				Specific Actions

			

		

		
			
				Properties

			

		

		
			
				Properties

			

		

		
			
				Specific Actions

			

		

		
			
				Investments

			

		

		
			
				Investments

			

		

		
			
				Specific Actions

			

		

		
			
				Philanthropy

			

		

		
			
				Philanthropy

			

		

		
			
				Specific Actions

			

		

		
			
				Shared Vision

			

		

		
			
				Goals and Strategies to Reach the Enterprise Vision

			

		

		
			
				Once the strategies have been prioritized for each domain (business, investments, philanthropy, etc.), the Committee works with the management team in each domain to identify specific actions that need to be taken to launch the strategies. They also identify any additional resources needed to make the strategies actionable. 

				After the goals and strategies are approved by the Enterprise Board, it is essential to remember to circle back to the broader family to share the plans and ask for feedback. Educating owners on a regular basis will enhance their understanding of the challenges and opportunities ahead.
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				Honor the history

				Shared values and guiding principles

				Spending time together

				Commitment to a shared vision

			

		

		
			
				Investment partnerships

				Tax and estate planning

				Personal financial plans

				Cashflow budgets

			

		

		
			
				Horse breeding

				Therapeutic riding

				Soybean crops

				Farmhouse renovation

			

		

		
			
				Family lake house

				Sailboat

				Family Office building

				Child-care center (near office)

			

		

		
			
				Annual assembly meeting

				Working group projects

				Global travel together

				Shared travel journals

			

		

		
			
				Foundation grant-making

				Volunteering together

				Community scholarship

				Board development

			

		

		
			
				Family Unity

			

		

		
			
				Family Office

			

		

		
			
				Family Farm

			

		

		
			
				Joint Properties

			

		

		
			
				Family Gatherings

			

		

		
			
				Family Philanthropy

			

		

		
			
				Pyramid of Family Commitments

			

		

		
			
				Gain a Commitment to Support the Vision and Goals – The culmination of the visioning process is to call a meeting with all adult family members to review the Enterprise vision, goals and strategies that will be needed to oversee and/or manage the Enterprise. It is important to allow time for each family member to process the drafted vision statement and to share their views about the plans, typically in breakout groups or branch meetings. Next, the group comes back together and each breakout group identifies any concerns that surfaced in the discussion groups. These views should 

				be acknowledged and addressed by the leadership group, and any adjustments made to the vision based on family feedback.

				When making an Enterprise commitment, it is essential that family members have the ability to exit if the need or the desire arises to leave the Enterprise (see Milestone 12 for details). In general, the greater the trust among family members, the easier it is to stay committed. An example from one family case study is shown below.

			

		

	
		
			[image: ]
		

		
			
				Case Study

				As an example of the goal setting process, a FOX member shared their strategic goals at the annual FOX Forum along with their family history. They used this planning process to identify six short-term Strategic Goals for their Enterprise and developed a set of strategies for each of these goals. 

				The Enterprise Board, composed of Gen 3 family leaders from each branch of the family, was responsible for oversight for each of these goals. As the family leaders neared retirement, they taught this process to the Gen 4 future leaders and owners and stepped aside for them to take on the leadership roles.

			

		

		
			
				FOX Member Case Study: 2025-2048Strategy Plan - Short-Term Strategy Blocks

			

		

	
		
			
				Milestone 10

				Partnerships with External Resources to Support the Goals and Strategies

			

		

		
			
				Once the Enterprise goals and strategies have been established, it is important to identify where and when external resources may be needed to implement the strategies and optimize the desired outcomes. Using external advisors effectively can reduce the size of the internal staff that is needed to manage the projects that are tied to Enterprise goals.

				Experienced Advisors – Most Enterprises want to develop a network of technical experts so they can learn new ways of thinking and avoid insularity. Carefully selecting advisors who will view the family's relationships as a partnership will help ensure they view your challenges as a priority. It is important to update key advisors as needed about changes in your Enterprise goals and long-term strategies. 

				It is important for Enterprise executives to do an annual assessment of their advisors in a proactive manner:

				Analyze their responsiveness and the quality of their advice.

				Evaluate the impact they have had on desired outcomes.

				Compare the fees they are charging you against bids from other competitors.

				Provide direct and honest feedback to them about their performance.

				Like-minded Families as Partners – A vibrant resource network will also include other smart families who are generational and situational peers who are moving on a similar path. 

				Often, another family can help evaluate new strategies the family has under consideration because they have dealt with similar circumstances, or because they are interested in developing similar capabilities themselves. Collaborating with a few like-minded family groups can be a very fruitful and rewarding experience if peer partners are carefully selected for shared principles and common interests.

				Like-minded families may also have valuable industry experience that the family needs, and they can make solid partners for co-investment opportunities if they have similar values and a collaborative partnership mindset.

				Experienced investors say focusing and agreeing on the partnership terms is critical before entering any investment together. It is essential to spend enough time with the lead investor who controls the deal to know what you will be dealing with if the investment goes sour. The ability to maintain good relationships long-term is more important than any one investment outcome.

			

		

	
		
			
				The Advisor “Eco-System” Can Help to Simplify Complexity or Add to Complexity
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				Indicators of Leadership Potential - What to Look For

				© 2024 Vantage Leadership Consulting, LLC
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				Milestone 11

				Leadership Skills and Succession Plansto Support the Vision and Goals

			

		

		
			
				Each Enterprise leader must develop a specific set of skills needed to support the Enterprise vision, goals and strategies. Once the vision has been identified, it is valuable to turn to an investigation of the leadership skills needed to support it.

				Keeping in mind the opportunities and risks the Enterprise will potentially face, the current leaders group can brainstorm about the skills needed to face future opportunities and challenges. Current leaders can push the group to think outside the box and to compare critical skills needed today versus different skills needed in the future.

				The leaders group can start with a broad set of skills and work as a group to prioritize the identified skills to develop future leaders. Don’t hesitate to check with experts in leadership development, such as Vantage Leadership Consulting, who has shared generously their insights with FOX members.

				The designated group will identify the potential leadership roles that may be needed in the next generation of leaders, recognizing the goals and challenges may be different from the present roles. Shown here are five indicators of leadership potential, based on the research of Vantage Leadership Consulting.

			

		

		
			
				Thinking Agility

				•  Makes quick connections

				•  Has mental flexibility

				•  Sees the big picture 

				•  Intellectual horsepower

			

		

		
			
				Drive

				•  Shows energy to achieve

				•  Demonstrates resilience & adaptability

				•  Hunts for new challenges

				•  Consistently exceeds expectations
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				Share those identified roles with the rising generation to ask for their input and to see what other roles they believe will be needed. There will be a larger group of future owners who can potentially share more roles in the future as the family grows.

				When a final list of roles is agreed upon, job descriptions can be written and shared with potential candidates. Some candidates will be ready for board service, while others will need to develop the necessary skills required for future roles.

				Once agreement is reached on role definition, ask each interested leadership candidate to submit a written statement that identifies their own personal skills and the roles they would be interested in filling.

				Consider creating projects so future leadership candidates can demonstrate their skills to their peer group. Watching who shows a willingness to make time for Enterprise projects will be informative. And seeing who has the ability to lead a group and gather a group of followers will provide indicators of leadership and follow through – two important qualities.

				Role of Mentors – Make sure a Nominating Committee objectively evaluates candidates and provides thoughtful feedback to each of them. Assigning a mentor to each interested candidate is one way to ensure that no one is ignored in the process of developing future leadership potential.

			

		

		
			
				Curiosity

				•  Motivated to learn and continuously improve

				•  Seeks and takes action on feedback

				•  Self-aware

				•  Insightful & inquisitive

			

		

		
			
				Leads with Purpose

				•  Engages, inspires and connects people to a higher purpose

				•  Demonstrates humility & integrity

				•  Draws others in and shapes the environment

				•  Interpersonally aware

			

		

		
			
				Connection

				•  Encourages and listens to diverse perspectives

				•  Gives others a senseof belonging

				•  Demonstrates strong cultural acumen

				•  Seeks to understand views that challenge the status quo
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				Leadership Succession Planning Framework

				© 2024 Vantage Leadership Consulting, LLC

			

		

		
			
				1.

				Estabilisha successiontimeline

			

		

		
			
				2.

				Form a succession& transition committee

			

		

		
			
				3.

				Developcriteria for future leaders

			

		

		
			
				4.

				Identify potential candidates

			

		

		
			
				5.

				Assess the candidate(s)

			

		

		
			
				6.

				Develop thecandidate(s)

			

		

		
			
				7.

				Manage the transition

			

		

		
			
				8.

				Onboard the new leader

			

		

		
			
				Plant the seeds for succession early on

				Identify the leadership roles needed to support the vision

				Estabilish a sense of the interests and aspirations of rising gen family members

				“Pressure test” leadership readiness through practice opportunities

				Thoughtfully manage the transition points – the handoff must be smooth

			

		

	
		
			
				Leadership Succession Plans – As the Vantage chart shows, there are clearly definable steps in the process of planning for leadership succession. Two critical parts of the succession planning process are to pin down the succession timeline and to manage the steps in the transition from one leaders’ group to another.

				Having an ongoing discussion about family talent and timelines for leadership succession is a best practice that is often formalized in a Succession Planning Committee or assigned to the Nominating and Governance Committee.

				This representative Committee identifies where and when new leaders are needed and manages the process for establishing a timeline, defining job descriptions, identifying and assessing potential candidates and finding ways to develop the skills needed for each potential role before candidates are asked to take over. 

				Setting a clear timeline is essential to managing the expectations of the upcoming leaders and to give them time to prepare for these valuable future roles. One of the most common refrains heard from the rising gen is, “but when will it be our turn?” 

				When the time is right for transitions, the Committee must ensure that the transitions go smoothly and that the process of letting go (for elders) is as carefully planned as the process for new leaders to take charge.

				In many family groups, there are retirement ages specified when leaders will step down, and in most families, there are staggered terms of leadership, so that the younger generation joins a Board or Committee to learn from experienced leaders who are currently on the Board. 

				In other cases, the older generation makes an agreement that at the end of a certain year, their generation of leaders will hand over the reins to the younger generation all at one time. This approach makes for a clean break but leaves the family vulnerable to the common syndrome families face called WDKWDK, where “we don’t know what we don’t know.” This can create problems for new leaders out of ignorance and lack of mentorship.

				Of course, it is ideal for these orderly transitions to occur during a relatively calm period and not during a time of crisis. However, all succession plans should include a “sudden transition or crisis plan,” should an unexpected event trigger the need for an immediate leadership transition.

			

		

		
			
				WDKWDK Syndrome

				“We Don’t Know What We Don’t Know” is a common family challenge.

			

		

	
		
			[image: ]
		

		
			
				Guiding Principles for Staying Together

				Willingness to Trust Each Other and Share Control

				Agreement on Family's Identify and Culture

				Alignment of Interests Across Branches

				Shared Vision for the Future

			

		

		
			
				Source: Used with permission from the 5th generation family

			

		

		
			
				Milestone 12

				Option to Exit the Enterprise for Those Who Do Not Share the Future Vision and Goals

			

		

		
			
				For any family members who don’t support the future vision endorsed by the family, it is important for those individuals to have the option to exit the Enterprise. Some family members may feel they are not on the same page with everyone else and/or they may want to separate their investments from their family relationships. In many family situations, just knowing there is the ability for members to exit eliminates the pressure for many owners to actually decide to leave.

				As you can see in this family's one hundred-year history, the asset holdings may vary as the generations evolve, and as liquidity becomes more available, the timing may be right for some households to exit the Enterprise investments without having to exit the family.

			

		

		
			
				Operating Business

			

		

		
			
				Operating Business

			

		

		
			
				Liquid Wealth

			

		

		
			
				Liquid Wealth

			

		

		
			
				Liquid Wealth

			

		

		
			
				Liquid Wealth

			

		

		
			
				Operating Business

			

		

		
			
				Operating Business

			

		

		
			
				Early 1900sG1 Primary ControlG2 ParticipationG3 Children

			

		

		
			
				1923-1950sG2 Primary ControlG3 ParticipationG4 Children

			

		

		
			
				1990sG4 Primary ControlG5 ParticipationG6 Children

			

		

		
			
				Creation of the Family Office

			

		

		
			
				1960s-1980sG3 Primary ControlG4 ParticipationG5 Children
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				Structure to Include Family Members Who Are Not Investors

			

		

		
			
				For family members who want to stay engaged with the family, but not invest with the family, there are ways to organize family governance so they can stay involved in family affairs – just not business affairs. As this diagram shows, they could be part of the Family Assembly 

				of bloodline family members and spouses to participate in the activities in blue on the right side of the chart — these foster family togetherness. They would not attend any Owners Council meetings since they are no longer owners of shared assets once the exit procedures are initiated.

			

		

		
			
				Family Assembly

				(Owners, Spouses and Adult Children Elect the Leaders)

			

		

		
			
				Family Leaders Board

			

		

		
			
				Committeesof the Board

			

		

		
			
				Core& SatelliteBusinesses

			

		

		
			
				RealEstateProperties

			

		

		
			
				Portfolios

				& DirectInvestments

			

		

		
			
				Owners Council

				(Collective Investors)

			

		

		
			
				Family Council

				(All Family Stakeholders)

			

		

		
			
				Family History & Community

			

		

		
			
				Family Retreats & Social Events

			

		

		
			
				Family

				EducationPrograms

			

		

	
		
			
				Examples of Exit Policy Considerations

			

		

		
			
				
					Terms of Agreement

				

				
					Considerations

				

				
					Family Business or Partnership Valuation

				

				
					Conducted every 2-3 years.

				

				
					Buy-Back Fund*

				

				
					Funds set aside annually for repurchasesIf oversubscribed, allocate on a prorata basis.

				

				
					Distribution Discount

				

				
					Lack of marketability and/or lack of controlValue discounted for taxes paid at time of sale.

				

				
					Terms of Exit**

				

				
					Assets distributed over a number of years (with or without interest).

				

				
					Non-compete Provisions

				

				
					May be included in the agreements.

				

			

		

		
			
				* If the Enterprise is sold within 12-36 months after buyout, then exiting partners may share in the eventual excess proceeds.

				** Sometimes exits after more than seven years can be done without tax consequences, even if the distribution is of different assets than what the exiting party contributed.

			

		

		
			
				It is important to all family members that the policies for exiting the Enterprise are clearly spelled out in the Enterprise Charter (see Milestone 17), so the ability to exit is understood and the terms for exit are clear. There are many things that can complicate the process for exiting, including the capital gains that may be 

				triggered when assets are sold to generate the liquidity needed for cashing out an owner, so having clear exit policies is essential. Some of the common exit policy terms used by Enterprise Families are outlined here for your review and for further exploration with your tax and legal advisors.

			

		

	
		
			
				
					How We Plan to Get There

				

				
					13.

					Design an efficient governance structure and decision-making process that supports the Enterprise goals

				

				
					14. Develop clear levels of authority and accountability for governing councils, boards and committees

				

				
					15.

					Identify a formal process to assess and mitigate Enterprise risks on a periodic basis 

				

				
					16. 

					Develop a methodology for allocating capital and resources across the Enterprise domains

				

				
					17.

					Develop written Charters to codify family goals and Enterprise agreements

				

				
					18.

					Identify metrics to monitor performance and ensure family satisfaction with the outcomes

				

			

		

		
			
				Milestone 13

				An Efficient Governance Structure and Decision-Making Process that Supports the Enterprise Goals

			

		

		
			
				Designing a proper governance structure is one of the most complex parts of the Enterprise design. But given the definitions and agreements already discussed by the family, it greatly simplifies the process to have the goals and guidelines already spelled out and agreed upon as a foundation for good governance.

				Studying how family power and control have (or have not) been shared in the past will inform the family’s governance preferences for the future. And having a family discussion about centralized versus decentralized power as the family grows larger can create new opportunities for sharing control more broadly — by diversifying various roles and responsibilities across family branches and generations.

				As the family grows larger, no one person can oversee and manage all the activities, so the governance structure the family chooses comes down to a matter of trust among family members. 

				Who do we trust to do a capable job of oversight for different aspects of our Enterprise?

				What different skillsets are needed on boards for each part of the Enterprise?

				How do we find the best management talent for each domain of the Enterprise?

				How do we agree to measure the performance for each domain of the Enterprise?

				How will we address non-performance if the situation arises?
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				Core Business(es)

			

		

		
			
				Direct Investments

			

		

		
			
				Real EstateProperties

			

		

		
			
				Portfolio Investments

			

		

		
			
				Business Board

			

		

		
			
				Investment Committee

			

		

		
			
				Investment Capital

			

		

		
			
				Governance Framework – When designing the actual governance structure, it is valuable to put the Family Assembly at the top of the chart to clearly signal that the family will always have a voice in discussing family matters. The Family Assembly has the family voice and elects the leaders of the family to the Leaders Council.

