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EDITOR’S  
LETTER
Welcome to the inaugural issue of Family Business Global, the new bespoke 
publication for the global family business sector. Family businesses are the 
backbone of economies the world over and for over 20 years the team at 
Family Business United have been celebrating the contribution made by 
family firms across the UK. We have continued to champion the sector and 
continue to grow our reach. The time has come to share what we do on the 
global stage.
 
Family businesses are important. Not only in terms of the income they 
generate, the jobs they provide and the wealth that they create, but also in 
terms of their role in the communities in which they operate and the support 
they provide in terms of their charitable endeavours too. Family firms deserve 
to be recognised as a real force for good. Our aim is simple, to celebrate 
the family business, recognise the contributions they make and to provide 
a platform to share insights, research and best practice to help family firms 
source the information needed in order to continue for generations to come.
 
In this issue we have some great features such as the largest family 
businesses in the world, an insight into the man at the helm of the globally 
iconic family firm JCB, and profiles of some of the world’s fantastic family 
owned vineyards too. There are also professional insights from some of the 
leading advisers around the world on some of the unique challenges that 
families in business have to address – from understanding purpose and 
recognising the skills and desires of the next generation to the challenges of 
succession, transition and governance.
 
Family firms are at the core of what we are all about. We love what we do 
and really do hope that you enjoy the inaugural issue. 

Paul Andrews
Editor in Chief
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THE  
CHANGING 
FAMILY  
BUSINESS 
WORLD

As we enter the new decade family 
businesses have a world of opportunity  
in front of them but need to take stock  
and act accordingly.

The world is changing so it is important for family business 
owners/leaders to recognise that things are changing and to 
consider the impact that these may have on their businesses, 
this week, this year and in the years that lie ahead. Those that 
take a long term strategic view, and the emphasis is clearly 
on strategic, will undoubtedly be better placed to survive and 
thrive for generations to come.

The CEO of tomorrow's family firms will need different skills to 
the CEO of today and 'yesteryear' and whilst it is an obvious 
statement to make, time needs to be given to addressing the 
future skill needs of the next generation of leaders so that they 
can gain the skills now, and not be playing catch up later on.

Obviously the past couple of years have been tricky with 
economic and political uncertainty in abundance, and to a 
certain extent this will prevail whilst key macro decisions are 
being taken and implemented. But there are other changes 
taking place that should be on the family business radar, 
if they are not already. Climate change and sustainability, 
sustainable business goals, globalisation and the rise of the 
millennial generation continue to fill the media pages and 
these are just some of the signs of things to come. The High 
Street is suffering and the retail sector is changing almost daily, 
Shopping habits continue to evolve and the continued growth 
of 'home shopping' is seriously affecting many family firms too.

PAUL ANDREWS
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Add to the mix the inherent pace of change with technology 
and the rise of AI and robotics, and things that may have 
been 'out of reach' may become game changers going 
forward. Consider the impact of new ways of doing things 
and the impact these may have, the role of drones, driverless 
vehicles and the like, and how the family firm may need  
to adapt.

Families also have to address the role of social media and 
the impact on their businesses or 'real time' marketing, 
brand voice and messaging and how this may impact on 
their business and customer engagement going forward – 
not easy by any means and something that some find a lot 
harder than others, but social media is here to stay and will 
need to be part of an ongoing communications plan for all 
family businesses to explore and address.

The family business world is also facing changes to the very 
nature of the family firms as more and more families are 
approaching key stages in the transition of their business to 
the next generation. Notoriously over the years succession 
planning and such transitions have been difficult and trying 
times for many. Given the rate of change in the world at 
large, the worlds in which family firms operate, time needs to 
be used wisely and not spent focusing on internal matters.

There is also the need for the right people and with a near 
fully employed workforce, recruiting and retaining the right 
people to meet the ongoing and future needs of the business 
will become even more critical but families have the benefit 
of their history and heritage that can come to bear in this 
regard. Research suggests that people are attracted to 
family firms with the right roles, opportunities for growth and 
empowerment to do their job. So by their very nature, family 
firms can have an advantage when it comes to finding the 
right people with the right skills going forward.

Communication is also key. Open and honest conversations 
underpin the very essence of family businesses and families 
and their broader management team are encouraged to 
take time to reflect on where their journey is taking them, 
considering what is the purpose of the business and where 
their journey is going to end up. Collective, shared vision 
and purpose is essential as family firms continue to embrace 
the changing world around them, as is the need for clear 
communication within a family and within the family firm, 
empowering boards, management teams and employees 
to contribute to the underlying goals and ambitions of the 
family.

