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Thank you to Peter
Jaskiewicz, Sabine Rau, and
Katrina Barclay for an
overview of their recent
research into the hopes and
desires of next generation
members of family
enterprises. Their research,
which sought to identify the
35 most pressing questions
from Next Gens with
responses from leading
academics and advisors, are
described and summarized
in this week's issue of FF/
Practitioner.

Listening to the Next Generation

Too often, great efforts are put into having the right answers, rather than
asking the right questions. More onus is placed on asserting views or
directing situations to desired outcomes, rather than trying to understand
what the other side needs. This misunderstanding is often apparent in the
dynamics between senior generations and next generations in enterprising
families. A lack of understanding frequently prevails between the wishes of
the senior generation and the needs and concerns of next generation
members. If Next Gens find their values and goals not aligning with the
enterprising family, the transition from one generation to the next becomes
harder to realise—or indeed, it does not happen at all.

Unfortunately, research and advising has typically focused on the senior
generation because it is the one in power. This made the researchers
wonder: what do Next Gens need and want? To consider the Next Gen
perspective more actively, we went straight to the source, asking Next Gens
for their views, perspectives, and concerns about their involvement in their
enterprising families. The result was a list of the thirty-five most pressing
questions faced by Next Gen members around the world, with leading
academics and enterprising families responding to each question.

The Next Gens’ Most Pressing Questions

Our research process began with formal and informal interviews with the
senior and next-generation members of more than 100 families and
continued over several years. We quickly realized that the challenges and
questions raised by Next Gens differed from those expressed by Senior Gens.
Realizing there was a need to consider the Next Gens’ perspective more
actively, we systematically collected the questions they posed. We then asked
another seventy next-generation members for feedback, which eventually
led to the list of thirty-five questions.

“TOO OFTEN, GREAT EFFORT
ARE PUT INTO HAVING THE

RIGHT ANSWERS, RATHER
THAN ASKING THE RIGHT
QUESTIONS'




Many of the questions raised were to be expected, such as the perennial question among enterprising families, “Who
is considered part of the family?” and the question familiar to any new entrant to the family business, “How can | gain
credibility with nonfamily executives and board members?” Although some of the chosen questions were not complete
surprises, many confirmed our pre-existing perceptions about a lack of critical conversations between Senior and
Next Gen members, such as “My parents do not talk about their retirement. How can I start the ‘What's next after you
retire from the business’ conversation with my parents?” Other questions pointed to an undercurrent of concern and
anxiety, such as, “Do [ deserve the business and/or wealth | will inherit?” With such thoughts weighing on the minds of
Next Gens, it was easy to imagine the retreat of many away from the family enterprise if their concerns are not
surfaced and addressed.
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As we began to sort through the questions and to envision a framework to organize them, we used the Three Circle
Model framework developed by Renato Tagiuri and John Davis.”? However, some of the questions that Next Gens
brought to our attention did not fit into the Three Circle Model. Their questions concerned how to deal with the
family office, how to engage with the family’s philanthropy, when to engage consultants, or how to find a new role
after exiting the business. These exceptions led to our decision to add another circle—wealth—and a new role: the
nonfamily member. The figure “The 35 Most Pressing Questions Next Gens Ask” illustrates our model and highlights
the thirty-five questions that Next Gens asked about the family, ownership, business, and wealth systems.

What Next Gens’ Questions Had in Common

As we sorted the thirty-five questions into the different systems of family, ownership, wealth, and business, we
noticed the questions would often span two or more of these systems. Such overlap further emphasized the
complexity of the issues surrounding Next Gens as they navigated how to assume different roles in different systems,
e.g., trusted representative in the family, responsible owner, steward of wealth, and leader of the business, and how
to reconcile the often-conflicting norms of each. Indeed, Next Gens asked for help on managing the growing
complexity of the four inter-related systems because they too often received expert advice in one system that did not
consider the consequences in the other systems.



Figure: The 35 Most Pressing Questions Next Gens Ask

OWNERSHIP

2.1 Do | Want to Assume Active Ownership
Responsibilities for Our Family Business?

2.2 If | Want to Assume the Ownership Responsibilities,
With Whom Should | Discuss It, and When Is the Best
Time to Start?

2.3 How Can | Prepare Myself to Be Able to Work
Effectively with My Fellow Family Owners?

2.4 If | Become a Non-Active Owner, What Are My Rights
and My Duties?

2.5 What Mechanisms Can | Use to Monitor Whether Our
Business Model Will till Be Viable in the Future?

2.6 How Can | Gain Credibility with Non-Family
Executives and Board Members?

2.7 We Sibling/Cousin Owners Are Living All Over the
Weorld. How Can We Keep Effective Control of the
Non-Family Managers Running the Family Business?