				The Leaders Council oversees the governing board and holds the final voting power. This Council designs the optimal governance model and specifies the reporting relationships for each layer of governance and the cross-functional links for the governance model. They set up the governing boards for each type of entity and sometimes see the need to formalize an Enterprise Office with a designated CEO to handle day-to-day matters related to running the Enterprise.

				If the family wants only bloodline family members on the Leaders Council, then sometimes non-voting advisors to the Council are used to enrich the decision-making process. But if only shareholders are allowed to sit on the Leaders Council, the family may be excluding some valuable, talented resources. 

				Role of the Enterprise Board – Given the importance of the Enterprise in the lives of the family members, it is critical to formalize an Enterprise Board that 

				oversees the activities of the Enterprise and measures the performance of each component of the Enterprise.

				The Enterprise Board oversees all the strategies and typically will invite several independent board members who can broaden the group’s thinking and access to good advice. In some situations, the Leaders Council merges into the Enterprise Board for greater efficiency, and serves as the Executive Committee for the Enterprise Board.

				Having an Enterprise Office to oversee the goals for the Enterprise is one of the best ways to organize the management of the family’s complex priorities and structures. The Enterprise Office identifies strategies, monitors activities and reports progress to its governing body. The CEO of the Enterprise Office typically reports to the Enterprise Board or Leaders Council and regularly updates family leaders about important developments.

				You can see in this example for a complex Enterprise, which is only one of many models of governance, that the governing power is decentralized among four Boards and two Committees designed to provide oversight and decision-making for an Enterprise that has nine different endeavors needing oversight.
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				Family Philanthropy& Impact

			

		

		
			
				Family Office

			

		

		
			
				PrivateTrustCompany

			

		

		
			
				Philanthropy Board

			

		

		
			
				Family Office or Private Trust Company Board

			

		

		
			
				Financial Capital

			

		

		
			
				Social Capital
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				LeadershipSelection &Governance

			

		

		
			
				Family Learning& LeadershipDevelopment

			

		

		
			
				Leadership Committee

			

		

		
			
				Family Capital

			

		

		
			
				Family Assembly

			

		

		
			
				Leaders Council or Owners Council

			

		

		
			
				Enterprise Board

			

		

		
			
				Enterprise Office

			

		

	
		
			
				Milestone 14

				Clear Levels of Authority and Accountability for Councils, Boards and Committees

			

		

		
			
				With any good governance system, it is critical to specify clear levels of authority and accountability for every layer of governance. In the governance structure diagram below,there are five layers of governance – the Family Assembly, an Ownership Council, a Leaders Council, the Enterprise Board, six Committees, three business boards and a junior board for training.

				The roles and responsibilities for each of these levels of authority must be clearly spelled out by the Leaders/Owners Council, in a manner shown on the next page in the chart, so there is no misunderstanding about who is responsible for what, and how the decision-making process can operate with the most efficient transfer of information.

				Broad Skillsets – Various members of the Enterprise Board will need to serve on each lower Board or Committee to ensure proper oversight, so having enough depth and diversity of skills is essential for the governance process to function as designed. 

				The skillsets required for each Council or Board need to be thoughtfully identified so there is a broad base of experience within the leadership group. In the Enterprise model, there are a diverse set of entities and goals so it is challenging to build a diverse board that understands the scope and complexity of the Enterprise.
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				Family Assembly

			

		

		
			
				Leaders Council

			

		

		
			
				Owners Council

			

		

		
			
				Family Advisors Council

			

		

		
			
				Enterprise Board

			

		

		
			
				Family Office or Private Trust Company Board

			

		

		
			
				Philanthropy Board

			

		

		
			
				Business Board

			

		

		
			
				Investment Committee

			

		

		
			
				Jr. Philanthropy Board

			

		

		
			
				Strategy CommitteeGovernance Committee

			

		

		
			
				Leadership CommitteeRising Gen CommitteeEducation Committee

			

		

	
		
			
				Enterprise Governance Layers Have Specific Levels of Responsibility

			

		

		
			
				Family Assembly (sometimes called Family Council)

			

		

		
			
				Provides a forum to identify family priorities

				Develops the shared vision for the future together

				Endorses and lives by the Family Charter

				Elects members to the Family Leaders Council
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				Family Leaders Council

			

		

		
			
				Represents the interests of all the stakeholders in the family

				Serves as an Executive Committee between Owners Council meetings 

				Provides guidance to the Enterprise Board regarding the guidelines from the family
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				Family Advisors Council

			

		

		
			
				Provides a sounding board for the Owners Council

				Shares the experiences of other family leaders
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				Enterprise Boards and Business Boards

			

		

		
			
				Serves as advisors to the management team

				Sets mission and goals for operating business entities

				Approves annual budgets and allocates resources

				Evaluates management performance
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				Management Teams(CEO, COO, CFO, CIO, CTO)

			

		

		
			
				Implements strategic plans

				Develops strategies to grow the business

				Develops budgets and financial metrics

				Meets financial goals and performance metrics
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				Oversees important functions for the board

				Analyzes problems and alternatives

				Identifies new opportunities and risks

				Brings recommendations to the board
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				Board Committees

			

		

		
			
				Leadership Committee

				Rising Gen Committee

				Education Committee

				Strategy Committee

				Governance Committee

				Investment Committee

			

		

		
			
				Owners Councilor Shareholders Council 

			

		

		
			
				Develops the Enterprise vision for shared assets

				Develops policies for dividends and reinvestment

				Elects members of the Enterprise Board (or makes recommendations to Family Assembly)
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				Understanding Who Has Decision-Making Powers

			

		

		
			
				
					What Assets Are Owned

				

				
					Operating Companies

				

				
					Direct Investments

				

				
					Real

					Assets

				

				
					VacationProperty

				

				
					Portfolio

					Investments

				

				
					Family

					Office

				

				
					Family Philanthropy

				

				
					How Assets Are Owned

				

				
					Shareholders

				

				
					Partnership

					or

					LLCs

				

				
					Partnership

					or

					LLCs

				

				
					Family Trust or Shares

				

				
					Trusts

					or Partnership

				

				
					Trusts or Holding Company

				

				
					Foundation or Donor Advised

					Fund

				

				
					How Decisions Are Made

				

				
					Business Board

				

				
					Managing Members

				

				
					Managing Members

				

				
					Trustee or

					Committee

				

				
					Trustees or

					Managing Members

				

				
					Family Office Board

				

				
					Trustees

					or Board
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				One critical aspect of governance is to ensure that owners clearly understand how decisions are made, which is based on how the assets are owned. Not respecting the legal boundaries that govern each type of structure can cause trouble in the future if the legal guidelines are ignored. In some cases shareholders have a vote, in other structures trustees have the votes, or managing partners are in charge for investment partnerships. 

				As the chart below shows, how assets are owned (legal structures) is a very different matter than how decisions are made.

				The optimal time to consider simplifying the legal structures as much as possible is when designing or revising the governance structure – since the more complex the entities are, the more complexity will be required in the governance structures.

			

		

	
		
			
				
					Governance Process

				

				
					Using consistent rules and procedures to define how family and enterprise decisions will be made.

				

				
					Mission and Goals

				

				
					Developing the mission and goals for each domain, so the family has clarity about the Enterprise goals.

				

				
					Financial Oversight

				

				
					Taking actions and making inquiries to ensure that assets are protected, there is no wrongdoing and the capital is properly allocated.

				

				
					Risk Management

				

				
					Understanding the Enterprise plans for managing insurable and uninsurable risks and dedicating adequate resources to monitor and proactively mitigate these risks where possible.

				

				
					Management Advice

				

				
					Providing advice and mentoring to the senior management team members who are charged with implementing the Enterprise plans.

				

				
					Leadership Selection and Succession

				

				
					Making sure that competent and motivated people are running the Enterprise and developing a thoughtful plan and timeline for leadership succession.

				

				
					Performance Measurement

				

				
					Developing metrics and a monitoring process to assess the successful execution of Enterprise goals.

				

			

		

		
			
				Key Duties of the Board

			

		

		
			
				The Boards and Committees will develop a regular reporting process so the governing bodies can measure progress, approve recommendations and endorse action in an efficient manner.

				In some cultures, the position of Chair for the Enterprise Board is held by an independent, external advisor who looks out for the best interests of the whole family to avoid any branch biases or personal agendas being involved in the leadership role. And in other models, a family member is the Enterprise Board 

				Chair, but a non-family Enterprise CEO performs the role of objective advisor who arbitrates among family members when needed.

				Duties of the Board Members – There are established practices regarding the duties of fiduciary board members, who are legally responsible for providing the duties of care, loyalty and obedience (defined as obeying all laws and compliance requirements). In addition to these duties, there are other important roles that the board provides as shown below.
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				Strategies Must Be Integrated Across the Enterprise

			

		

		
			
				Family Business Strategy

			

		

		
			
				Family Continuity Strategy

			

		

		
			
				Family Wealth Strategy

			

		

		
			
				Family Enterprise Strategies and Governance

			

		

		
			
				Risk Assessment& Mitigation

			

		

		
			
				Opportunity & Risk Assessment

			

		

		
			
				Risk Mitigation and Service Delivery

			

		

		
			
				Family Business Governance

			

		

		
			
				Family Governance

			

		

		
			
				Family Office Governance

			

		

		
			
				Board Development Management Skill Development

			

		

		
			
				Family Leadership

			

		

		
			
				Board Development Management Skill Development

			

		

		
			
				Shareholder Relations and Shareholder Education

			

		

		
			
				Owner Engagement and Philanthropy

			

		

		
			
				Owner Financial Education and Client Satisfaction

			

		

		
			
				Operating Business(es)Responsibility

			

		

		
			
				Family Responsibility

			

		

		
			
				Family OfficeResponsibility

			

		

		
			
				Milestone 15

				A Formal Process to Assess and Mitigate Enterprise Risks on a Periodic Basis

			

		

		
			
				As the family develops their future plans, it is important to establish a mechanism (such as an Opportunity and Risk Committee) to develop a systematic risk assessment process. The Board needs an integrated view of what’s at risk for the family and the Enterprise. Looking at risks across the full spectrum of 

				Enterprise activities makes it possible to find any cross-functional dependencies that might not be noticed otherwise. Using this approach, risks are identified and updated at least twice a year so a proactive discussion can be held about risk mitigation strategies.

			

		

	
		
			
				Example of a Risk Mitigation Map

			

		

		
			
				
					Risks

				

				
					Dimensions

				

				
					Mitigation Strategy

				

				
					Lack of a Common Vision

				

				
					Enterprise View

				

				
					Develop a shared vision and goals, regularlybringing in advisors to lead the process.

				

				
					Capital Misallocation

				

				
					Enterprise View

				

				
					Use an approved methodology to allocate capital across all the Enterprise domains.

				

				
					Family Enterprise Continuity

				

				
					Enterprise View

				

				
					Have a succession plan in place; implementing the succession plan with specific timelines.

				

				
					Family Enterprise Liability

				

				
					Enterprise View

				

				
					Implement simpler legal structures and more professional boards with external advisors.

				

				
					Family Not Prepared or Engaged

				

				
					Family Capital

				

				
					Develop engagement and education plans for the next generation.

				

				
					Family Alignment

				

				
					Family Capital

				

				
					Estabilish an internal liquidity fund to allow an exit for family members who are not aligned.

				

				
					Social Responsibility/Community Reputation

				

				
					Family and Philanthropic Capital

				

				
					Develop impact strategies to support social responsibility.

				

				
					Spending Level (vs. Return)

				

				
					Financial Capital

				

				
					Cap spending to a given % of assets; match spending to annual returns; manage inflation risk.

				

				
					Personal Liability

				

				
					Financial Capital

				

				
					Review and implement comprehensive personal liability coverage and insurance programs.

				

				
					Investment Concentration

				

				
					Financial Capital

				

				
					Diversify the investments across a broader range of industries.

				

				
					Use of Leverage

				

				
					Financial Capital

				

				
					Reduce the level of debt; don't leverage a concentrated position; hedge interest rate variations.

				

				
					Cybersecurity

				

				
					All Domains

				

				
					Develop a cyber risk managament culture; technology solutions; backup plans.

				

			

		

		
			
				Given the complex nature of the risk assessment process, it is important to select Risk Committee members carefully, based on their experiences and ability to think defensively about problem solutions. This Committee reports regularly to the Enterprise Board regarding the process they are using for monitoring and mitigating risks.

				One of the key duties of the Committee is to prioritize the ranking of risks, based 

				on the importance and the impact of each risk factor. This will involve looking at the severity of the risks and the capital required to eliminate or mitigate each risk. 

				The next step is to decide for each of the risks whether to insure it, remove it or absorb the risks in question. Once this analysis is complete, a Risk Mitigation Map becomes the monitoring tool for the Committee to use to update the Board on their activities.

			

		

	
		
			
				
					What Assets Are Owned

				

				
					Operating Companies

				

				
					Direct Investments

				

				
					Real

					Assets

				

				
					VacationProperty

				

				
					Portfolio

					Investments

				

				
					Family

					Office

				

				
					Family Philanthropy

				

				
					How Capital Is Allocated

				

				
					Current Allocation of Capital

					Market Impact

					Risk Factors

					Ease of Implementation

					Funds Needed for the Family's Lifestyle

					Funds Needed to Pay Taxes

				

				
					Capital Required

					Talent Required

					Desired Outcomes/Impact

					Return on Investment
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				Milestone 16

				A Methodology to Allocate Capital and Resources Across the Enterprise Domains

			

		

		
			
				One of the most challenging roles for an Enterprise Board is the allocation of capital across a broad array of potential investments, reinvestments or distributions. The Board has to work together to identify the key factors that will be considered when evaluating the various alternatives for deploying capital. These factors may vary from year to year, depending on the circumstances at the time. 

				The Board weighs these factors according to the importance and the impact of each potential request for capital.

				In every complex Enterprise, there needs to be a philosophy and a methodology for prioritizing projects and allocating limited capital and resources among various alternatives. The Board will need to explain the methodology to members of each operating Board that reports into them so there is clear understanding among managers about how the alternatives were evaluated.

			

		

		
			
				Methods to Allocate Capital and Resources

			

		

	
		
			
				Example of Choices for Strategic Allocation of Capital

			

		

		
			
				Once the factors have been identified for evaluating capital allocation, each of the key initiatives can be weighted against these factors. This is a multidimensional assesment of opportunity against risk, used to ensure that only the best opportunies are awarded the funding that they need. An example for how this is done across various alternative ventures is shown in the chart below.