Family firms that have already survived for generations prove 
that longevity is possible and that with the right governance 
frameworks, strategies and conversations, plans can be 
put in place to continue to thrive. But it is not always easy 

and there is also a need from time to time to step back and 
look at the business going forward and take stock of some 
of the 'bigger picture' challenges that may also be serious 
opportunities for the family business.

The pace of change currently is fast but as a result family 
firms face opportunities as well as challenges. Family firms 
that will be successful going forward will be responsive to 
the opportunities present and deal with the challenges head 
on. One of the keys is taking the time to think of what the 
real challenges are and to plan for them appropriately. The 
next generation have different skills and can be of great 
value in developing new approaches and embracing new 
technologies. They can also help to develop new approaches 
so the need for conversations between the generations is 
crucial to assist the development of the right plan for the 
business.

There are also pressures from regulatory bodies and the 
need to ensure compliance with the changing nature of 
regulations, not least the corporate governance reporting 
that all private businesses need to have taken on board to 
some extent as well.

The world is changing but family businesses have the 
opportunity to once again rise to the challenge but do need 
to take the long term view and plan. As always there is a 
lot on the family business agenda but thinking strategically 
about the business and removing the barriers to take time 
out to work on the business, rather than in the business, is 
essential for long term success.

“As we enter the new decade, family firms should be 
encouraged to take stock and spend some time on their 
strategic vision and plans for the business, and all that 
entails, to help them move on with the next stage in their 
family business journey. Time is something that is often in 
short supply but when it comes to the family business and 
plans for the future, finding time to think about the future will 
undoubtedly be time well spent.”

www.familybusinessunited.com  2



A FAMILY  
BUSINESS ICON

Lord Bamford is best known for his position at JCB, one of Britain’s most 
successful family businesses. As Chairman of the iconic construction equipment 
manufacturer since 1945, he has presided over the prolific global expansion of a 
brand that stands for strength, durability and reliability in products ranging from 
46 tonne tracked excavators to children’s toys and DIY equipment. Here, we find 
out more about the leader of the global family business brand that is JCB.
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Born on October 23rd, 1945, the same day his father, Joseph 
Cyril Bamford CBE set up JCB, Anthony Bamford’s path into the 
family business after leaving Ampleforth College started with an 
engineering apprenticeship at Massey Ferguson in France. The 
three years spent on the Continent were to prove invaluable in 
preparing him for a JCB career that started on the shop floor in 
1964 before he moved into management to lead the company’s 
early export drive into Europe in the late 1960s and early 
1970s.

When his father retired in 1975 after 30 years at the helm to 
allow “younger management to show its strengths,” he set 
about transforming JCB into a world leader in construction 
equipment technology. An early move was to start producing 
major components in-house by opening an axle factory in 
Wales in 1978.

This was the first of many decisions taken over four decades to 
vertically integrate the company’s operations. Today, JCB makes 
its own transmission systems in Wales, hydraulic cylinders and 
cabs in Staffordshire and its own engines in Derbyshire. All part 
of Lord Bamford’s determination to have complete technological 
control over JCB’s product range. 

Arguably, his most inspired decision was to set up JCB’s first 
overseas operation in India. That was in 1979 when few 
companies would have contemplated setting up business in 
India. His love for the country and its people, and an absolute 
conviction in its long-term market potential have paid dividends 
as JCB now employs over 5,000 people in India, which has 
become the company’s single largest market. The move was to 
become a template for the company’s subsequent moves into 
Brazil, USA and China. 

Since becoming Chairman, he has taken JCB from a one-factory 
operation in Staffordshire with a turnover of £43 million to a 
global business with 22 plants around the world employing 
over 15,000 people making over 300 different products. Recent 
results speak for themselves - JCB reported a record turnover 
of £4.1 billion in 2018 and earnings of £447 million. A new 
£63 million factory was opened in Brazil in 2012 and two new 
factories costing £62 million were opened in Jaipur, India during 
2014. A sixth factory is under construction in the coastal state 
of Gujarat. JCB may be the world’s third largest construction 
equipment manufacturer by volume, but its Chairman remains 
firmly committed to manufacturing in Britain. With 7,500 
employees in its 11 factories in the UK exporting over 75% 
of production, JCB generates export revenues of £1.35 billion 
and makes a positive contribution to the nation’s trade balance. 
In fact, an independent analysis by Oxford Economics has 
calculated that JCB contributes £1.4 billion to national GDP, 
£555 million to the Exchequer and 24,000 jobs overall to the 
UK economy. A new £50 million cabs factory in Uttoxeter, 
Staffordshire, will be fully operational later in 2020 – the year 
JCB celebrates its 75th anniversary. 