2.8 It Is Difficult to Imagine That We Can Become
Responsible Business Owners One Day. What Type of
Development Path Can We Pursue to Learn More
About Becoming Responsible Owners?

2.9 Which Networks Are There to Exchange with and 8. Non-
. ioc? N
Learn from Other Business Families? fam||y
FAMILY member

1.1 Who Is Considered Part of the Family?

1.2 How Can | Become a Respected Representative of the Family?

1.3 We Have Always Had a Fair Deal of Conflicts in the Family.
Now That | Am an Adult, Should | Do Anything About It?

1.4 We Are Living All Over the World. What Can We Do to Help
Keep The Family Together?

1.5 How Can My Siblings/Cousins and | Assess Whether We Could
Constructively Work Together in the Business One Day?

1.6 My Farents Do Not Talk About Their Retirement. How Can |
start the “What’s Next After You Retire from the Business”
Conversation with My Parents?

1.7 My Parents Are Well Beyond Their Seventies. How Can | Help
Them Make the Transition from Work Life To Retirement?

1.8 How Can | Manage Family Relationships Outside of the Family
Business?
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BUSINESS

3.1 Why Do Many Next Generation Members Fail to Succeed
with the Family Business?

3.2 How Can Next Generation Members Prepare Themselves in
the Long Run Before Joining the Family Business?

3.3 How Can Next Generation Members Make an Informed
Decision on Whether to Join the Family Business?

3.4 What Are the Ground Rules Between Non-Family Executives
and Family Members Joining the Family Business?

3.5 When and How Should Family Members and Their Partners
Be Hired in the Family Business?

3.6 Who Should Decide Whether a Family Member and/or their
Partner Is Qualified to Work in the Family Business?

3.7 When And How Should Family Members Be Promoted in the
Family Business?

3.8 When And How Should Family Members Be Let Go from the
Family Business?

3.9 When Does It Make Sense to Engage Family Business
Consultants?

WEALTH

4.1 Do | Have the Freedom to Leave the Family Business
(Entirely) Behind and Do Something Eise?

4.2 Do | Deserve The Business and/or Wealth | Will Inherit?

4.3 How Do | Talk to My Friends and Colleagues About Our
Wealth/Business Worth?

4.4 We Have Wealth. When Should We Set Up a Family Office

to Organize It?

4.5 Should We Engage in Philanthropy and/or in Impact

Investing? And, How Would We Get Started

4.6 If We (The Next Generation) Want to Sell the Family
Business, How Do We Get Started?

4.7 | Am Not Sure My Personal Values Align with Those of Other
Family Owners. How Can | Exit the Family Business (or
Family Office) Gracefully?

4.8 | Want To Start My Own Business. Can [ Ask Our Firm or
Family for Help?

4.9 | Will Leave the Family Business Behind, Which Other
(Career) Path Should | Pursue in My Life?

Providing the Answers

Equipped with our selected questions, we asked Next Gens what kind of guidance would be the most useful to suit
their needs. They suggested avoiding academic language, responding succinctly, and making sure each chapter could
be read as a contained, modular unit. They also recommended consulting with leading academics and practitioners
as well as Next Gens for their responses. We looked for experts who were as familiar with academic methods as they
were with life as a practitioner. After we received their replies, we went back to prominent enterprising families for

commentaries. The result was thirty-five questions with thirty-five responses from leading academics and

practitioners and thirty-five commentaries from members of enterprising families, bringing together the global

community to answer the next generation’s call.

“THE NEXT GENERATION IS
OFTEN STIGMATIZED AS A

POTENTIAL BURDEN THAT
LEADS TO THE DOWNFALL OF
THE FAMILY ENTERPRISE”




Starting Necessary Discussions Around Kitchen and Boardroom Tables

The next generation is often stigmatized as a potential burden that leads to the downfall of the family enterprise.
But our interactions with Next Gens in more than thirty countries have given us a different impression: Next Gens
have grown up in a VUCA (Volatile, Uncertain, Complex, Ambiguous) world. They are at home globally, technologically
astute, and eager to learn how to address the complexity in the enterprising families they observe. While they might
get ample support navigating each of the four systems, they find little help in navigating across them, and too few
people are listening to their concerns and answering their questions.

It is our sincere hope that the collective effort that went into gathering these key questions, responses, and
commentary will empower Next Gens to make a difference as family members, owners, employees, stewards of family
wealth, community builders, and societal leaders. The time will come to hand over the power and resources to Next
Gens. Posing the right questions—that is, the ones that Next Gens themselves are asking-and working through the
answers with Next Gens is the best way to help them build their own legacies.
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Related Article

If you enjoyed this week’s edition, check out this related article that summarizes the results of another
study about the perspectives of next generation family members:

"Study Finds Children of Millionaires Want
to be Stewards of Wealth” by Natalie
McVeigh
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