			

		

		
			
				
					Strategies

				

				
					Current

					Allocation

				

				
					Enterprise

					Impact

				

				
					Risk Factors

				

				
					Difficulty to Implement

				

				
					Capital Required

				

				
					Talent Required

				

				
					Outcome/ROI

				

				
					Global Expansion of Core Business

				

				
					30%

				

				
					High

				

				
					Low

				

				
					Low

				

				
					$10 Mil

				

				
					New Leaders

				

				
					10%

				

				
					Diversification into New Industries

				

				
					15%

				

				
					Low

				

				
					Low

				

				
					High

				

				
					$10 Mil

				

				
					Partners

				

				
					30%

				

				
					Expansionof Real Estate Holdings

				

				
					15%

				

				
					Low

				

				
					High

				

				
					Low

				

				
					$5 Mil

				

				
					Existing or New Partners

				

				
					20%

				

				
					Increase in Sleep Well Portfolio

				

				
					20%

				

				
					Low

				

				
					High

				

				
					Low

				

				
					None

				

				
					Good Mgrs

				

				
					5%

				

				
					Funding for Rising Entrepreneurs

				

				
					10%

				

				
					High

				

				
					High

				

				
					High

				

				
					$5 Mil

				

				
					Mentors

				

				
					50%

				

				
					Major Philanthropic Commitments

				

				
					10%

				

				
					High

				

				
					Low

				

				
					Med

				

				
					$5 Mil

				

				
					Hard to Measure

				

				
					Social Impact

				

				
					Expansion of Family Office Services

				

				
					5%

				

				
					Med

				

				
					Med

				

				
					High

				

				
					$3 Mil

				

				
					Hard to Attract

				

				
					Better Decisions By Owners

				

			

		

		
			
				“To maximize private family capital, it is important to allocate scarce resources in a strategic manner that incorporates new opportunities and risks into the analysis.„

				FOX Risk Report

			

		

	
		
			
				Pooled Investment Partnership or LLC Pool

			

		

		
			
				
					Family Investment

					Partnership Manager(or LLC Pool)

				

				
					Ownership Interest

				

				
					Family Trusts

				

				
					1st Generation

				

				
					2nd Generation

				

				
					3rd Generation

				

				
					Trust A

				

				
					Trust B

				

				
					Founder

				

				
					Spouse

				

				
					Child 1

				

				
					Child 2

				

				
					Grand-child 1

				

				
					Grand-child 2

				

				
					1) Large Cap Value

					Manager 1

					Manager 2

				

				
					20%

				

				
					–

				

				
					30%

				

				
					20%

				

				
					–

				

				
					10%

				

				
					30%

				

				
					10%

				

				
					2) Small Cap Growth

					Manager 1

					Manager 2

				

				
					20%

				

				
					40%

				

				
					30%

				

				
					20%

				

				
					30%

				

				
					10%

				

				
					70%

				

				
					20%

				

				
					3) Fixed Income Fund

					Bond Manager 1

					Bond Manager 2

					Bond Manager 3

				

				
					20%

				

				
					–

				

				
					20%

				

				
					40%

				

				
					25%

				

				
					80%

				

				
					–

				

				
					–

				

				
					4) International

					Manager 1

					Manager 2

					Manager 3

				

				
					20%

				

				
					30%

				

				
					20%

				

				
					–

				

				
					25%

				

				
					–

				

				
					–

				

				
					–

				

				
					5) Alternatives

					Hedge Fund 1

					PE Fund 2

					RE Fund 3

				

				
					20%

				

				
					30%

				

				
					–

				

				
					20%

				

				
					20%

				

				
					–

				

				
					–

				

				
					70%

				

				
					Total Allocation

				

				
					100%

				

				
					100%

				

				
					100%

				

				
					100%

				

				
					100%

				

				
					100%

				

				
					100%

				

				
					100%

				

			

		

		
			
				Benefits of Investment Partnerships – Using family investment partnerships has become a common practice to enhance investment flexibility and diversification for each household. There are compelling benefits to using investment partnerships in the U.S., including both business and tax benefits. Business benefits include group purchasing power, centralized management, ease of succession planning asset protection and confidentiality. These are important for supporting the potential tax benefits.

				Regarding U.S. tax benefits, discounts (both for lack of marketability and lack of 

				control) will likely reduce the values for death transfers and lifetime gifts. This can reduce the gift and estate taxes and can make contributions and distributions-in-kind more tax-efficient when entering or leaving the partnership. 

				Flexibility for different investors is accomplished by using “partnership” structures where family members become limited partners, and each limited partner can diversify their investments independently. Each individual or entity (like a trust) can select their own asset allocation, based on their household goals, as shown in this partnership chart.

			

		

	
		
			
				Diverse Family Applications – The partnership structure shown on the previous page is only one of several approaches families can use to balance flexibility and complexity in family investments. As the diversification of investments grow, families will often group commonly owned LLC investments under an LLC holding company and by doing so reduce complexity and simplify reporting.

				Many families start out with a single centralized partnership in the Gen 1-2 stage, to keep the family assets together for greater purchasing power. But the typical family office today manages three or more partnership structures due to different circumstances that arise over time.

				Some of partnership complexity is driven by the popularity of direct private equity investments over the last two decades. It would be typical for each new direct investment to have a separate LLC (or corporation) created for tracking investor ownership. For each investment, the liability risks, distributions and capital gains are not comingled with other investments, so it is easier for each investor to focus on the specific deals he/she chooses to invest in. 

				It is common in many families for the owners to make individual decisions about whether to participate in each new direct investment. This “opt-in/opt-out” approach offers the greatest flexibility to investors, but also creates the greatest amount of complexity for the family office to manage. 

				For some families, the original design of the partnership structures involves different LLCs for each asset class, or a Series LLC structure (now available in 19 US 

				states). It can be easier to track movements in and out of individual partnerships and is sometimes more tax-efficient at time of exit for the minority investors. Twenty-five percent (25%) of FOX family office members are using 10-12 partnerships at any one time to separate ownership and liability risks for asset classes like real estate and private equity.

				Sometimes Gen 1 founders feel it is important for the children or grandchildren to have their own investment partnership, where they can learn together in a “collective” investment. Working together can develop greater trust among the group and teaches them about responsibility, reliability and accountability. Over time, they develop a generational track record, which can be shared with the older generations. This collaborative fund allows Gen 2 or 3 to learn about their skills and levels of commitment by the partners. 

			

		

		
			
				Documentation of Records – Having a written record of all key strategies, investments and decisions is a responsibility of the governing Board. Documenting all decisions in writing, along with the rationale for these decisions, serves as a historical archive for current owners and future generations to understand why and how decisions were made. It is important for the owners to have access to these historical files, to demonstrate full transparency in the governance process and to place written documentation in a secure data storage system that is accessible for all the owners to review.

			

		

	
		
			
				Family Charter Strengthens Family Unity

			

		

		
			
				Leadership Development and Selection

			

		

		
			
				Family Education and Engagement

			

		

		
			
				Family Conflict Mediation Process and Terms to Exit the Family

			

		

		
			
				Community Reputation and Social Impact

			

		

		
			
				Values and Family Vision

			

		

		
			
				Definition of Family

			

		

		
			
				Alignment of Interests

			

		

		
			
				Responsible Ownership and Respectful Behavior

			

		

		
			
				Milestone 17

				Written Charters to Codify Family Goals and Enterprise Agreements

			

		

		
			
				In every complex Enterprise Family, there comes a time when the guidelines and governing principles need to be formalized and written down to help reinforce the Enterprise vision. Some family members feel the need to get organized about these ground rules sooner than other owners, and those feeling disorganized or uninformed are usually the champions for building a Family Charter and an Enterprise Charter.

				The purpose for each of these documents is very different – the Family Charter is centered on preserving the unity and sustainability of the family, while the Enterprise Charter is focused on the agreements needed to operate an effective and productive Enterprise business.

				Each of the eight layers of engagement are outlined in these diagrams to ensure that the Charter definitions are clear for all owners and other family members.
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				Enterprise Charter Defines Goals and Governance

			

		

		
			
				Leadership Roles and Succession Plans

			

		

		
			
				Governance Structures and Decision-Making

			

		

		
			
				Dispute Resolution/Arbitration Policies and Terms to Exit the Enterprise

			

		

		
			
				Accountability and Performance Metrics

			

		

		
			
				Goals and Strategies

			

		

		
			
				Enterprise Vision

			

		

		
			
				Ownership Rights and Distribution Policies

			

		

		
			
				Allocation of Limited Capital and Resources

			

		

		
			
				Accountabilityand Dispute Resolution

			

		

		
			
				Governanceand Leadership Succession

			

		

		
			
				Ownership Rights and Allocation of Capital

			

		

		
			
				Enterprise Definition, Goals and Strategies
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				The components of the Enterprise Charter agreement are defined and signed by all owners of the Enterprise who share assets that are being invested collectively. The purpose of the document is to ensure there are no misunderstandings about eligibility, dividend distributions, methods for allocating capital, Enterprise governance, leadership roles, conflict resolution and terms for exiting the Enterprise.

				When the Enterprise leaders are ready to draw up the agreement for stakeholders of the Enterprise to review and sign, they often form a working group that includes owners and advisors with legal experience who know the family well enough to capture the essence of what the owners envision for this agreement. 

				A definition and description for each section of the document will help memorialize the Enterprise and make definitions as clear as possible to avoid any future misinterpretation of the guidelines.

				This document should be simple enough for nontechnical owners and young adult beneficiaries to understand what was intended. Each owner is asked to sign this agreement when they become an adult owner or beneficial owner of Enterprise assets to confirm their willingness to support and abide by the agreement.

			

		

	
		
			
				Family Alignment to Shared Purpose and Guiding Principles

				“The family believes we are stewards of the family legacy, and we want to build and maintain family unity while respecting each other’s individuality. The family supports the concept of 

				aligning their interests across the family branches and benefiting from the broader strength of the family as a group. We believe we are stronger and wiser when making decisions together, and we commit to support each other whenever possible and to foster these goals through the generations.”

			

		

		
			
				Sample Family Charter Purpose Statement:

			

		

		
			
				“The definition of the family enterprise is a combination of the business strategies, the financial strategies in the family office and the philanthropic activities we choose to undertake. We see Gen 3 family members remaining active as owners of the enterprise, and in some cases active managers of business units. We recognize that it is critical to attract top talent from the outside to partner with us in our businesses, and to be able to retain their loyalty by treating them well.

				We believe that some businesses will be a part of the family enterprise, and other businesses will be individually owned and managed by family members. We want to use the collective buying power of the family group, but to maintain flexibility when needed, where individual business endeavors are the preferred approach. In both situations, we hope to find synergies between the two ownership models, and for each to support the success of the other.”

			

		

		
			
				Sample Family Enterprise Purpose Statement:

			

		

		
			
				Shown here are examples of purpose statements from two different clients who worked as a family to develop their Charter documents. The first is a Family Charter statement and the second is an Enterprise Charter statement.

				Both purpose statements articulate the reasons motivating the shared purpose and describe what the family is hoping to build together. Both express the desire to support personal individuality as well as collaboration among family members of all parties involved across the generations.

			

		

	
		
			
				Shareholders Agreement for a Business

			

		

		
			
				Shareholders

				Agreement Defines Rights and Value of Assets

			

		

		
			
				Source: Adapted from BCG analysis

			

		

		
			
				Shareholders Agreement – The shareholders agreement is the policy document for an operating business that defines the guiding principles and ground rules for valuation, ownership, exit, employment, distributions, governance 

				and dispute resolution regarding ownership of a business. This agreement includes distribution and employment policies for the business, which may be different from the broader charter guidelines.
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				Business Conflicts and Dispute Resolution Process

			

		

		
			
				Death or Incapacitation

				of a Shareholder

			

		

		
			
				Exit Policies for Investors

			

		

		
			
				Dispute Resolution Methods,

				Amendment Process & Duration

			

		

		
			
				Conflict of Interest Rules (noncompete,

				non-solicitation clauses)

			

		

		
			
				Shareholder

				Valuation

			

		

		
			
				Business

				Vision

			

		

		
			
				Policies for Dividend Payment

			

		

		
			
				Policies for Business

				Employment
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				Exit Strategies or Shareholder Incapacity
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				Policies for Dividends and Employment in Business
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				Clarity about Business Vision and Shareholder Value
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				Metrics for the Enterprise

			

		

		
			
				
					Enterprise Sustainability

				

				
					Financial Security

				

				
					Family Unity

				

				
					Enterprise Health Assessment

					Enterprise definition and vision

					Complexity profile for the Enterprise

					“Producers versus consumers” score

					Stategic goals for the Enterprise

					Formal governance process and clear communication

					Leadership succession plans

				

				
					Wealth Preservation

					Financial independence for each household

					Documented investment strategy and distribution policies

					Efficient cost of wealth management

					Forecasts of financial stability

					Effective use of internal/external advisors

				

				
					Strong Family Relationships

					Opportunities and encouragement for family engagement

					Clear roles available for rising gens

					Clear roles for spouses and stepfamilies

					Training on communication skills

					Annual survey of family culture and connectedness

				

				
					Performance of Businesses

				

				
					Philanthropic Impact

				

				
					Family Engagement and Education

				

				
					Return on Investment

					Competitive business strategy

					Strong management team

					Family employment policies

					Adequate capital reinvestment

					Use of financial leverage

					Clear performance goals

				

				
					Philanthropic Results

					Clear philanthropic vision and mission

					Roles for multiple family members

					Collaborative decision-making

					Consistent grant-making process

					Efforts to measure impact of contributions

				

				
					Percentage of Family Engaged

					Leadership development plans

					Nomination process for new leaders

					Owner engagement in meetings

					Education budget for family members

					Honest feedback on performance

				

			

		

		
			
				Milestone 18

				Metrics to Monitor Performance and Ensure Family Satisfaction with the Outcomes

			

		

		
			
				One of the most critical roles for the Enterprise Board is to establish metrics, monitor progress, measure the performance of the overall Enterprise and report back to the family on a regular basis about Enterprise activities. Board members who have an aptitude for monitoring risks, strategies and outcomes should be put in charge of these functions, and they may even choose to formalize a Strategy Committee to manage this process.

				If there is a Strategy Committee established, it can also create the performance metrics established for each key strategy for the Enterprise. 

				Shown here is an example of the metrics developed to support the goals for a hypothetical Enterprise, but each Enterprise Board will need to develop custom metrics that fit the goals and priorities they have selected.

			

		

	
		
			
				Elements of the Enterprise Strategic Plan Review

			

		

		
			
				Definition of the Enterprise•	Definition of collective ownership•	Shareholder rights and responsibilities

				Enterprise Vision for the Future•	Review of Enterprise vision	statement•	Review of patterns to carry forward	and those to leave behind

				Enterprise Goals and Strategies•	Clear goals for each domain•	Strategies to support each goal

				Enterprise Governance•	Clear levels of authority and	accountability•	Annual assessment of performance

				Family Leadership and Succession•	Development of leadership skills•	Objective selection process•	Clear succession timelines

				Multiple Forms of Capital•	Strategies for each business•	Asset diversification

				Strategic Allocation of Capital•	Methodology for allocating 	resources•	Ability to measure each strategy

				Role of Strategic Advisor Partnerships•	Most critical advisor relationships•	Annual review of advisors impact

				Metrics to Measure Performance•	Annual comparison against goals•	Measure of shareholder satisfaction

				Dispute Resolution & Terms of Exit•	Clear arbitration policies•	Terms to exit the Enterprise over time

			

		

		
			
				At each quarterly review of performance, if there are steps needed to revise strategies to ensure strong performance, the Board would work with each management team to develop Action Steps that need to betaken. The Board will monitor the coursecorrections on at least a quarterly basis.

				Periodic Communication with Stakeholders – The final important role for the Board is to make regular updates to the shareholders and other stakeholders on the progress and performance of the Enterprise. Some family Enterprises provide quarterly updates to all households in a virtual format to keep all interested parties informed. But at a minimum, this update is done for the whole family at an annual 

				Family Assembly meeting, so the entire group can understand the progress being made and can ask questions. However, in some families, only shareholders are allowed access to this information.

				The Board will discuss any recommendedchanges in priorities or approach with the family, and a process needs to be in place to address any concerns that family members may voice. It is essential to articulate any changes in strategy to the owners of capital, especially if their return on capital is being impacted by a change in performance that can be foreseen. A sample of the variety of information that might be discussed in the Enterprise Strategic Plan Review is shown here as anoutline for these periodic family discussions.

			

		

	
		
			
				
					Family Cohesion

				

				
					Business Performance

				

				
					Financial Security

				

				
					Philanthropic Impact

				

				
					Enjoyment of Time TogetherThe family enjoys spending time together and sharing their family stories.

				

				
					Strategic PlanningThe family understands the strategic plans for each business.

				

				
					Stewardship of WealthFamily members see themselves as stewards of wealth and feel responsible for passing the benefits on to future generations.

				

				
					Clear Philanthropic Purpose/MissionThe family is aligned around the philanthropic mission, goals and areas of interest.

				

				
					Degrees of TogethernessThe family has defined the amount of “togetherness” that they prefer to maintain.

				

				
					Opportunities & RisksThe family understands the business risk and regularly measures these against new opportunities.

				

				
					Financial EducationFamily members agree to educate their children about key financial concepts.

				

				
					Selected Areas of ImpactThe family has worked together to select the ways in which they want to have an impact.

				

				
					Commitment to the GoalsThe family is aligned around their common goals and committed to working on them together.

				

				
					Management Leadership and SuccessionThe management team is respected by the stakeholders in each business.

				

				
					Sound Financial PracticesThe family adheres to sound financial principles and practices and lives within their financial means.

				

				
					Research on Issues of InterestResearch is conducted by areas of impact to understand what strategies have been effective in the past.

				

				
					Family Education & Engagement The family has invested in educating family members and developing future leaders.

				

				
					Fiduciary Board & External Advisors There is an independent fiduciary board formed to oversee the business(es) which includes input from independent board members.

				

				
					Proactive Tax-PlanningProactive tax-planning is done every year to enhance after-tax performance.

				

				
					Agreement on Key StrategiesSpecific strategies for reaching goals have been identified by the board to be implemented by the executive director.

				

				
					Shared Vision for the FutureThe family has a clear vision and a multigenerational view of their future together.

				

				
					Dividend Distribution PoliciesThere is a clear set of policies for dividend distributions to trusts or shareholders.