Lord Bamford has held some key positions in British society 
over the years but it is for his many business achievements 
that he has achieved the most recognition, including National 

Westminster Young Exporter of the Year (1972), The Guardian 
Young Businessman of the Year (1979) and Chevalier de l’Ordre 
National du Merite (1989). He was knighted by Her Majesty 
The Queen in 1990 and awarded the Commendatore al merito 
della Repubblica Italiana in 1995. An award by the UK India 
Business Council for his significant contribution to Anglo-
Indian business relations was bestowed in 2008 and he was 
appointed a UKTI Business Ambassador in 2010 to promote UK 
excellence in overseas markets. He has also been inducted into 
the Association of Equipment Manufacturers‘ Hall of Fame USA 
and received a number of honorary degrees and doctorates 
from leading British universities.

He has also presided over JCB winning 30 Queen’s Awards for 
Innovation and Enterprise since the company’s first award in 
1969. In 2013, Her Majesty The Queen conferred the honour of 
a Life Peerage on the JCB Chairman with Lord Bamford taking 
the formal title of Baron Bamford of Daylesford in the County of 
Gloucestershire and of Wootton in the County of Staffordshire.

Lord Bamford was elected an Honorary Fellow of the Royal 
Academy of Engineering in 2014 and appointed an Honorary 
Fellow of the Institution of Mechanical Engineers in 2015. 

Lord Bamford and his wife, Carole, Lady Bamford OBE make 
sure JCB becomes an integral part of every community in which 
the company operates. JCB supports the NSPCC in the UK and 
its employees are active fundraisers for the charity’s campaigns 
to end cruelty to children. There are also many projects at JCB’s 
overseas locations to support local communities, including the 
Lady Bamford Charitable Trust in India to assist villages near 
its factories and the Lady Bamford Center for Early Childhood 
Development in Savannah, USA. Lord Bamford has also 
donated machinery to support disaster relief efforts across 
the globe, for example after the Asian tsunami, earthquakes in 
Ecuador, Haiti, Indonesia, China and Turkey and after Typhoon 
Haiyan in the Philippines. 

His interests include gardening and farming. He also enjoys 
motorsports and although he wasn’t at the steering wheel at 
the time, he was the inspiration and driving force behind JCB 
achieving a world land speed record for a diesel-powered car 
in 2006. The JCB Dieselmax, powered by two JCB engines, 
reached a speed of 350.092mph on the Bonneville Salt Flats 
in Utah, a record the company still holds today. In 2019, a JCB 
Fastrac sailed into the record books when it secured the crown 
of the world’s fastest tractor by reaching a speed of 135.191 
mph – powered by a 6-cylinder JCB Dieselmax engine.
 
Since manufacturing began, more than 400,000 JCB engines 
have been made, powering the company’s distinctive yellow 
diggers and loaders in over 150 countries around the world.
 
Lord Bamford oversees the JCB operation and is a true 
ambassador for the business, a family business that has come 
an incredibly long way since the business was founded back in 
1945. The incredible JCB journey continues...



CURRENT CEO 
THINKING
PAUL ANDREWS

Latest PwC survey of global CEO’s 
records pessimism over global growth 
reaching a record high. Here we take a 
look at some of the other concerns on the 
global CEO agenda.

As we enter a new decade, CEOs are showing record levels 
of pessimism in the global economy, with 53% predicting a 
decline in the rate of economic growth in 2020. This is up from 
29% in 2019 and just 5% in 2018.. By contrast, the number of 
CEOs projecting a rise in the rate of economic growth dropped 
from 42% in 2019 to only 22% in 2020. These are some of the 
key findings of PwC’s 23rd survey of almost 1,600 CEOs from 
83 countries across the world, launched recently at the World 
Economic Forum Annual Meeting in Davos, Switzerland.

CEO pessimism over global economic growth is particularly 
significant in North America, Western Europe and the Middle 
East, with 63%, 59% and 57% of CEOs from those regions 
predicting lower global growth in the year ahead.

“Given the lingering uncertainty over trade tensions, geopolitical 
issues and the lack of agreement on how to deal with climate 
change, the drop in confidence in economic growth is not 
surprising – even if the scale of the change in mood is,” said Bob 
Moritz, Chairman, of the PwC Network. “These challenges facing 
the global economy are not new – however the scale of them 
and the speed at which some of them are escalating is new. The 
key issue for leaders is how are we going to come together to 
tackle them?”