				

				
					Wealth Ownership & Transfer PlansWealth transfer plans are in place and wealth transfer structures are used to manage the Enterprise.

				

				
					Grant-Making ProcessA process for soliciting, reviewing and awarding specific grants has been identified and is being followed.

				

				
					Shared OwnershipFamily members have learned about the complexities of shared ownership and how to manage them.

				

				
					Employment PoliciesThere are written employment policies regarding criteria for family members working in the business(es).

				

				
					Trustee & Beneficiary RelationshipCapable trustees strive to understand goals and enrich the lives of the beneficiaries.

				

				
					Site Visits & AssessmentsSite visits are conducted to understand grant requests and to assess the effectiveness of donations made each year.

				

				
					Addressing ConflictsThe family has developed a process for dealing with disagreements.

				

				
					Clear Exit StrategiesThere is a mechanism for shareholders to sell their shares or assets if they need/want to exit.

				

				
					Annual Review of Financial HealthFamily members annually review the inflows and outflows of their capital and their personal balance sheet.

				

				
					Measurement of ImpactSpecific metrics are identified for each grant made, to be able to measure the impact of each grant awarded.

				

			

		

		
			
				An Enterprise Health Checklist is another valuable tool that can be used annually to measure and/or document the progress for the Enterprise.
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				Enterprise Health Checklist

			

		

	
		
			
				Your Name:

			

		

		
			
				
					Family Cohesion

				

				
					Business Performance

				

				
					Financial Security

				

				
					Philanthropic Impact

				

				
					Enjoyment of Time TogetherThe family enjoys spending time together and sharing their family stories.

				

				
					Strategic PlanningThe family understands the strategic plans for each business.

				

				
					Stewardship of WealthFamily members see themselves as stewards of wealth and feel responsible for passing the benefits on to future generations.

				

				
					Clear Philanthropic Purpose/MissionThe family is aligned around the philanthropic mission, goals and areas of interest.

				

				
					Degrees of TogethernessThe family has defined the amount of “togetherness” that they prefer to maintain.

				

				
					Opportunities & RisksThe family understands the business risk and regularly measures these against new opportunities.

				

				
					Financial EducationFamily members agree to educate their children about key financial concepts.

				

				
					Selected Areas of ImpactThe family has worked together to select the ways in which they want to have an impact.

				

				
					Commitment to the GoalsThe family is aligned around their common goals and committed to working on them together.

				

				
					Management Leadership and SuccessionThe management team is respected by the stakeholders in each business.

				

				
					Sound Financial PracticesThe family adheres to sound financial principles and practices and lives within their financial means.

				

				
					Research on Issues of InterestResearch is conducted by areas of impact to understand what strategies have been effective in the past.

				

				
					Family Education & Engagement The family has invested in educating family members and developing future leaders.

				

				
					Fiduciary Board & External Advisors There is an independent fiduciary board formed to oversee the business(es) which includes input from independent board members.

				

				
					Proactive Tax-PlanningProactive tax-planning is done every year to enhance after-tax performance.

				

				
					Agreement on Key StrategiesSpecific strategies for reaching goals have been identified by the board to be implemented by the executive director.

				

				
					Shared Vision for the FutureThe family has a clear vision and a multigenerational view of their future together.

				

				
					Dividend Distribution PoliciesThere is a clear set of policies for dividend distributions to trusts or shareholders.

				

				
					Wealth Ownership & Transfer PlansWealth transfer plans are in place and wealth transfer structures are used to manage the Enterprise.

				

				
					Grant-Making ProcessA process for soliciting, reviewing and awarding specific grants has been identified and is being followed.

				

				
					Shared OwnershipFamily members have learned about the complexities of shared ownership and how to manage them.

				

				
					Employment PoliciesThere are written employment policies regarding criteria for family members working in the business(es).

				

				
					Trustee & Beneficiary RelationshipCapable trustees strive to understand goals and enrich the lives of the beneficiaries.

				

				
					Site Visits & AssessmentsSite visits are conducted to understand grant requests and to assess the effectiveness of donations made each year.

				

				
					Addressing ConflictsThe family has developed a process for dealing with disagreements.

				

				
					Clear Exit StrategiesThere is a mechanism for shareholders to sell their shares or assets if they need/want to exit.

				

				
					Annual Review of Financial HealthFamily members annually review the inflows and outflows of their capital and their personal balance sheet.

				

				
					Measurement of ImpactSpecific metrics are identified for each grant made, to be able to measure the impact of each grant awarded.
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				Branch:
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				Generation:
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				The Enterprise Journey

				Discussion Questions

			

		

		
			
				What are the most important Enterprise goals agreed upon by the family?

				What are the desired impact and identity the family hopes to have in the community or world?

			

		

		
			
				What are the known opportunities and risks that will impact the future Enterprise?

				What processes can be developed to manage unforeseen risks?

			

		

		
			
				What are the possible scenarios the Enterprise may encounter in the future?

				What is the shared long-term vision for the Enterprise and the goals and strategies to support it?

			

		

		
			
				What leadership skills are needed to lead the future Enterprise?

				What formal succession process is the family committed to follow?

			

		

		
			
				Enterprise Goals and Family Impact

			

		

		
			
				Opportunities and Risks 

			

		

		
			
				Shared Vision for the Future

			

		

		
			
				Leadership Skills and Succession Process
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				What governance structures best support the shared vision for the future?

				What mechanisms for accountability are in place for each layer of governance?

			

		

		
			
				What metrics and process will the family use to measure Enterprise success?

				How often does the Board measure performance against goals and communicate results to the family?

			

		

		
			
				How often are the family’s views on current performance collected from the owners?

				What changes may need to be made to improvesatisfaction levels?

			

		

		
			
				Are there other important, unanswered questions that need to be addressed regarding the future of the Enterprise?

				Who will be responsible for answering these questions in an organized and timely manner?

			

		

		
			
				Governance, Authority, and Accountability

			

		

		
			
				Monitoring Enterprise Performance

			

		

		
			
				Family Satisfaction with the Enterprise

			

		

		
			
				Other Critical Unanswered Questions

			

		

	
		
			
				”We don’t receive wisdom; we must discover it for ourselves after a journey that no one can take for us or spare us. „

				Marcel Proust

			

		

	
		
			
				

			

		

		
			
				The third critical focus area in helping an Enterprise Family sustain and thrive over multiple generations is the development of the family's precious human capital. As Jay Hughes advises, it is incumbent upon the successful Enterprise Family to “inform itself on how to enhance the individual lives of its members to support the preservation of the family” as a whole. Encouraging each member of the family to pursue their authentic Personal Journey is of vital importance.

				By its very nature, the Personal Journey is different from the collective Family and Enterprise Journeys because it is unique to each individual. The Personal Journey outlined here is designed to be taken within the context of the Family and Enterprise Journeys but allows those who embark on it to gain knowledge, not only about where and how they want to engage in the Family and Enterprise, but whom they seek to be separate and apart from the Family or Enterprise. Those who pursue this Personal Journey will learn how aspects of their own individual, aspirational vision align with those of the Enterprise defined in Part 2, and they will be able to create a development plan and the supporting infrastructure to achieve the goals they set for their personal, professional and Enterprise development.

				By building a culture that encourages all rising gen members to embark on this journey, and providing support and resources for their success, the Family will make a crucial investment in its human capital and create a rich reservoir of passionate, engaged and prepared owners.

			

		

		
			
				paRt 3

				The Personal Journey
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				Before embarking on your Personal Journey, take a few moments to review this checklist to mark the applicable status box for each milestone. For those milestones you mark “Finished,” it is worth considering whether you would like to revise or update your previous work as you review it within the context of the process outlined here. Please note that the milestones in this section are designed to build upon one another, so it will be most beneficial to follow them sequentially.

			

		

		
			
				PART 3

				The Personal Journey Milestones

			

		

		
			
				
					Map your history to identify patterns, values and guiding principles from the past that inform your future and select the patterns and values from your past to carry forward and those to leave behind. 
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								NotStarted
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								InProgress

							

						

						
							[image: ]
						

						
							
								Finished

							

						

					

				

				
					Identify your personal core values.
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

				
					Map key driving forces and identify opportunities and risks impacting your life.
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

				
					Define your relationship to wealth and explore how it may evolve over your various life stages.
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

				
					Understand the impact of the family’s growth and your desired degree of togetherness.
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

			

		

		
			
				Where I’ve Been and Where I Am Now – p. 120

			

		

		
			
				1

			

		

		
			
				2

			

		

		
			
				3

			

		

		
			
				4

			

		

		
			
				5
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					Develop clear goals to support your vision (Enterprise and extraEnterprise).
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

				
					Create a personal development plan to identify action steps to achieve your goals, including future engagement and roles in the Enterprise.
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

				
					Work with a mentor or coach to support the successful execution of your plan.
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

				
					Develop a process to receive honest feedback about your leadership skills and performance.
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

				
					Periodically reassess and refine your vision and goals as life and Enterprise changes impact them.
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

			

		

		
			
				
					Explore your Calling and goals for development of your human and intellectual capital.
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

				
					Explore the degrees of involvement in the Enterprise and opportunities for engagement.
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

				
					Identify your desired roles within the Enterprise. 
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

				
					Complete your personal Enterprise Engagement Inventory.
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

				
					Articulate your personal vision (both within the Enterprise and beyond).
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								NotStarted
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								InProgress
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								Finished

							

						

					

				

			

		

		
			
				6

			

		

		
			
				7

			

		

		
			
				8

			

		

		
			
				9

			

		

		
			
				10

			

		

		
			
				11

			

		

		
			
				12

			

		

		
			
				13

			

		

		
			
				14

			

		

		
			
				15

			

		

		
			
				Where I Want to Go – p. 134

			

		

		
			
				How I Plan to Get There – p. 144
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					Where I've Been and Where I Am Now

				

				
					1.

					Map your history to identify patterns, values and guiding principles from the past that inform your future and select the patterns and values from your past to carry forward and those to leave behind

				

				
					2.

					Identify your personal core values

				

				
					3.

					Map key driving forces and identify opportunities and risks impacting your life

				

				
					4.

					Define your relationship to wealth and explore how it may evolve over your various life stages

				

				
					5.

					Understand the impact of the family’s growth and your desired degree of togetherness

				

			

		

		
			
				Milestone 1

				Personal History, Patterns, Values and Guiding Principles to Carry Forward or Leave Behind

			

		

		
			
				As in the Family Journey, the Personal Journey begins with an examination of your own history to understand how you came to be the person you are today and what the implications of your journey thus far are on your future. American psychoanalyst and author, Dr. James Hollis, asserts that it’s not what happens to us in life that matters most, but the story we make of it. One effective way to tell and examine your own story is through the development of a personal history map. 

				To do this, find a quiet, private area where you can roll out a long sheet of white paper on the floor or tape it to a flat wall surface. Write a chronological timeline along the top of the paper starting with your birth year on the far left and ending with the current year on the far right; fill in 
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				decade markers at intervals in between. Reserve the bottom quarter of the page to record patterns, values and guiding principles by drawing a horizontal dotted line across the page. Allow yourself to drop into a relaxed, reflective mode, and then take as much time as you need to write on the timeline all the events of meaning in your life, beginning with your first memory. 

				This is a very personal exercise which may be conducted solo or with a trusted coach, partner, close friend or family member. Either way, it is important to create the conditions where you feel comfortable to honestly explore all dimensions of your life experience –bright spots, achievements, celebrations, moments of pride and personal bests; as well as low points, failures, embarrassments, mistakes, struggles and disappointments. 

				Just as in the Family history mapping, it is important to tell your complete life story to understand how various elements of your character and assumptions about your place in the family, community and world have developed. 

				Remember to include family and Enterprise experiences, as well as greater world events that have influenced your life. Letting ideas flow without editing or judgment of their merit allows you to reap the greatest richness from this exercise. It can be helpful to record the events according to how they impacted you, with the most positive events written toward the top of the timeline, and the most challenging and difficult events near the dotted line at the bottom. This allows you to step back when finished and overlay a trend line that traverses one’s life, as you can see on the history map below. 

			

		

	
		
			
				If you choose to conduct this exercise with a highly trusted individual, tell your story aloud to them using the events on the history map as your guide. Often, through this storytelling process, new memories and insights emerge—and you can more easily see the patterns, values and guiding principles prevalent through your various life stages. Another person can often observe other patterns, values and principles that are sometimes difficult for you to see. As these are identified, write each of them along the bottom quarter of the history map. Taking note of what was occurring in your life at half your current age and the relationship those circumstances and challenges may have to what you’re facing today can bring interesting insights into the cyclical nature of your development and shed light on how you hope to grow in the future.

				The personal history map is a powerful tool for self-discovery and knowledge. Allow it to help you explore questions, such as:

				What is the essence of my character?

				What are my greatest talents?

				What are my greatest sources of joy?

				When in my life have I felt most alive? 

				What are the qualities of my relationships?

				What do I do when faced with difficulty or failure?

				Can I identify thematic eras in my history?

				Am I following my dreams or someone else’s?

				Patterns and Principles to Carry Forward and Leave Behind

				If you participated in the family history mapping process in Part 1, you will be familiar with the step of thoughtfully selecting the historical patterns of behavior and guiding principles that you believe will serve you well going forward and those which will be best left behind. Pay particular attention to personal patterns of behavior within one’s family and Enterprise, as well as the operating principles that drive those behaviors. An honest assessment of how you show up in the family and Enterprise and the mental models that support those behaviors is important in charting a positive course within the Enterprise going forward. Make lists of the patterns and principles you intend to carry forward and those you want to leave behind. Posting the two lists in a place where you can easily reference them on a regular basis helps reinforce desired behavioral and attitudinal shifts.
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				Carry

				Forward

			

		

		
			
				Leave

				Behind
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				The Values Wheel
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				Milestone 2

				Core Personal Values

			

		

		
			
				Core Personal Values

				On your history map, you will have identified a number of values that have guided your life to date. Now, it is important to become clear about the set of personal core values that motivate you at the highest level. As Drs. Dennis Jaffe and Cynthia Scott, founders of ChangeWorks Lab, point out, discovering who you are requires prioritizing the values that will allow you to focus your energies and life choices in a clear and purposeful way.

				There are several ways to go about identifying one’s core values. One common way is through the use of a values card deck. Over the last thirty years, Drs. Jaffe and Scott have developed and refined one such excellent deck, The Values EdgeTM, used by thousands of individuals, families and teams around the world to define their core values. The Values Wheel Model, shown below, provides a framework for organizing multiple values into eight themes that represent different ways people orient to the world and make choices about relationships and how to deploy their time and resources.

			

		

		
			
				Source: The Values Edge 2.0TM

				Dennis T. Jaffe, PhD

				Cynthia D. Scott, PhD, MPH

				https://thevaluesedge.com

			

		

	
		
			
				A Values Inventory
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				Another way to identify personal core values is using well-researched and developed assessments. One such assessment is the Hall-Tonna Values Inventory (HTVI) built on the work of Brian Hall and Benjamin Tonna. The Hall-Tonna model approaches values as a dynamic process influenced by the developmental stages of life. As we grow through different life stages, values can shift in response to our experiences and evolving priorities. In the early stages of life, our values tend to be rooted in immediate physical needs, safety and social acceptance. In the middle 

				stages of life, values evolve to reflect focus on relationships, career and personal achievement, while in the later stages of life, they become more outwardly focused on community, giving back and legacy building. The model below details the Hall-Tonna theory of values evolution through eight life stages.

				Whether you use a values card deck, assessment tool or another method to identify your core values, enterprise family consultant and culturist, Matt Wesley, warns against falling prey to the 

			

		

	
		
			
				Source: Hall-Tonna Values Map. Dr. Brian P. Hall, PhD | Benjamin Tonna
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				trap of selecting superficially noble or self-congratulatory core values. Wesley explains that core values are really our most fundamental needs and suggests that each selected core value should be put through the “Six Questions Test.”Wesley counsels that taking the time to examine your values with this test will open your eyes, not only to how they provide you their strength and purpose, but also to the blind spots you may be holding around them.

			

		

		
			
				Six Questions Values Test

				How does having this value serve me?

				How does having this value impair me?

				How do I react when this value is challenged or violated by others?

				What is the blind spot I have because this value is important to me?

				How does having this value cause me to suffer?

				How does having this value give me peace?

			

		

		
			
				Source: Matthew Wesley

			

		

	
		
			
				Milestone 3

				Key Driving Forces and Opportunities and Risks Impacting Your Life

			

		

		
			
				A very helpful step in preparing yourself to articulate an aspirational, yet realistic, future vision is to analyze the driving forces that impact your life and decisions, as well as the unique set of opportunities and risks that you face. Understanding how the interplay of these dynamics expands or limits your life choices helps one identify areas for personal growth in and outside the Enterprise.

				Key Driving Forces

				All of us have primary influences or motivations that compel us to take action, make decisions and follow – or avoid – 

				particular directions in life. Identifying your key driving forces will help you understand your choice parameters in life and which forces are within your ability to influence and those outside of your control which necessitate contingency planning. A driving force can be any factor in your internal or external life that impacts you. Examples of internal and external driving forces are shown in the table below.

				In identifying your driving forces, think through the different domains of influence in your life as demonstrated in the diagram to the right. 

			

		

		
			
				
					Internal driving forcesinclude:

					Core values

					Passions and ambitions 

					Skills and competencies

					Resilience and adaptability

					Physical and mental state/overall health

					Personality traits

					Patterns and habits

				

				
					External driving forces include:

					Family of origin belief system

					Family responsibilities

					Enterprise generational stage

					Enterprise trigger events

					Economic conditions

					Societal shifts and trends

					Legal and regulatory environment

					Geopolitical circumstances

				

			

		

	
		
			
				Driving Forces Domains
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				Mapping Key Driving Forces
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				As you think through each domain of influence, write down all the driving forces you can identify. We recommend using sticky notes and writing the internal forces on one color sticky and external forces on another color. Once you have generated your full list, isolate your key driving forces by mapping all driving forces on a graph like the one below according to the level of potential or existing influence they exert on your life from low to high (the x axis in the illustration below) and your ability to influence the driving force from low to high (the y axis).

				The driving forces that you place in the far upper righthand quadrant of the map become your key driving forces because they have greatest relative impact on your life, and you have the greatest personal agency over them. Having identified your key driving forces when you embark on creating your aspirational vision, supporting goals and strategies will help ensure they are realistic and achievable.

			

		

	
		
			
				Opportunities and Risks

				Identifying opportunities and risks you face in your life will reveal exciting areas for growth and allow you to anticipate – and possibly mitigate – potential challenges. Like the personal history mapping, it can be helpful to do this exercise with a trusted individual who is able to see possibilities that lie squarely within one of your blind spots or outside your zone of awareness at this point in your life. As you did with your driving forces, think about opportunities and risks that originate from the various domains of your life. You can do this exercise using 

				sticky notes or by simply forming two columns on a piece of paper.

				Once you have finished generating your lists, prioritize your opportunities and risks by selecting the top five opportunities that are most exciting and important to you and the top five risks that pose the greatest threats to what you hope to experience and accomplish in life. These elements will be important ingredients in the creation of your vision and will provide instructive information about where you will want to focus your energies.

			

		

		
			
				
					Top 5 Opportunities

				

				
					Top 5 Risks
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				1.

			

		

		
			
				1.

			

		

		
			
				2.

			

		

		
			
				2.

			

		

		
			
				3.

			

		

		
			
				3.

			

		

		
			
				4.

			

		

		
			
				4.

			

		

		
			
				5.

			

		

		
			
				5.
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				Milestone 4

				Your Personal Relationship with Wealth

			

		

		
			
				Lynne Twist, author of The Soul of Money, wisely reminds us, “Money itself isn’t bad or good. Money itself doesn’t have power or not have power. It is our interpretation of money, our interaction with it, where the real mischief is and where we find the real opportunity for self-discovery and personal transformation.”

				In your personal journey thus far, how well have you explored your relationship with money and wealth, and how do you define “wealth”?

				Take some time to define what “wealth” might mean to you beyond financial assets. And then spend time honestly assessing your relationship with wealth and how it impacts your identity. Explore your answers to the following questions:

				With what role do you most identify: wealth creator, steward, consumer, distributor or some combination thereof?

				What does wealth “do” for you? Do you rely on wealth to provide you with security, freedom, status, a mechanism for social impact and/or something else?

				How does wealth impact your identity and self-confidence?

				Do you experience wealth as a source of relief, joy, satisfaction, stress, obligation, fear, shame, guilt, etc.?

			

		

		
			
				Joline Godrey, author of Raising Financially Fit Kids and founder of Bounce 10, says that Gen Z, who have grown up so aware of the tremendous wealth gap globally, are expanding their notion of wealth beyond money to include human capital, social capital and opportunity capital – cross-cultural and other enriching experiences that foster connectedness and expand their horizons.

			

		

		
			
				Our identification with wealth defines us in profound ways; it can either empower us or hold us back in relationships with others and in life. Twist encourages us to look at the “unexamined portal of our relationship with money” to unleash the ability to authentically align our core values and highest priorities with our attitudes and behaviors around wealth.
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				Life Stages in Personal Development

			

		

		
			
				Life Stages Activities

			

		

		
			
				Source: “The Changing Family Lifecycle,” Elizabeth Carter and Monica McGoldrick

			

		

		
			
				Evolving Life Stages – Our relationship with wealth will certainly evolve over time as we mature and become more confident in who we are and gain clarity on what we value in life. Psychologists Elizabeth Carter and Monica McGoldrick developed a six-stage life cycle model that identifies the various developmental stages in the evolution of a family. Recognizing your 

				current stage helps you understand how your goals and priorities are influenced today and how they may shift in the future. The chart below shows examples of activities typically associated with each life cycle stage, further demonstrating how one's priorities related to wealth evolve over one's lifetime.

			

		

	
		
			
				How will the Family grow over the next 20 years?

			

		

		
			
				
					2024

				

				
					2027

				

				
					2030

				

				
					2038

				

				
					2044

				

				
					Adult Households(over 21)

				

				
					11

				

				
					12

				

				
					13

				

				
					15

				

				
					20

				

				
					Gen 3

				

				
					3

				

				
					3

				

				
					3

				

				
					3

				

				
					3

				

				
					Gen 4 in 30s

				

				
					5

				

				
					4

				

				
					--

				

				
					--

				

				
					--

				

				
					Gen 4 in 40s

				

				
					3

				

				
					3

				

				
					7

				

				
					1

				

				
					--

				

				
					Gen 4 in 50s +

				

				
					--

				

				
					1

				

				
					1

				

				
					7

				

				
					8

				

				
					Gen 5 in 20s

				

				
					--

				

				
					1

				

				
					2

				

				
					2

				

				
					7

				

				
					Gen 5 in 30s+

				

				
					--

				

				
					--

				

				
					--

				

				
					2

				

				
					2

				

			

		

		
			
				Milestone 5

				Growth of the Family andDimensions of Togetherness

			

		

		
			
				As a member of an Enterprise Family, every individual must find their personal balance between independence and “togetherness” with the larger family. Understanding what your desired level of togetherness in the family is today and how it might shift as the family and you grow over time are important steps in preparing to chart a fulfilling path ahead.

				Growth of Family – Examining how your extended family is likely to expand in numbers over the next few generations is a useful exercise that often surprises family members and opens eyes to the 

				implications of that growth. Visually mapping out this projected growth, as in the sample table below, illuminates how you and the different generations will be moving into new stages of life as this evolution occurs. For instance, the family in this example is currently on the Gen 3 - 4 generational bridge but will be crossing the Gen 4 - 5 bridge over the next two decades. By 2044, the number of households in the family is likely to double: all members of Gen 4 will be in their fifties, there will be nine Gen 5 adult households as well as quite possibly a rapidly expanding Gen 6 cousin group.

			

		

	
		
			
				Dimensions of Togetherness – Once you have a sense of the potential number of members and households that will be in play over the coming generations, it is important to think about the amount of togetherness with the broader family that feels comfortable to you. “Togetherness” is defined as shared time, investment of energy and comingling of resources with the broader family. The desired level of togetherness can differ for each family member and may vary across the different dimensions of togetherness. Various dimensions of togetherness include formal meetings, holiday or vacation gatherings, investments, philanthropic activites, committee membership and collaborative projects.

				A helpful exercise is to think about how you (or you and your spouse or significant other) want to deploy your personal time, energies and assets. What activities do you enjoy the most? Which of those activities and interests do you want to pursue independently, apart from your family? What activities do you hope to share with your siblings and parents, such as family dinners and vacations? What would you like to participate in with the whole family, such as family assembly events, educational programs or philanthropic endeavors? What is your interest in co-investing or co-owning and sharing real estate property with other family members?

				After giving this issue some thought, exploring this topic with other members of your family, such as siblings or cousins, 

				can be very enlightening and productive. As an example, the group of nine Gen 3 cousins represented in the diagram below decided to assess their appetite for spending discretionary time together, from seeing each other solely at family weddings and funerals to spending most of their holidays and vacation time together. Five of them said their ideal amount of togetherness was 30 percent of their discretionary time. Three cousins said they were comfortable spending 50 percent of their time with the cousin group, and one cousin said she would enjoy spending 90 percent of her time with the broader family. This generated a constructive conversation about the right balance to strike between supporting family unity and allowing individual household flexibility and autonomy, and it preempted hurt feelings in the future.
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				Funerals& WeddingsOnly

			

		

		
			
				Holidays & Vacations

				Together
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				0%

			

		

		
			
				50%

			

		

		
			
				100%
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				Types of Connections

				Family reunionsFamily mentorsFamily vacationsShared propertiesFamily gatherings/meetingsInvestment partnershipsPhilanthropic projectsCommunity civic programs

			

		

	
		
			
				”The world will ask you who you are, and if you don’t know, the world will tell you.„

				Carl Jung

			

		

		
			
				
					Where I Want to Go

				

				
					6.

					Explore your Calling and goals for development of your human and intelletual development

				

				
					7.

					Explore the degrees of involvement in the Enterprise and opportunities for engagement

				

				
					8.

					Identify your desired roles within the Enterprise

				

				
					9.

					Complete your personal Enterprise Engagement Inventory

				

				
					10.

					Articulate your personal vision (both within the Enterprise and beyond)

				

			

		

		
			
				Milestone 6

				Your Life Calling andHuman and Intellectual Capital

			

		

		
			
				As you shift your focus from the past and present to your future, take the important opportunity to widen your aperture beyond the family and its Enterprise. This milestone on your Personal Journey is designed to help you gain clarity about your higher calling in life and the human and intellectual capital required to fulfill it. A Life Calling as used here is defined as a powerful, guiding mission that aligns your life’s work and direction with your deepest passions, core values and talents. It transcends your vocation to bring you profound fulfillment and a sense of contributing to something greater than yourself. Knowing and pursuing your Calling, as twentieth century Swiss 

				psychologist Carl Jung reminded us, will not only allow you to say “Yes” to your authentic path, but it will arm you with the ability and fortitude to say “No” to those paths that are not authentically yours.

				As you seek to bring clarity to what calls you at the highest level, journaling can be an excellent tool. Begin by writing about your sources of passion — the things that bring you the greatest joy and shift you into a state of flow. Conversely, write honestly about your sources of shutdown — the things that go against your natural grain, rob you of motivation and supplant joy with dread. Don't be encumbered by what you think you should be passionate about or shouldn't want to avoid. Literally do a gut check to make sure you are on track; our gut houses a second brain (the enteric nervous system), which communicates with the brain in our skull, making our bodies honest brokers that affirm what truly enlivens or deadens us. Next, review your history map for through lines in your life that give clues about your 
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				Life Calling. To what activities, pursuits or experiences do you gravitate? What kind of people deeply inspire you? With what kind of community do you most resonate? Are there certain geographic locations to which you are drawn? Where do you feel most alive in your life? Allow your journaling to take you into territory of the heart that may at times be uncomfortable for your head. We suggest putting your journaling aside for a period of time and returning to it with fresh eyes. When you revisit it, imagine you are reading the work of a person you've never met; your assignment is to identify their Life Calling and summarize it in a few sentences. Once you've completed the assignment, what do you feel when you look at the end product? Is your life currently organized around pursuit of this Life Calling? Are there some areas where you can see that it is? Or are you pursuing an entirely different path that may not be authentically yours? If so, what is keeping you on that course rather than allowing you to embrace your authentic one? What would you need to change that course?

				Enterprise Families flourish when their members are supported in pursuit of their authentic paths. Jay Hughes has eloquently written about how vital it is for a family to evaluate and nurture the human and intellectual capital of its members and invest in the genuine pursuit of each member’s happiness.

				He has developed a set of questions to help with the evaluation and cultivation of self-awareness in this process. While the list in the box to the right is not exhaustive, it is useful to begin with these introspective questions:

				Have I sought to know my Calling? If yes, am I pursuing it? If not, why not?

				Do I understand the difference between “work=Calling” and “work=wages”?

				Do I possess the humility to be an apprentice in order not only to learn the body of knowledge to pursue my calling, but to undertake the process of learning itself? 

				Do I understand the difference between hubris and humility and the consequences of them in my pursuit of happiness?

				Am I the person I want to be to my family? To my friends? 

				Can I express love?

				Can I express compassion for myself and for others?

				Can I express gratitude?

				Can I express joy and humor?

				Do I have a view of what is true, what is good, what is beautiful and what is just or right?

				Can I balance justice with mercy?

				Do I actively participate and take roles in the larger civil society and/or in stewarding and giving to others?

				As you work through the questions above, rate where you believe you are today on a scale of one to ten and where you aspire to be on the same scale over the next ten years. Try to be honest in your what is needed to move further toward it of your current state versus desired future state. Your work to bring definition to your Life Calling and what is needed to move further toward it will be important inputs to articulation of your personal vision and goals.
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				Milestone 7

				Degrees of Involvement in the Enterprise and Opportunities for Engagement

			

		

		
			
				A key consideration for members of Enterprise Families as they think about their path forward is their appetite for involvement in the Enterprise. Now that you have brought contour to your Life Calling, Milestones 7, 8 and 9 are designed to help you explore this dimension of your future. First, we will address the differences between active and delegated ownership roles and then consider the various domains of engagement available within the Enterprise.

				Active versus Delegative Ownership Roles in the Enterprise

				One of the first decisions to make is whether you want an active or a delegative ownership role in the family and the Enterprise. Active owners bring the energy and the leadership skills to move the family forward to build an enduring Enterprise, but those who delegate responsibility to others in the family can play an important part in helping to support and encourage the active owners.

				As discussed in Part 1, Milestone 5, there are two types of delegative (or observer) roles: “Watch It Happen” and “Let It Happen.” To review, “Watch It Happen” people are not actively engaged but stay informed and supportive of the work of the Enterprise, often offering constructive feedback. By contrast, “Let It Happen” people remain disengaged and largely uninformed. They can sometimes cause issues if they are critical of “Make It 

				Happen” people or complain about outcomes after having not put forth the effort to be involved. It is important for a family to define the behavioral expectations for active and delegative owners and to hold members to account in upholding those behaviors. The example below demonstrates one family's clear definitions the different types of roles used to manage family expectations.

				As individuals move through various life stages, it is possible to shift back and forth between active and delegative involvement depending on your available time and your interest level.

			

		

		
			
				
					Active Ownership (Make It Happen People)

				

				
					Have an entrepreneurial spirit – interested in being builders

					Provides leadership and takes responsibility for making things happen

					Thinks and acts proactively about how to enhance value for the enterprise

					Dedicates time and effort to family roles and responsibilties

					Willing to be involved in planning, research and execution of new strategies

				

				
					Delegative Ownership(Watch It Happen/Let It Happen People)

				

				
					Comes prepared to family meetings

					Asks questions as needed to enure understandings

					Reads and responds to messages and materials sent out to the family

					Supports active members and encourages them

					Provides constructive suggesions and feedback in a timely manner as requested

				

			

		

	
		
			
				Organizes and Advances Work of the Assembly

				Meeting planning and agenda setting

				Identification of education goals

				Stewardship of family history and legacy

				Cultivation of family unity

				Etc.

			

		

		
			
				Oversees Investment in Family

				Vision, values and purpose

				Family unity and alignment

				Family culture and relationships

				Guiding principles and policies

				Family history and legacy

				Next gen education and engagement

			

		

		
			
				Other Sample Roles

			

		

		
			
				Possible Leadership Roles
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				Explore Opportunities for Engagement in the Enterprise

				To inform your interest in active versus delegative participation, it’s useful to take a look at the opportunities for engagement that are available in your Enterprise. Below is a typical Enterprise 

				Family structure. As you look over the different domains of activity, consider areas that interest you. What are the areas you aspire to be involved in at some point in the future? Are there areas that you would want to engage in if you had more knowledge and training about a specific subject or experience in a certain arena?

			

		

	
		
			
				Milestone 8

				Your Desired Roles in the Enterprise

			

		

		
			
				You may now have a sense of whether you want to be an active or delegative owner in the Enterprise over the coming years (and whether you might possibly want to flex between the two). If you have decided you are interested in playing an active role, then you can now delve more deeply into the possible roles which interest you.