“On a brighter note, while there is record pessimism amongst 
business leaders, there are still real opportunities out there. With 
an agile strategy, a sharp focus on the changing expectations of 
stakeholders, and the experience many have built up over the 
last ten years in a challenging environment, business leaders can 
weather an economic downturn and continue to thrive.”

CEO confidence in own revenue growth declines
CEOs are also not so positive about their own companies’ 
prospects for the year ahead, with only 27% of CEOs saying they 
are ‘very confident’ in their own organisation’s growth over the 
next 12 months – the lowest level seen since 2009 and down 
from 35% last year.

While confidence levels are generally down across the world, 
there is a wide variation from country to country, with China 
and India showing the highest levels of confidence among 
major economies at 45% and 40% respectively, the US at 36%, 
Canada at 27%, the UK at 26%, Germany at 20%, France 18%, 
and Japan having the least optimistic CEOs with only 11% of 
CEOs very confident of growing revenues in 2020.

When asked about their own revenue growth prospects, 
the change in CEO sentiment has proven to be an excellent 
predictor of global economic growth. Analysing CEO forecasts 
since 2008, the correlation between CEO confidence in their 
12-month revenue growth and the actual growth achieved by 
the global economy has been very close. If the analysis continues 
to hold, global growth could slow to 2.4% in 2020, below many 
estimates including the recent growth prediction from the IMF.

China looks beyond the US for growth
Overall the US just retains its lead as the top market CEOs look 
to for growth over the next 12 months at 30%, one percentage 
point ahead of China at 29%. However, ongoing trade conflicts 
and political tensions have seriously dented the attractiveness 
of the US for Chinese CEOs. In 2018, 59% of Chinese CEOs 
selected the US as one of their top three growth markets, in 
2020 this has dropped dramatically to just 11%. The US loss has 
been Australia’s gain, with 45% of Chinese CEOs now looking to 
Australia as a top three key growth market compared with only 
9% two years ago.

The other countries making the top five for growth are 
unchanged from last year – Germany (13%), India (9%) and the 
UK (9%). A strong result for the UK given the uncertainty created 
by Brexit. Australia is just outside the top five boosted by its 
increased attractiveness for Chinese CEOs.

Worries about uncertain economic growth rise
In 2019 when asked about the top threats to their organisation’s 
growth prospects, uncertain economic growth ranked outside 
the top ten concerns for CEOs at number twelve. This year it 
has leapt to third place, just behind trade conflicts – another risk 
that has risen up the CEOs agenda – and the perennial over-
regulation, which has again topped the table as the number one 
threat for CEOs.

CEOs are also increasingly concerned about cyber threats and 
climate change and environmental damage. However, despite 
the increasing number of extreme weather events and the 
intensity of debate on the issue, the magnitude of other threats 
continues to overshadow climate change which still does not 
make it into the CEOs’ top ten threats to growth.
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Policing cyberspace
While CEOs around the world express clear concerns about 
the threat of over-regulation, they are also predicting significant 
regulatory changes in the technology sector. Globally over 
two-thirds of CEOs believe that governments will introduce 
new legislation to regulate the content on both the internet 
and social media and to break up dominant tech companies. 
A majority of CEOs (51%) also predict that governments will 
increasingly compel the private sector to financially compensate 
individuals for the personal data that they collect.

However, CEOs are in two minds as to whether governments 
are striking the right balance in designing privacy regulation 
between increasing consumer trust and maintaining business 
competitiveness, with 41% saying it does strike the right 
balance and 43% saying it doesn’t.

The upskilling challenge
While the shortage of key skills remains a top threat to growth 
for CEOs and they agree that retraining/upskilling is the best 
way to close the skills gap, they are not making much headway 
in tackling the problem with only 18% of CEOs saying they 
have made ’significant progress’ in establishing an upskilling 
programme. This sentiment is echoed by workers. In a separate 
survey by PwC, 77% of 22,000 workers around the world say 
they would like to learn new skills or retrain, but only 33% feel 
they have been given the opportunity to develop digital skills 
outside their normal duties.

“Upskilling will be one of the key issues business leaders, 
educators, government and civil society must work together 
on to ensure that people around the world stay productively 

engaged in meaningful and rewarding work. Leaders have a key 
role to play; although people may have fears about the future, 
they want to learn and develop and they are looking to leaders 
to provide a trusted path forward,” added Bob Moritz.

Climate change – challenge or chance?
Although climate change does not appear in the top ten 
threats to CEOs’ growth prospects, CEOs are expressing a 
growing appreciation of the upside of taking action to reduce 
their carbon footprint. Compared to a decade ago, CEOs are 
now twice as likely to ‘strongly agree’ that investing in climate 
change initiatives will boost reputational advantage (30% in 
2020 compared with 16% in 2010) and 25% of CEOs today 
compared with 13% in 2010 see climate change initiatives 
leading to new product and service opportunities for their 
organisation.