				Identify Roles of Interest in the Enterprise

				First, look over the list of roles in column one. Are all of these roles active in your 

				Enterprise? Are there any roles that are missing from the list that exist today or that you can anticipate needing as your family crosses the next generational bridge? Add those to the list. Next, think about which family members fill these existing roles today and list their names in the second column — remember that there may be multiple individuals filling in each role. Next, identify which role(s) you are drawn to and think about at which of your life stages you might be most interested and able to take them on. Record your reflections in the appropriate columns.

			

		

		
			
				
					Family Roles in the Enterprise

				

				
					Who Fills This Role Today?

				

				
					Which Role(s) Interest You?

				

				
					At What Life Stage?

				

				
					Elected Leader/Decision-Maker

				

				
					Enterprise Builder/Visionary for the Future

				

				
					Guardian/Gatherer/Kin-Keeper of the Family Clan

				

				
					Chief Emotional Officer/Chief Intuitive Officer/Family Relations Officer

				

				
					Documentarian/Historian for the Family’s Legacy

				

				
					Philanthropic Champion/Visionary for Social Impact

				

				
					Entrepreneur/Builder of Wealth

				

				
					Guardian/Overseer of the Wealth

				

				
					Other roles, current or future:

				

			

		

	
		
			
				Assessing Your Strengths and Growth Edges

				Now that you have listed the specific roles that you think interest you over the coming years, it’s helpful to assess how well positioned you are today to succeed in those roles (both from the Enterprise’s point of view and yours) and where you may have some developmental work to do. Creating a Strengths and Growth Edges Ledger is helpful. Under “Strengths,” list the education, training, interests, personal traits and experience you have that make you a strong candidate for the role(s) you’ve identified. 

				Under “Growth Edges,” list any education, training, traits or experience that you are lacking that might limit your desired opportunities for engagement. Consider compliments or feedback you've received from others, both in and outside the family and Enterprise. Making these lists brings self-awareness to your level of readiness and can reveal structural and cultural blockages that hinder your engagement in the Enterprise. This will be useful input for your personal development plan in Milestone 12.

			

		

		
			
				
					Strengths

				

				
					Growth Edges

				

			

		

	
		
			
				Milestone 9

				Your Personal EnterpriseEngagement Inventory

			

		

		
			
				My Engagement

				What is my ideal engagement with the Enterprise? In what areas and in what capacity do I want to be involved?

			

		

		
			
				Now that you have explored the levels and types of involvement in the Enterprise that hold interest for you and developed your Strengths and Growth Edges Ledger, it is helpful to give thought to what would make your Enterprise involvement most fulfilling. We recommend doing this by completing a personal Enterprise Engagement Inventory on a template such as the one provided here. This inventory will help synthesize and organize your work in Milestones 7 and 8 into a format that will be very useful to reference when you begin work crafting your ideal long-term vision in Milestone 10. Take ample time to answer the following questions and record your answers on the template to the right.

				What is my ideal engagement with the Enterprise? In what areas and in what capacity do I want to be involved?

				What experiences, passion or talents of mine would I like to contribute to the Enterprise?

				What might be barriers to my engagement in the Enterprise? What are ways to mitigate those barriers?

				What do I need from my involvement with the Enterprise to ensure my engagement is rewarding and meaningful to me?

				How much time would I like to devote to the Enterprise and how might that shift as I move through different life stages?

			

		

	
		
			
				My Gifts

				What experience, passions or talents would I like to contribute to the Enterprise?

			

		

		
			
				My Barriers

				What barriers currently exist to my desired engagement in the family or Enterprise? What steps can I take to mitigate or eliminate them?

			

		

		
			
				My Needs

				What do I need from my involvement with the Enterprise to ensure my engagement is rewarding and meaningful and to feel my contribution is valued by the Enterprise?

			

		

		
			
				My Time

				How much time do I currently devote to the Enterprise? How much time would I like to devote or do I think is realistic for me to devote at various life stages in the future?

			

		

	
		
			
				Milestone 10

				Your Personal Vision

			

		

		
			
				You are now at the exciting point where you are ready to pull together all the material you've generated thus far on your Personal Journey to express a holistic ideal vision of where you want your life to go and what you want to experience and accomplish in it. This personal vision will include your long-term aspirations, hopes and goals for the next decade, both inside the Enterprise and outside. Begin by reviewing your work from the earlier milestones, paying particular attention to:

				The patterns and principles you selected in your history mapping that you’d like to carry forward and those you want to leave behind

				Your personal core values

				Your Life Calling

				The key driving forces impacting your life

				Your high priority opportunities and risks

				Your relationship with wealth

				Your Enterprise Engagement Inventory 

				As you reflect on all of this, jot down what stands out to you and what comes into clearer focus. Note where your heart is stirred and where you feel a sense of dread or uneasiness. What are the elements of your life to date that you love, and which ones do you want to change? Find a quiet, private space where you can relax undisturbed for as long as you need, then journal about all the elements of the ideal vision for your life over the next ten years. 

				This should be a comprehensive vision that includes all dimensions of your life, in and outside of the Enterprise. Letting your vision spill onto the paper in a stream of conscious fashion is the best way to tap into your most authentic aspirations. You have done a great deal of preparatory work to get to this point, so allow the ideas to flow without questioning or overthinking them.

				Areas of your life to cover in your vision include:

				Geographic location(s)

				Family and friends and the quality of your relationships

				Physical, mental and emotional health

				Financial state and relationship to wealth

				Spiritual or religious life 

				Accomplishments and achievements

				Sources of joy and meaning

				Desired engagement in the Enterprise

				Balance of nuclear family with extended family

				Desired contribution to society

				Travel and hobbies

				Amenities, creature comforts and material possessions

				Once your journaling feels complete, take one more look at the vision inputs you generated in the earlier milestones to see if there is anything you may have left out that feels important to add. When you read over your vision, we hope you will feel a surge of motivation and excitement, even a physical pull toward it.

			

		

	
		
			
				If your vision isn’t resonating at that highest level, ask yourself what is holding you back from articulating a future that truly inspires and ignites you to your core. Keep working on it until it does. This may take several sittings with ample time for reflection in between. Stick with it.

				When you finally feel you’ve hit the mark, take the time to translate the key elements of your vision into a narrative vision statement, a sample of which is below. Yours may be more brief or more lengthy than this example; the point is to capture the elements of your vision that most inspire you.

			

		

		
			
				I envision a life where I am a catalyst for positive change, both in my professional and personal realms. My career goal is to become a respected leader in the biopharmaceutical industry, known for my innovative solutions and commitment to ethical practices, while being a recognized leader in enabling my family and our Enterprise to continue to thrive into the next generation.

				In my personal life, I strive to maintain a balanced and fulfilling lifestyle that prioritizes health, well-being and lifelong learning. I am dedicated to nurturing my physical health through regular exercise and mindful eating, my mental health through meditation and reflection and my intellectual growth through reading and exploring new interests.

				My relationships with family and friends are paramount, and I aim to be a source of unwavering support, loyalty, love and inspiration to those around me. I will create and cherish meaningful connections, endeavoring to ensure that the people in my life feel valued and appreciated.

				Beyond my immediate circle, I am committed to giving back to my community through active involvement in local initiatives and volunteering. I will advocate for social justice, environmental sustainability and equal opportunities for all, using my skills and resources to make a tangible impact.

				Ultimately, my vision is to live a life of purpose and integrity, where my actions align with my values, and I inspire others to pursue their own paths to fulfillment and success.

			

		

		
			
				Sample Personal Vision Statement

			

		

		
			
				Sharing your vision with a trusted (and, importantly, impartial) colleague, friend, coach or mentor is a wonderful way to test your zeal for all its dimensions and garner support for its realization. Finally, place your vision statement where you can easily read and reflect on it.

				Keeping your vision front and center in your life and reviewing it on a regular basis will keep you steadily on your path toward achieving it.

			

		

	
		
			
				
					How I Plan to Get There

				

				
					11.

					Develop clear goals to support your vision (Enterprise and extraEnterprise)

				

				
					12.

					Create a personal development plan to identify action steps to achieve your goals, including future engagement and roles in the Enterprise

				

				
					13.

					Work with a mentor or coach to support the successful execution of your plan

				

				
					14.

					Develop a process to receive honest feedback about your leadership skills and performance

				

				
					15.

					Periodically reassess and refine your vision and goals as life and Enterprise changes impact them

				

			

		

		
			
				Milestone 11

				Goals to Support Your Vision

			

		

		
			
				Now that you have articulated a comprehensive and compelling vision for your future, you will want to identify the goals necessary to achieve that vision. As the diagram on the right illustrates, our core values are the drivers (the Why) of what we want to pursue in life (the Where and What), and our goals become the vehicle that will take us there (the How). So, while your vision defines where you want to go and what you want to accomplish over the long term, your goals define how you are going to get there. They are the near-term specific, actionable and achievable steps you will take to advance yourself toward your vision.

				We recommend that you divide your goals into two categories: Enterprise Goals and broader Personal Life Goals. As you read over your vision, identify the 3-6 highest priority goals to which you want to commit over the next 3-5 years.

				Ensure that these goals are sufficiently specific so you will know when you have accomplished them. Also be mindful that your goals are ones over which you have personal agency: e.g., “Acquire the training and skills to be a strong candidate for the Investment Committee” versus “Be elected to the Investment Committee.” Additionally, run your goals through the filters of relevance and timing; ask yourself:

				Is this goal something that is important to me as well as to the Enterprise, system or environment in which I am operating?

				Can I reasonably secure the necessary resources and support to achieve this goal?

				Is this the right time in my life to pursue this goal? Is the timing right for the Enterprise (or relevant system)?

				Once you are satisfied your goals meet these criteria, move to the next step of incorporating them into a personal development plan.
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				Specific – you'll know when you've achieved the goal 

				Actionable – you can identify clear tactics to achieve the goal

				Achievable – conditions are present or can be created for you to achieve the goal

				Relevant – the goal outcome is needed and adds value to you and/or the system the goal impacts; and the timing for it is right

				Time-bound – a defined time horizon is established for achieving the goal

			

		

		
			
				Goal Criteria

			

		

		
			
				WHERE

				am I going?

				WHAT

				do I want 

				to achieve?

			

		

		
			
				WHY 

				am I doing

				this?

			

		

		
			
				HOW

				will I get 

				there?

			

		

		
			
				GOALS: Your goal statements articulate the specific actions you will take to make your vision a reality.

			

		

		
			
				VISION: The vision statement is a clear description of the future you want to create for yourself.

			

		

		
			
				VALUES: Your core values guide who you are, what is important to you, what you stand for and how you behave.

			

		

	
		
			
				Milestone 12

				Action Steps to Achieve Your Goals

			

		

		
			
				The next step is to create a personal development plan (PDP) to support achievement of your goals. If you are already working with a mentor or coach, this is an ideal process to work through with them. You will first want to develop a statement for each goal using the criteria on the previous page. See sample goal statements in the box on page 147.

				Each goal will require multiple action steps in order to be accomplished. For example, if you want to acquire the necessary skills to be considered a strong candidate for your family’s Leadership Council, you may need to first receive feedback on how you are currently perceived by the extended 

				family and what skills, traits or expertise you need to develop. You would also want to reference your Strengths and Growth Edges self-assessment conducted in Milestone 8.

				You may also want to make use of one of the skills assessments and personal development tools discussed in Milestone 10 of the Family Journey (Part 1). Be thorough in identifying the steps needed to accomplish your goal. Use the PDP dashboard template below to record each of your goals and action steps. This will allow you to see everything that you are working on at a glance.

			

		

		
			
				
					Actions/Tactics

				

			

			
				
					My 

					Goals

				

			

			
				
					My Vision Statement
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					Specific action items to achieve the goal

				

			

			
				
					1.	The 3-5-year	goal
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					4.
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					2.
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					5.
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					3.
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					6.
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				Personal Development Plan Dashboard

			

		

	
		
			
				Next, drill down another layer to create action plans for each step by identifying the desired completion date, any existing or potential barriers you might encounter and the resources and support you will need to achieve the task. You may use action planning templates such as the ones shown below which are color-coordinated with the dashboard. Notate the current status of each step in the “Status” column. We suggest keeping these templates in a digital format that is easy to access, update and share with others as appropriate, such as a mentor or coach.

			

		

		
			
				Position myself to be a strong candidate for the Family Assembly Leadership Council by 2027.

				Open a successful yoga studio that is financially self-sustaining within two years.

			

		

		
			
				Sample Goal Statements

			

		

		
			
				
					Action Steps

				

				
					By When

				

				
					Potential Barriers

				

				
					Required Resources/Support

				

				
					Status

				

				
					1.

				

				
					2.

				

				
					3.

				

				
					4.

				

				
					5.

				

				
					6.

				

				
					7.

				

			

		

		
			
				
					Action Steps

				

				
					By When

				

				
					Potential Barriers

				

				
					Required Resources/ Support

				

				
					Status

				

				
					1.

				

				
					2.

				

				
					3.

				

				
					4.

				

				
					5.

				

				
					6.

				

				
					7.

				

			

		

		
			
				Goal #1
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				Goal #2

			

		

		
			
				Specific

				Actionable

				Achievable

				Relevant

				Time-bound
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				Milestone 13

				Use of a Mentor to Support the Successful Execution of Your Plan

			

		

		
			
				Selecting a Mentor

				If you haven’t engaged a mentor or coach to help you develop your vision, goals and PDP, we strongly suggest you find one to work with you to support you from this point forward in successfully achieving your plan. Ideally try to find someone who can provide coaching and guidance to you on development in areas you have specifically identified as growth edges.

				While employing a professional coach can certainly be an excellent option, it is by no means the only one. Your mentor can also be a trusted advisor, respected family friend or a family member who is enthusiastic about supporting you and your development. Look for an individual in your network whom you admire, trust, have (or can develop) rapport with and from whom you believe you have a great deal to learn. Importantly, this individual should not be conflicted by any agenda other than supporting you in successfully executing your PDP. Ideal qualities of this individual include:

				Objectivity and impartiality

				Candor

				Commitment to honor confidentiality

				Wisdom

				Integrity

				Discipline

				Organization

				Self-mastery and personal achievement

				Allegiance to you and your success

				Working with Your Mentor

				Having someone else empowered to hold you accountable, serve as a sounding board and give you meaningful feedback substantially increases the probability of success in achieving your goals. First, review your vision statement and PDP with your mentor. Invite them to ask any questions that would give them the necessary background and insight to fully understand and endorse your vision, goals and action steps.

				Next, work with them to establish mutual expectations for your work together. What do you hope they will help you accomplish? What are their expectations of you and yours of them? What are the rules of engagement to which you both want to adhere? How do you agree your mentor will hold you to account if you miss a deadline or fail to complete an action item? How are you empowered to give feedback to your mentor if you are not finding the relationship helpful and productive? How much time feels right to devote to the engagement? Do you all see this as an ongoing, long-term engagement or a finite one with a clear end date?

				Once you’ve established clear expectations and agreements for your work together, create a regular meeting schedule that will support progress on your action plans. This will vary with each mentor/mentee relationship and be dependent upon factors such as 

			

		

	
		
			
				stages of life and time availability, your goal timelines and your personalities. Rightsize the meeting pacing, duration and schedule to what will allow you to maintain good forward momentum with your plan and is realistic with both parties’ schedules. 

				Whether you elect to hire a professional or work with a volunteer mentor, it is critical to be highly respectful of your mentor’s time and efforts. Ensure you prepare for all meetings, show up on time and complete all follow-through items to which you commit. Keep notes on what you all discuss in each meeting and the 

				feedback you receive so that you can easily reference this information and mark your progress. You will find that these meeting notes over time provide a highly useful chronicle of your self-development. 

				Finally, be sure to express appreciation to your mentor for the time and valuable advice and support they give you. Certainly lean on them in times of setback and discouragement, but also invite them to share in celebrations of your successes. Undertaken in the right spirit and manner, this can be an immensely enjoyable, rewarding and productive relationship that uplifts and enriches both parties.

			

		

		
			
				Sam was a Gen 3 member of an Enterprise Family whose founder, Sam’s grandfather, had built a commercial real estate empire over five decades and was still running the business late into his seventies. No succession planning had taken place, and the grandfather balked when the subject was brought up. In his early thirties, Sam had earned his MBA and gone into real estate banking; however, he was most keen to work in the family business, with the aspirational goal of becoming CEO one day. Sam’s siblings and cousins, all pursuing other careers, were fully supportive of his goal and excited about the prospect of keeping the business family-held and run.