While views of climate change driven product and service 
opportunities have remained relatively stable in the US and the 
UK, there has been a dramatic shift in views in China over the 
last ten years. In 2010, only 2% of Chinese CEOs saw climate 
change leading to opportunities whereas in 2020 this has risen 
to 47%, by far the largest increase of CEOs in any country 
included in the survey. However, for these opportunities to turn 
into long term success stories the principles of climate change 
need to be embedded right across a businesses’ supply chain 
and customer experience.

www.pwc.com



When it comes to family business, family business owners recognise that a clearly defined purpose 
and set of core values are important in helping the family business stand the test of time. Clearly, a well 
documented and communicated purpose for the business will help on many levels with day-to-day 
operational management, defining the strategic direction of the business, engaging with stakeholders, and 
making key investment decisions. Here we take a look at some of the key drivers facing family firms.
 
When it comes to purpose, there are many reasons motivating family business owners and in many cases 
the drivers are not purely financial, reinforcing the fact that families are different to non-family businesses 
and may well have a different defining core purpose for the business at the core of what they do.
 
Naturally, for many the number one driver is to ‘protect the business to ensure it is profitable and 
sustainable going forward,’ something that might sound obvious. However when it comes to a multi-
generational family firm, there can be other issues driving them.
 
Many owners will have taken the helm and feel somewhat of a burden on their shoulders, a burden of 
responsibility. This is a key concern for many, not to be the generation where things go wrong and the 
desire to act as a steward for future generations.
 
Family firms are well aware of the need to protect their name and that of the family, and when the two are 
intrinsically linked with the ‘name above the door’ there is a determination to manage the reputation for all 
concerned. Furthermore, family firms are often quoted as saying that their staff are like ‘an extended family’ 
and as the business grows and employs more people over time, there is a bigger and broader responsibility 
to the family and the staff. All will have a vested interest in the ongoing success of the family firm – 
something that drives many onwards on a daily basis.
 
Family businesses by their very nature are rooted with values, and as well as taking a long-term view they 
have integrity and a desire to do the right thing if possible.
 
Therefore it is not surprising to see sustainability on the agenda as a business driver for many family firms 
today. Recognition of the impact that humanity is placing on the planet continues to grow and family firms 
are embracing the sustainability agenda on many levels from planting trees, reducing their carbon footprint, 
looking to make into sustainable packaging and the reduction of waste to name a few.
 
Families have always been giving and philanthropy plays a major part in many family firms the world over. 
Often they give locally to support the communities in which they operate such as supporting the local 
football or hockey teams to more global campaigns that strike a personal chord with them. Much of the 
activity in this area is ‘under the radar,’ done for the right reasons and making a significant impact but not 
something that is widely broadcast. Again, some family firms are driven to make a difference recognising 
the impact they can have as a real ‘force for good.’
 
Family businesses are the bedrock of communities all over the world, providing significant numbers of 
jobs and creating wealth, but they may not always be driven by financial returns like their non-family 
counterparts. Clearly profitability and sustainability are essential for long term survival but there are other 
forces at play for many when it comes to their underlying purpose too.

A FORCE  
FOR GOOD
PAUL ANDREWS
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Some of the key drivers for family firms:
 
1. To protect the business to ensure it is profitable and sustainable going forward

2. To manage reputation and brand

3. To provide and safeguard jobs for the wider community

4. To act as custodians of the business for future generations

5. To be philanthropic and support causes that reflect underlying family business values

6. To pass the business on to the next generation in a better state than when it was taken on

7. To become sustainable environmentally

8. To create a business that attracts the next generation of family members

www.familybusinessunited.com  8



Here we explore the back story to three circles that changed the course of 
family business consulting forever.
 
Professors Renato Tagiuri and John Davis created the Three-Circle Model 
of the Family Business System at Harvard Business School back in 1978 
and it has become the defining framework across the world ever since. 
Simplicity is probably why it has stood the test of time but it remains as 
relevant today as it did when it was created. All family business systems 
can be explained with the use of the three circles and it has helped shape 
many conversations between families.
 
The system also led to the widely accepted definition of family companies 
as follows:

 
“A family company is one whose ownership is 
controlled by a single family and where two or  
more family members significantly influence the 
direction and policies of the business, through  
their management positions, ownership rights,  
or family roles.”
Tagiuri & Davis

 So why is the model so important?
 
Essentially, the three circle model identifies three independent but 
overlapping groups, the business, the family and the ownership, and 
helping to define the roles that individuals hold within the family business. 
As a practical tool for families and advisers alike it enables people to create 
a picture of where individuals sit within the context of the family business, 
and to help identify where there are overlaps and potentially conflicting 
roles too. 

There are seven different groups within the model and each will have their 
own needs/wants from the family business. It can be used to highlight 
differences and enable conversations to be had and frameworks to be 
introduced to manage relationships and prevent areas of conflict arising.
 
In fact, the longevity of the family business often depends on the 
introduction of suitable frameworks and structures to enable the 
harmonious interaction of all involved. 
 

CIRCULAR 
SIMPLICITY
PAUL ANDREWS
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So how do the three circles help?
 
Since the introduction of the model there have been 
numerous benefits such that it:
 
• demonstrates clearly the roles of individuals within the 

family and the business
• shows the interaction of the different aspects – family, 

business and ownership
• makes people aware of the different roles they have
• helps to clarify where any issues are arising and 

provide the basis for conversations to mitigate risks and 
introduce agreed policies and procedures

• enables tensions to be openly recognised and addressed
• recognises the need to consider the different groups 

involved and their needs.
 
How has the model withstood the test of time?
 
As a model it is simple and like many things it is human 
intervention that adds the degree of complexity. It is the 
simplicity of the model that helps in the application because 
the underlying essence of family, business and ownership 
have not changed. Obviously the world has changed in the 
past 40 years with new technologies and approaches to 
working but business is still business. Relationships have 
also meant that there are different family models as a result 
of divorce, in-laws, blended families, adoption and the 
model can accept all of these due to the ‘elasticity of the 
family’ circle too. And ownership still means ownership.
 
So, in reality, it is the practical application and the fact that 
the three circles can constantly be redefined and stretched 
to accommodate the needs of the modern families in 

business that ensures that the model is as relevant today 
as it was when it was invented all those years ago. As 
families pass through the generations and the number of 
stakeholders increases it still remains relevant to consider 
the needs and wants of each of the interest groups, and 
reinforces the need for good, clear communication more 
than ever. With families in business often saying that they 
are in it for the long term and many citing their desire to be 
custodians of a business for future generations, models like 
this are important to enable their desires to be achieved,
 
Shared values, vision and purpose and aligned goals and 
strategies enable families to move forward collectively, 
embracing and empowering management teams with clear 
direction and helping to achieve their goals too.
 
As a model it continues to influence, inform, educate and 
help families in business identify and address challenges 
and has undoubtedly been a game changer for many family 
firms the world over.
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THE WORLD’S  
LARGEST  
FAMILY FIRMS

Things continue to change for the better as there is 
growing recognition for the contribution of family firms 
around the world but it is important to continue to 
appreciate the scale, size and contribution of family 
businesses. It is important to continue to dispel the 
myths and uncover the real truths behind the sector. 

Here Paul Andrews explores the contribution of the ten 
largest family businesses in the world who collectively 
make a massive impact in terms of income generation, 
employment and wealth creation, not forgetting their 
philanthropy and the role that they play within their 
communities too.
 
Family-owned firms are core to the global economy, 
and their health and growth are vital to every country’s 
economic well-being.

The top 10 family firms in the world 
generate 1,887 billion dollars and 
employ 4,999,201 employees.

*Source: Scotpulse Oct/ Nov 2019
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Macsween, the UK’s most awarded Haggis brand was voted best Traditional  
and Vegetarian Haggis by the people of Scotland.* Ingrained in family tradition, 

we hand craft our products for a truly authentic taste sensation.

www.familybusinessunited.com  12



WALMART INC.
USA

Revenue – $486 billion
Employees – 2,300,000
Owners – Walton family (51%)
Founded – 1962
 
Walmart Inc. is an American multinational retail 
corporation that from humble beginnings as a small 
discount retailer in Rogers, Arkansas has opened 
thousands of stores in the US and expanded 
internationally. Today, Walmart operates over 
11,200 stores under 55 banners in 27 countries.

BERKSHIRE  
HATHAWAY INC.
USA

Revenue – $242 billion
Employees – 402,166
Owners – Buffet family (32%)
Founded – 1955
 
Berkshire Hathaway Inc. is an American 
multinational conglomerate holding company 
headquartered in Omaha, Nebraska.