				Sam decided to enlist a trusted family friend who knew all three generations, the family dynamics and the business well to serve as his mentor. With his mentor’s help, Sam refined his long-term vision, taking into account driving forces such as his desire to start a family, the lack of an apparent on-ramp to his grandfather’s business and his need to acquire certain skills. He identified clear, actionable goals with specific timelines and tactics. Through bimonthly meetings, Sam was able to stay on course toward achievement of his goals, ultimately leading to his grandfather welcoming Sam into the business with a defined succession plan to groom Sam for executive leadership.

			

		

		
			
				Mentorship Case Study

			

		

	
		
			
				Milestone 14

				A Process to Receive Feedback about Leadership Skills and Performance

			

		

		
			
				Knowing how you impact other people in your interactions with them is difficult, especially when the participants are relatives and, in many cases, have known each other since childhood. In situations where family members are accountable to siblings or cousins who are Enterprise owners, it is important to develop a safe, objective process to communicate feedback on leadership skills and performance from both relatives and work colleagues. It is often difficult to give and receive honest feedback in a comfortable manner in a family setting, so many families whose culture prioritizes self-awareness and personal development employ external professionals trained in leadership assessment and development. These professionals can design a performance feedback process that ensures confidential input and objective feedback for family members. 

				Families that successfully implement such a program place a premium on the value of feedback and actively educate family members on how to give and receive it in a thoughtful, constructive manner. They train the family group on the individual and collective benefits of a well-designed and managed feedback process, and they build the family’s capacity to give and receive honest and effective feedback by actively practicing principles of healthy dialogue (see Additional Resources). When the right frame of mind, expectations and tools are established, family members appreciate that a strong feedback process 

				offers unparalleled opportunities for advancing personal skills and growth. Specific individual benefits from such a process include:

				A better understanding of your personal strengths;

				The ability to create more impactful personal development goals;

				A clearer set of objectives for the near-term;

				A better understanding of your potential impact on the Enterprise based on the insights gained.

				For family members who work in the Enterprise, the feedback process is often tied to an annual performance review process. But even for those not actively operating in the Enterprise, a structured leadership and performance feedback process can be established. If one doesn’t exist in your Enterprise, don’t be afraid to raise your hand to request one and work with your mentor and family leaders to create it. What follows are six recommended elements of a strong skills and performance feedback process:

				Personal assessment of performance against established objectives set at the start of the year

				Personal reflection upon past objectives and their relevance, followed by development of the most appropriate future objectives

			

		

	
		
			
				
					Last Period Perfomance

				

				
					Overall Perfomance vs. Objectives

				

				
					Overall Perfomance vs. Objectives

				

				
					Three Areas for Improvement

				

			

		

		
			
				
					Development Plans

				

				
					Past Objectives

				

				
					Forward Development Priorities and Plans

				

			

		

		
			
				Individual Performance Feedback Form

			

		

		
			
				Confidential input from other family members and external professionals on personal strengths and areas for improvement

				Consolidation of feedback into a format that fosters constructive dialogue about performance and perceptions from colleagues and other owners

				Delivery of this feedback by an external professional trained in providing coaching that results in concrete steps each individual might take to make improvements

				Follow up to the feedback process in the following quarter to discuss steps taken and progress that has been made

				Designing a feedback form used consistently by everyone and asking all family leaders to participate in the process will make the exercise most productive. Each family is encouraged to work with their advisors to design a form suited to their situation, but a sample form used by one Enterprise Family is provided below.

			

		

	
		
			
				Milestone 15

				Reassessment and Renewal of Visionand Goals as Life Changes

			

		

		
			
				Now that you have successfully articulated your Life Calling and vision, created your personal development plan and put the mechanisms in place to receive feedback on your performance and monitor your progress... it’s time to celebrate! This represents significant and consequential work, which hopefully leaves you inspired, excited and truly motivated for the journey ahead.

				The ancient Greek philosopher Heraclitus opined, “The only constant in life is change.” Thus, because life promises us perpetual change, we must embrace our vision and goals as dynamic. Working through your personal development plan, you will successfully accomplish goals and develop new ones. Additionally, there will invariably be factors in your family, Enterprise and external environments that will shift, which will impact the continued relevance of aspects of your vision and goals. On the personal level, as you evolve through different life stages, some of your priorities and interests will change, and your life experiences will have subtle or material impact on your vision and viability of your goals. These shifts may require you to modify aspects of your vision and update your goals and action steps accordingly.

				While you will have regular review of your progress to plan as part of your PDP process established in Milestone 14, it is of paramount importance to set aside time on your own or with your mentor to periodically review your long-term vision, 

				checking for aspects that may no longer have relevance or new dimensions you want to add. Always test whether your vision holds the same gravitational pull for you that it originally did. With the exponential increase in the pace of change in the twenty-first century, we recommend doing this every 2-3 years. Use this as a time to reflect on what is working well in your life and where there are areas where satisfaction, success or peace seem to elude you. Do you feel yourself living in, or at least moving toward, alignment with your Life Calling and continuously cultivating the human and intellectual capital needed to support it? In pursuit of your vision, where are you firing on all cylinders, and where do you feel you might be stalling out? It is incredibly helpful to have these conversations with your mentor and incorporate their feedback and observations. Some individuals also find it useful as part of their vision reassessment to pull out their history map to review and update it, recording new patterns, values and guiding principles that have emerged.

				Once you’ve engaged both your head and your heart in a thorough review of your vision, make any desired updates to your vision statement and supporting goals. Committing to this review and renewal process on a regular basis will keep you firmly on the path to your authentic life. This is the greatest gift you can give yourself, your family, the Enterprise — and the world. Congratulations, and enjoy your journey!
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				Specific action items to achieve the goal

			

		

		
			
				4. The 3-5-year goal
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				The Personal Journey

				Discussion Questions

			

		

		
			
				What personal core values and guiding principles do you select to anchor your life? 

				In what ways do your personal values align with or diverge from those of other family members?

			

		

		
			
				How has your history shaped your worldview and the belief systems that inform your actions?

				What personal patterns are strengths you want to carry forward and which patterns is it time to leave behind?

			

		

		
			
				What are the internal and external driving forces that have the greatest impact on your life options and choices?

				What are the highest priority opportunities and the most concerning risks you face in your future?

			

		

		
			
				What is the projected growth of your extended family over the next twenty years?

				What levels and types of togetherness do you envision wanting with your family as it grows?

			

		

		
			
				Values and Guiding Principles

			

		

		
			
				Personal History and Patterns

			

		

		
			
				Driving Forces and Opportunities and Risks 

			

		

		
			
				Family Growth and Degrees of Togetherness
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				What is your Life Calling and what skills must be cultivated to successfully pursue that Calling?

				Are there ways your Life Calling can find expression through involvement in the Enterprise?

			

		

		
			
				Do you want an active or delegative role in the Enterprise?

				What domains of activity and specific roles in the Enterprise interest you the most, now and in the future?

			

		

		
			
				What is your most aspirational, holistic ten-year life vision?

				What are the goals and action steps that will advance you toward that vision?

			

		

		
			
				Are you comfortable and skilled at seeking and receiving honest feedback and is there a feedback process in place?

				How frequently do you want to commit to reviewing and renewing your personal vision and goals?

			

		

		
			
				Desired Levels of Involvement and Roles in the Enterprise 

			

		

		
			
				Your Life Calling and Human Capital

			

		

		
			
				Your Personal Vision and Goals

			

		

		
			
				Feedback and Vision Reassessment 
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				Additional Resources 

			

		

		
			
				Principles and Practices of Healthy Dialogue:

				Ladder of Inference

				Balancing Inquiry with Advocacy

				The Three Languages

				Conversation Continuum

				Asking Constructive Questions

				Glossary of Enterprise Governance Terminology

				Tools and Templates

				All tools and templates used in this guidebook are available on the website enterprisefamilies.com using the QR code shown here.
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				6.	I take actions

			

		

		
			
				3.	I make assumptions

			

		

		
			
				4.	I draw conclusions

			

		

		
			
				5.	I adopt beliefs

			

		

		
			
				1.	I experience or observe an event

			

		

		
			
				2.	I select data from the full, objective set
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				Ladder of Inference

			

		

		
			
				A very useful tool is the Ladder of Inference shown below. The Ladder of Inference illustrates how unchecked assumptions based on incomplete data unconsciously selected through our unique personal filters allow us to make hasty assumptions about a person. Within seconds, those assumptions can harden into an entire belief system about that individual that causes us to seek data that reinforces our beliefs the next time we have an encounter with them.

				Sometimes our assumptions about others are correct, but often we will learn our assumptions were based on incomplete and inaccurate data if we take the time to climb back down the Ladder of Inference and check it out. In many families we have worked with, we have seen cases of longstanding – and sometimes quite painful and destructive – distrust that resulted from inaccurate assumptionsleft unchecked.

			

		

		
			
				Source: The Fifth Discipline Fieldbook, Peter Senge et al.
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				Ask:

				What leads you to think that?

				Can you give me an example or data to help me understand?

				What might others' views be?

				What might we be missingshould be flush looking at the situation this way?

			

		

		
			
				Advocate:

				State your view: “I think...”, not “Everyone thinks...”

				Say why you think that: reveal your experiences, assumptions or beliefs that lead you to have this viewpoint.

				Give supporting data or examples from your own experience.

				Invite others to test your thinking.

			

		

		
			
				EffectiveInquiry

			

		

		
			
				EffectiveAdvocacy

			

		

		
			
				Balancing Inquiry & Advocacy

			

		

		
			
				The Three Languages

			

		

		
			
				
					Language

				

				
					Goals

				

				
					Issues

				

				
					Business

				

				
					Competency

					Efficiency

					Getting things done

				

				
					What's the decision?

					Who's in charge?

					How do we get it done?

				

				
					Feeling

				

				
					Relationship

					Caring

					Supporting

				

				
					Are we caring for one another and our community?

					How is this impacting people?

				

				
					Meaning

				

				
					Identity

					Purpose

					Values

				

				
					What do we believe?

					What do we value?

					Why are we doing this?

				

			

		

		
			
				Source: Collaborative ChangeWorks

			

		

		
			
				Source: The Fifth Discipline Fieldbook, Peter Senge et al.

			

		

	
		
			
				
					Debate

					Contention 

					in words, reasoned argument (root: 

					to beat down)

				

				
					Discussion

					Discourse; examination of pros and cons (root: to shake apart)

				

				
					Learning Conversation

					International exchange of ideas, thoughts and feelings with intended outcome (root: to turn together)

				

				
					Dialogue

					Collective exploration in which truth and meaning are uncovered and emerge among participants 

					(root: flow-through of meaning)
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				Keystone Questions are framed with inquiry – expressing interest, curiosity and possibilities. They inspire imagination and innovation.

				Why do you think...?

				What if we tried to...?

				How might we address...?

				What happens if we don't change the status quo?

			

		

		
			
				Shadow Questions are based in fear, doubt and entitlement – they place judgment or blame on the other party.

				How can I get you to...?

				Why don't you consider...?

				When will I get my...?

				Why don't you want to change?

			

		

		
			
				Type of Questions that Create Breakthroughs and Transformation

			

		

		
			
				Why?

				What if?

				How might I/we...?

			

		

		
			
				Asking Constructive Questions

			

		

		
			
				Source: Kim Schneider Malek, Family Enterprise Alliance
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				Source: Collaborative ChangeWorks

			

		

		
			
				Conversation Continuum

			

		

		
			
				Zero 

				Sum Game

				I “WIN” only if the other side gives 

				into my view

			

		

		
			
				I'm willing 

				to have my 

				thinking 

				and change

				influenced

			

		

	
		
			
				Glossary of EnterpriseGovernance Terminology

			

		

		
			
				The concept of governance is complex, and many governance terms are often used interchangeably, causing great confusion for those who are being governed. This glossary is provided to help clarify the terminology used in discussion of Family governance and Enterprise governance. The topics covered include the following:

				A.	Definition of Governance

				B.	Types of Governing Structures and Roles

				C.	Types of Family and Enterprise	Agreements

				D.	Key Elements of Governance

				A.	Generic Definition of Governance:

				The National Association of Corporate Directors (NACD) defines “corporate governance” as “the process of establishing, monitoring and adjusting strategy, and determining and communicating the rules for implementing that strategy. It also includes hiring, monitoring and evaluating the senior executive team.”

				When applied to Enterprise Families, the term “governance” includes overseeing a more diverse range of responsibilities: leadership development; Enterprise vision and goals; opportunity and risk oversight; fiscal responsibilities; and an effective decision-making process. The Enterprise governing board may have specific oversight duties that do not apply to other types of governing boards.

				B.	Types of Governing Structures 	and Roles

				Governance bodies have either a fiduciary role or an advisory role in supporting decision-making. Fiduciary boards have a duty to work in the best interests of the Enterprise, and they have a legal obligation to maintain that trust. Advisory boards are asked to provide advice and counsel, but they carry no legal responsibilities. 

				Family Assembly or Councils:

				Family Assembly or Family Council – Families create a “general assembly” concept to be inclusive of all members of the family, including spouses and children of a specified age. This is the structure that gives the family a formal voice regarding their collective purpose and identity and reinforces the vision and goals around which they are aligned. This group elects the members of the Family Leaders Council or the Enterprise board, depending on how the governance system is designed.

				Example of a Family Assembly Purpose Statement:

				“The purpose of the Family Assembly will be to establish the principles and priorities of the Family, to discuss long-term challenges and issues that impact the entire Family, to provide general communication to the Family about family 

			

		

	
		
			
				matters, to reinforce social activities among members of the Family, to provide coordination around collaborative philanthropy and to bring educational opportunities to all family members.” 

				Family Leaders Council – The Family Leaders Council is an elected (sometimes appointed) body of family members who speak for the family and protect the interests of the family. This group provides direction and nominates (or elects) the members of the Enterprise governing board.

				Owners Council or Shareholders Council – In some family governing systems, the Owners Council (sometimes called a Shareholders Council or Family Council) might serve the same function as the 

				Family Leaders Council but only involve bloodline family members. The Owners Council makes it possible for all owners to have a vote on critical ownership decisions being discussed by the Enterprise Board. In some systems, the Family Leaders Council may function as the Executive Committee of the Owners Council and makes interim decisions between Owners Council meetings. 

				Family Advisors Council – Some families choose to structure an Advisory Council that invites members from other families with similar experiences or like-minded goals to provide an outside perspective and advice. This board is often most effective at getting the family to consider new ideas and new ways of thinking about the future.
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				Family Assembly

			

		

		
			
				Leaders Council

			

		

		
			
				Owners Council

			

		

		
			
				Family Advisors Council

			

		

		
			
				Enterprise Board

			

		

		
			
				Family Office or Private Trust Company Board

			

		

		
			
				Philanthropy Board

			

		

		
			
				Business Board

			

		

		
			
				Investment Committee

			

		

		
			
				Jr. Philanthropy Board

			

		

		
			
				Strategy CommitteeGovernance Committee

			

		

		
			
				Leadership CommitteeRising Gen CommitteeEducation Committee
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				Governing Boards:

				Enterprise Board – The Enterprise Board oversees all the entities defined as part of the Enterprise and carries all the duties identified below. The members of the Enterprise Board must represent the interests of all family members 

				and owners of capital in the Enterprise, evaluating what is best for the Enterprise as a federation of family members. The Enterprise Board typically is responsible for electing (or appointing) the members of each business board.

			

		

		
			
				1.  Creating and overseeing the decision-making process – To define how the board provides oversight and how Enterprise decisions are made, consistent policies and procedures are developed by the board.

				2.  Developing and monitoring Enterprise goals and strategies – The board oversees the mission for the Enterprise and the goals that support the family’s vision and mission together. Supporting the goals are the strategies and structures needed to accomplish the goals.

				3.  Providing financial direction and oversight – As the fiduciary steward of the family, the governing board oversees the financial affairs and ensures that checks and balances are in place.

				4.  Identifying opportunities and managing risks – As a strategy advisor, the board is responsible for identifying and analyzing new opportunities, and it has a role as a risk manager to monitor and mitigate strategic risks the Enterprise may face.

				5.  Serving as advisors to the management teams – Due to their business experience, board members provide coaching and advice to the senior management teams who are charged with implementing the Enterprise plans.

				6.  Overseeing leadership selection and succession – The board develops the process that will be used to identify leadership talent, to coordinate the leadership selection process and to oversee the leadership succession process in as smooth a manner as possible.

				7.  Evaluating performance and communicating results – The board has a duty to the stakeholders to evaluate annual performance against established metrics and to report back to the Family Assembly on the performance of the Enterprise against these metrics.

			

		

		
			
				Duties of an Enterprise Governing Board include:
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				Family Assembly

			

		

		
			
				
					Family Office or Private Trust Company Board

				

			

			
				
					Philanthropy Board

				

			

			
				
					Business Board

				

			

		

		
			
				
					Investment Committee

				

			

			
				
					Jr. Philanthropy Board

				

			

		

		
			
				Enterprise Board

			

		

		
			
				Family Observers

			

		

		
			
				Strategy CommitteeGovernance Committee

			

		

		
			
				Leaders Council

			

		

		
			
				Family Advisors Council

			

		

		
			
				Leadership CommitteeRising Gen CommitteeEducation Committee

			

		

		
			
				Business Boards – Business boards reporting to the Enterprise Board include a variety of entities that require separate governance, including operating company boards, investment company managing members, the family office board, the private trust company board and foundation boards or trustees. Each business board benefits from having independent representatives on the board to broaden the thinking of the family. And each board needs a strategic plan and leadership succession plan in place for their business. 

				Family Office Board – There are unique challenges for family office boards, due to the complexity of serving the financial and investment needs of every household that is a client of the office. The board needs financially experienced board members, along with other engaged clients of the office, plus one or two external advisors who have run family offices to help oversee and evaluate performance.

				Foundation Board – Family members typically hold the board positions for the family’s philanthropic endeavors. The board often hires a professional Executive Director who manages the Foundation and supports the family members on the board. 

				Junior or Auxiliary Boards – Some families offer Junior Boards as another training opportunity for future family leaders and potential board members to express their interest and to come and learn valuable skills. While these junior boards have a defined role to play and a limited budget (or no budget) to work with, they can accomplish important tasks and demonstrate their skills to the main governing board members.

			

		

	
		
			
				Committees and Working Group:

				Observers to Board Meetings – Many families offer opportunities for family members to participate in board meetings and observe how they function as a typical mechanism for introducing future family leaders to the protocols of board meetings. In these families, certain parts of the board meeting are open to any family member to attend as an observer. 

				Advisors to a Board – Many boards function with informal advisors to the board who attend all board meetings and provide advice but do not have a formal voting role on the board. These advisors are often a first step toward bringing independent advisors onto a fiduciary board as voting members.

				Typical Board Committees – Each of these committees develops a clear mandate which is codified in their committee charter that is reviewed and approved by the Enterprise Board to which they report. Samples of committee mandates are provided in the Tools and Templates section of the enterprisefamilies.com website, using your guidebook QR code.

				Board Committees:

				Nominating and Governance Committee (often called Nom/Gov Committee)

				Investment Committee

				Strategy and Risk Committee or Opportunities and Risks Committee

				Finance/Audit Committee

				Human Capital and Compensation Committee

				Family Committees:

				Family Leadership Committee or Elders Committee

				Family Education and Engagement Committee

				Rising Generation Committee

				Enterpreneurship Committee

				Working Groups – Working Groups are sometimes used to organize family leaders and advisors to address projects that require focus for a defined period of time. Working Groups are not permanent standing groups like committees. 

				In some cases, Working Groups (sometimes called Task Forces) are utilized to encourage greater family involvement because they do not require a long-term commitment as committee service typically does.

				Management Teams – The senior management teams of each operating business are charged with implementing the strategic plans approved by the board, understanding industry trends and designing effective strategies and goals that are linked to each employee’s performance goals.

				Management teams are responsible for growing the business and providing course corrections when needed. These managers provide annual budgets and are measured against their performance goals. Management teams may or may not include family members who are allowed to work in the business.

			

		

	
		
			
				Typical Roles and Responsibilities

			

		

		
			
				Family Assembly (sometimes called Family Council)

			

		

		
			
				Provides a forum to identify family priorities

				Develops the shared vision for the future together

				Endorses and lives by the Family Charter

				Elects members to the Family Leaders Council
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				Family Leaders Council

			

		

		
			
				Family Advisors Council

			

		

		
			
				Represents the interests of all the stakeholders in the family (sometimes merges with Owners Council as on p. 165)

				Serves as an Executive Committee between Owners Council meetings 

				Provides guidance to the Enterprise Board regarding the guidelines from the family

			

		

		
			
				Provides a sounding board for the Owners Council

				Shares the experiences of other family leaders
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				Enterprise Boards and Business Boards

			

		

		
			
				Serves as advisors to the management team

				Sets mission and goals for operating businesses

				Approves annual budgets and allocates resources

				Evaluates management performance
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				Management Teams(CEO, COO, CFO, CIO, CTO)

			

		

		
			
				Implements strategic plans

				Develops strategies to grow the business

				Develops budgets and financial metrics

				Meets financial goals and performance metrics
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				Oversees important functions for the board

				Analyzes problems and alternatives

				Identifies new opportunities and risks

				Brings recommendations to the board
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				Board Committeesand Working Groups

			

		

		
			
				Committees of the Board:

				Governance and Nominating, Enterprise Strategy and Risk, Investment Strategy, Finance and Audit, Human Capital and Compensation, Family Education and Engagement, Rising Gen Committee

			

		

		
			
				Owners Councilor Shareholders Council 

			

		

		
			
				Develops the Enterprise vision for shared assets

				Develops policies for dividends and reinvestment

				Elects members of the Enterprise Board (or makes recommendations to Family Assembly)
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				Family Charter Strenghtens Family Unity
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					Family Education and Engagement

				

			

			
				
					Family Conflict Mediation Process and Terms to Exit the Family

				

			

			
				
					Community Reputation and Social Impact

				

			

			
				
					Values and Family Vision

				

			

			
				
					Definition of Family

				

			

			
				
					Alignment of Interests

				

			

			
				
					Responsible Ownership and Respectful Behavior

				

			

			
				
					Leadership Development and Selection

				

			

		

		
			
				C. Types of Family and Enterprise Agreements 

				Distinctions between Family Charters and Enterprise Charters

				There are important differences between the Family Charter and the Enterprise Charter, which serves separate and distinct purposes. 

				There is greater clarity for family members when two separate documents exist – one about being a family together and the other about being in business together. The Family Charter documents that every family member (or household) has a vote, while the Enterprise Charter states that shareholders hold the votes on the assets they own on a pro rata basis.

				Family Charter or Constitution (Sometimes Called Family Handbook or Protocol) – The Family Charter is an agreement among family members about their purpose for being together and what they hope to accomplish as a group across generations. This document strengthens the bonds of family unity, focuses on the interests across family branches and articulates the vision that ties them together. Some families say the Charter documents the reasons WHY the family stays together and reinforces their commitment to core family values and guiding principles.

			

		

	
		
			
				Enterprise Charter Defines Goals and Governance

			

		

		
			
				
					Leadership Roles and Succession Plans

				

			

			
				
					Governance Structures and Decision-Making

				

			

			
				
					Dispute Resolution/Arbitration Policies and Terms to Exit the Enterprise

				

			

			
				
					Accountability and Performance Metrics

				

			

			
				
					Goals and Strategies

				

			

			
				
					Enterprise Vision

				

			

			
				
					Ownership Rights and Distribution Policies

				

			

			
				
					Allocation of Limited Capital and Resources

				

			

		

		
			
				Enterprise Charter – The Enterprise Charter documents the Enterprise vision and goals and the governance agreements that the Enterprise will use to accomplish its goals. Since trusts and partnerships are stakeholders in the enterprise along with family shareholders, this Charter includes the mechanisms for developing goals and strategies, defining ownership rights and exit mechanisms, setting capital allocation guidelines and distribution policies.

				The Enterprise Charter identifies ownership rights and a framework for 

				setting distribution policies for each business. The document also defines the leadership selection and succession processes and develops procedures for settling disputes among owners. The process for valuation of the Enterprise is also spelled out in this document, along with procedures and timing for exiting the Enterprise.

				The metrics for performance and accountability of leadership teams are spelled out in this document, and how nonperformance will be addressed.

			

		

	
		
			
				
					Business Conflicts and Dispute Resolution Process
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					Exit Strategies or Shareholder Incapacity
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					Policies for Dividends and Employment in Business
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					Clarity about Business Vision and Shareholder Value

				

			

			
				[image: ]
			

			
				[image: ]
			

		

		
			
				Shareholders Agreement – The shareholders agreement is the policy document for an operating business that defines the guiding principles and ground rules for valuation, ownership, exit, employment, distributions, governance 

				and dispute resolution regarding ownership of a business. This agreement includes distribution and employment policies for the business, which may be different from the broader charter guidelines.

			

		

		
			
				Shareholder Agreement for a Business

			

		

		
			
				Death or Incapacitation

				of a Shareholder

			

		

		
			
				Exit Policies for Investors

			

		

		
			
				Dispute Resolution Methods,

				Amendment Process & Duration

			

		

		
			
				Conflict of Interest Rules (noncompete,

				non-solicitation clauses)

			

		

		
			
				Shareholder

				Valuation

			

		

		
			
				Business

				Vision

			

		

		
			
				Policies for Dividend Payment

			

		

		
			
				Policies for Business

				Employment

			

		

		
			
				Shareholders

				Agreement Defines Rights and Value of Assets

			

		

		
			
				Source: Adapted from BCG analysis

			

		

	
		
			
				D. Key Elements of Governance

				Decision-Making Process – The family approach to sharing power and decision-making authority evolves over time from a single Founder (or couple) to a group of siblings, and eventually to a consortium of cousins with representation from all branches of the family. Some families’ 

				decision-making models adhere to equal representation by branch or by generation, and others choose to select the leaders they deem to be most capable and engaged, including married-in spouses. Shown here is a diagram of the variety of decision-making models that are most common in Enterprise Families.
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				Early Stage Models

			

		

		
			
				The most qualified family members are selected by external advisors to make the key decision for the family

			

		

		
			
				The family elects a group of designated leaders based on qualifications or branch representation, and external advisors fill in the missing skills

			

		

		
			
				Each branch of the family has votes based on asset size, plus independent advisors sit on the board to advise each branch

			

		

		
			
				Every branch has representative(s) and each branch has equal votes – each branch has an equal number of votes regardless of interest, expertise or asset size

			

		

		
			
				Each adult household has one vote and a seat at the table regardless of branch, interest, expertise or asset size

			

		

		
			
				Each sibling is represented at the dining table/governing table and consensus must be reached before actions are taken

			

		

		
			
				The Founders make all decisions, and the children are “informed” about the decisions

			

		

		
			
				Diverse Decision-Making Models

			

		

		
			
				Who gets to participate in the decision-making processin your family?

			

		

	
		
			
				Voting Rights and Structures – The decisions by the family about who has a voice and who has a vote are important for the buy-in and engagement of family members. The willingness to share power and control is unique to each family group and the history they have experienced to shapes their views on inclusiveness.

				There are many variations on decision-making powers regarding who has a vote (as opposed to a voice) in an Enterprise Family:

				Every household might have a vote on certain matters defined in the Family Charter, while on investment matters, owners may have a vote based on their pro rata share of assets.

				Every person in the family might have a vote on certain matters, like where to hold the next family meeting or what topics should be on the meeting agenda. Inclusion in these matters increases engagement and interest for married-in members of the family. 

				Every household might vote on certain topics like family office services, since they are clients of the family office and/or members of an investment pool. 

				Every branch might have a vote on certain matters that relate to equal representation in decisions about ownership and use of commonly owned properties or airplanes.

				Every generation might have a vote on how leaders are chosen for their generation, or for setting up a generational investment pool or separate philanthropic venture.

				Leadership Selection Process and Succession Plans

				The mechanisms for selecting future leaders and managing succession need to be clearly spelled out in the Family Charter or Enterprise Charter to avoid misunderstandings among family members. 

				If qualifications for leadership are defined, these should be documented in the Charter so rising gen family members understand the training and the experiences required for them to be considered for leadership positions.

				The succession planning process needs to be a carefully designed process which is thoughtfully communicated to various stakeholders, because this can be a stressful time for all parties concerned when change is occurring. 

				Doing everything possible to make it a smooth process is important, including the following:

				Preparing a joint announcement from the board and the transitioning parties.

				Communicating the announcement messages in the right sequence of communications.

				Defining the future role (if any) for the exiting executive.

				Providing a timeline of transition activities to the staff being affected. 

				Creating opportunities for stakeholders to meet the new leader(s), if they are from outside the organization.
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				Leadership Succession Planning Framework

				© 2024 Vantage Leadership Consulting, LLC

			

		

		
			
				1.

				Estabilisha successiontimeline

			

		

		
			
				2.

				Form a succession& transition committee

			

		

		
			
				3.

				Developcriteria for future leaders

			

		

		
			
				4.

				Identify potential candidates

			

		

		
			
				5.

				Assess the candidate(s)

			

		

		
			
				6.

				Develop thecandidate(s)

			

		

		
			
				7.

				Manage the transition

			

		

		
			
				8.

				Onboard the new leader

			

		

		
			
				Plant the seeds for succession early on

				Identify the leadership roles needed to support the vision

				Estabilish a sense of the interests and aspirations of rising gen family members

				“Pressure test” leadership readiness through practice opportunities

				Thoughtfully manage the transition points – the handoff must be smooth

			

		

	
		
			
				Essential Enterprise Governance Questions

			

		

		
			
				
					Engagement

				

				
					Performance

				

				
					Decision-Making

				

				
					Family Alignment& Shared Vision

				

				
					Enterprise Purpose& Goals

				

				
					Governance Structuresto Support Goals

				

				
					What is the shared vision for the family's future?

				

				
					What is the purpose for the family's enterprise and what are our goals together?

				

				
					What governance structure best supports the enterprise goals?

				

				
					Family Education& Engagement

				

				
					Strategic Plans & Goals Identification

				

				
					Process for Making Decision

				

				
					How do we engage each generation and give them the education they need/want?

				

				
					Is there a strategic plan that defines and implements the goals?

				

				
					How will decisions be made to build trust and ensure consistency?

				

				
					Leadership Development & Success Plans

				

				
					Clear Metrics & Accountability

				

				
					Transparent Communication to Stakeholders

				

				
					What skills are needed to lead the enterprise, how do we develop those skills and transition to qualified leaders?

				

				
					What are the enterprise metrics and who is accountable for successful performance?

				

				
					How will transparent communication be provided to the stakeholders?

				

			

		

		
			
				Annual Review of Enterprise Goals

				The Enterprise board members are responsible for asking themselves every year if the critical enterprise questions are being addressed by the Enterprise 

				system, related to family engagement and alignment, purpose and goals and transparent decision-making. This review can be done at the same time as the Board self-evaluation, which should also be done annually.

			

		

	
		
			
				Sample Questions from a Board Assessment Process

			

		

		
			
				
					Board Roles

				

				
					Not adequately

				

				
					Adequately

				

				
					To a great extent

				

				
					Are the role and responsibilities of the board clearly defined and understood?

				

				
					Does the board monitor corporate planning, budgeting and operations?

				

				
					Enterprise Strategy and Direction

				

				
					Not adequately

				

				
					Adequately

				

				
					To a great extent

				

				
					Is the level of strategic planning carried out of sufficient quality and content to provide clear strategic direction for the Enterprise?

				

				
					Does the board dedicate adequate time to identifying, analyzing, and discussing strategic issues?

				

				
					CEO Support and Oversight

				

				
					Not adequately

				

				
					Adequately

				

				
					To a great extent

				

				
					Is the CEO satisfactorily supported by appropriate counsel from the board?

				

				
					Is the CEO's perfomance monitored and appraised satisfactorily?

				

			

		

		
			
				Board Self-evaluation Process

				The Enterprise Board must make time to evaluate their own effectiveness and board dynamics. The annual board assessment usually involves an evaluation questionnaire, often administered by an external party, that asks questions about the contributions for each board member, including their strengths and areas for improvement. The goal is to analyze what each board member is contributing at the board level and in the committees they chair. The combined feedback is then reviewed and discussed by the entire board, and action steps are taken if needed by the Governance Committee.

				Typical categories for the Board Evaluation are shown to the right with a few sample 

				questions below, and several Board Questionnaires can be found in the Tools and Templates section of the website.

				Categories to Be Assessed by the Board

				Board Roles

				Enterprise Shareholder Relations

				Enterprise Strategy and Direction

				Risk Management

				CEO Support and Oversight

				Board Meetings

				Board Culture

				Board Composition and Structure

				Source: Building a Successful Family Business Board: A Guide for Leaders, Directors and Families, © 2011. Pages 233-235.

			

		

		
			
				Source: Adapted from The Family Business Consulting Group, Inc.
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