FORD MOTOR  
COMPANY
USA

Revenue – $157 billion
Employees – 202,000
Owners – Ford family (40%)
Founded – 1903
 
Ford Motor Company, commonly known as Ford, 
is an American multinational automaker that has 
its main headquarters in Dearborn, Michigan, a 
suburb of Detroit. It was founded by Henry Ford 
and incorporated on June 16, 1903.
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CARGILL
USA

Revenue – $109.7 billion
Employees – 153,000
Owners – Cargill and MacMillan families (100%)
Founded – 1865
 
Cargill is an American privately held global corporation based 
in Minnetonka, Minnesota that brings food, agricultural, 
financial and industrial products to people who need them all 
around the world.

08

KOCH INDUSTRIES
USA

Revenue – $110 billion
Employees – 100,000
Owners – Koch family (84%)
Founded – 1940
 
Koch Industries is an American multinational 
corporation based in Wichita, Kansas. Its subsidiaries 
are involved in numerous business sectors that 
include the manufacturing, refining, and distribution of 
petroleum, chemicals, energy, fibre, intermediates and 
polymers and minerals. Charles G. Koch is Chairman 
of the board and CEO of Koch Industries, a position 
he has held since 1967. Since then, the company 
has transformed into a dynamic and diverse group 
of companies focused on value creation that helps 
people improve their lives.

07
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EXOR SPA
Netherlands

Revenue – $171 billion
Employees – 307,637
Owners – Agnelli family (52.99%)
Founded – 1927
 
The origins of Exor SpA can be traced 
back to the end of the 19th century, 
when Giovanni Agnelli founded Fabbrica 
Italiana Automobili Torino, or FIAT. He 
led the company over the decades by 
innovating, expanding internationally and 
investing in new industries. Today Exor 
SpA is a holding company with a culture 
that combines entrepreneurial spirit and 
financial discipline.

VOLKSWAGEN AG
Germany

Revenue – $288 billion
Employees – 642,300
Owners – Porsche family (52%)
Founded – 1937
 
The Volkswagen Group, with its headquarters in 
Wolfsburg, is one of the world’s leading automobile 
manufacturers and the largest carmaker in Europe. The 
Group comprises twelve brands from seven European 
countries: Volkswagen Passenger Cars, Audi, SEAT, 
ŠKODA, Bentley, Bugatti, Lamborghini, Porsche, Ducati, 
Volkswagen Commercial Vehicles, Scania and MAN. 
Each brand has its own character and operates as an 
independent entity on the market.

04
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The information was based on the findings of the 
2019 EY and University of St Gallen Global Family 
Business Index. 

Find out more at www.familybusinessindex.com

BMW
Germany

Revenue – $119 billion
Employees – 129,932
Owners – Quandt family (46.82%)
Founded – 1916
 
BMW is a German multinational company which 
produces automobiles and motorcycles.

06

ROBERT BOSCH  
GMBH
Germany

Revenue – $95 billion
Employees – 402,166
Owners – Bosch family (99%)
Founded – 1886
 
Robert Bosch GmbH, or Bosch, is a German 
multinational engineering and technology company 
headquartered in Gerlingen, near Stuttgart, 
Germany. The company was founded by Robert 
Bosch in Stuttgart in 1886.

10

SCHWARZ GRUPPE
Germany

Revenue – $109.6 billion
Employees – 360,000
Owners – Schwarz family (100%)
Founded – 1930
 
Schwarz Gruppe is a private family-
owned German retail group that owns and 
operates the Lidl and Kaufland brands. It is 
the fourth-largest retailer in the world by 
revenue.

09
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WINES OF  
THE WORLD

There are lots of family owned vineyards around 
the world, some new and others that have 
been in families for generations. Paul Andrews 
explores the world of wine, showcasing some 
great family owned wine producers.

15  FEATURES
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RIDGEVIEW
UK – 1995
 
Ridgeview has been at the forefront of the recent evolution of English sparkling 
wine production. Ridgeview is a second-generation family company situated 
in the South Downs National Park producing world class sparkling wines. 
Their wines are exported around the world and served at many prestigious 
occasions. The story began in 1995, when Mike and Chris Roberts decided 
to realise a vision, nurtured for many years. With a love of England and a 
passion for wine, they investigated the English wine industry with a view to 
understanding the type of wine production they felt would thrive best in the 
cool climate of Southern England. Their research pointed towards traditional 
method sparkling wine made from the three classic varieties: Chardonnay, 
Pinot Noir and Pinot Meunier.
 
At the time, sparkling wine production in England was largely unexplored and 
unproven so the dream to create world class sparkling wine in Sussex was 
certainly a risk.
 
Nestled at the base of the beautiful South Downs with their chalky soils, the 
perfect site was found – the ridge with an unforgettable view. It was here 
the journey began. Whilst the vines were gently nurtured towards their first 
harvest, they were busy creating one of England’s only underground cellars 
and building a state-of-the-art winery. Their first grapes were harvested and 
pressed; the wines were bottled, then hidden away in the cellar to age.
 
Over 20 years later, production has increased to more than a quarter of a 
million bottles and Ridgeview is sold across the world. At the helm is CEO 
Tamara Roberts and her brother, Simon Roberts, is Head Winemaker. 
Ridgeview has celebrated some amazing accomplishments in their relatively 
short history, culminating in the trophy for ‘Best Sparkling Wine in the World, 
Decanter 2010’. Ridgeview export their sparkling wines to countries including 
the USA, Scandinavia and Japan, and their wines are now proudly served at 
Buckingham Palace State Banquets and No. 10 Downing Street.
 

“It’s the passion that the 
family brings firstly to the 
growing of the grapes then 
to the making of the wine. 
Our philosophy is to do 
as little interference and 
make the wine as pure as 
possible. We think of it very 
much as a Ridgeview effort. 
When I look at the wine, it’s 
something that everybody 
has contributed to and it’s 
what we do together that 
makes it work.” 
 
Mike Roberts MBE (1943-2014) 
Founder of Ridgeview.



VILLA MARIA
New Zealand - 1961

 
Villa Maria has gone from a one-man band to a global brand in 50 years. In 1961, at just 21 years of age, George 
Fistonich leased five acres of land from his father in Mangere, Auckland and started off with just an acre of vines.  
He made his first wine under the name Villa Maria in 1962 with grapes harvested from this block. Throughout the 
1960’s Villa Maria was a one-man band, with George’s wife, Gail, supporting him in his venture, making dry red and 
white wines, sourcing grapes from the greater Auckland regions.
 
In the early 1970’s George started to employ staff and the company expanded rapidly. 
 
Today, Villa Maria employs more than 250 permanent staff, grows 28 different grape varieties, exports wine to  
over 60 countries worldwide and is New Zealand’s most awarded winery too.

DOMAINE FAIVELEY
France – 1825
 
Over 200 years of history and heritage underline the Faiveley 
vineyard. Wine runs deep in the Faiveley family blood. It’s values 
have remained unchanged over the last seven generations and 
are based on a deep attachment to the Bourgogne region, an 
instinctive passion for the terroirs and an innate respect for man 
and his work. Their rigorous methods of cultivation and precise 
vinification techniques enable them to produce distinctive 
wines that combine strength, finesse and elegance bringing 
history and heritage to the present day: where tradition meets 
modernity.

“As a family company, the 
desire to leave something 
for the next generation is an 
ever-present and overriding 
business objective”
 
Sir George Fistonich, Founder  
and Owner

“In the heart of Burgundy, we strive to reveal the finest terroir of our family domain. 
Our family has gradually acquired 120 hectares of vineyards located in some of the 
most prestigious ‘climats’ of Burgundy. For the past seven generations, we have been 
committed to rigorous viticulture and precise vinification, in order to perpetuate our 
historical wine domain that reveals the diversity of our unique family heritage. We 
strive for excellence, from our work in the vineyards right through to the bottling of 
our wines. Our desire is to enhance these outstanding Burgundian terroirs with a 
style that combines strength, finesse and elegance. The domaine’s values and culture 
are summed up in these keywords: family spirit, tradition and modernity, innovation 
and investment, savoir-faire, prestige and quality.”
 
Eve & Erwan Faiveley, 7th generation
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YELLOW TAIL
Australia - 1957
 
This family-owned winery is in the small country town 
of Yenda, Australia. This is where [yellow tail] wine is 
made by the sixth generation of the Casella family. In 
1957 founders Filippo and Maria Casella migrated from 
Sicily and arrived on Australian shores. They began 
making wine with the family’s winemaking philosophy 
at its heart; to bring family and friends together at any 
occasion.
 
It was this approach that inspired John Casella’s vision 
for [yellow tail] in 2001; to create an approachable wine 
that everyone could enjoy. By doing so, he wanted to 
demonstrate that wine could be fun, easy to choose, 
easy to drink and easy to understand. Their talented 
wine making team put a lot of passion and expertise 
into creating [yellow tail]. It is about making consistently 
great wines that over deliver on taste and quality; wines 
that are accessible and appealing to people all over the 
world.
 
Today John Casella continues to run the family business 
using the same principle of creating great tasting 
wines for all to enjoy. By combining a passion and 
understanding of the Italian heritage with a relaxed and 
modern Australian attitude, Casella continues to create 
wines that have wide appeal and will be enjoyed for 
generations to come.

“When my parents, Filippo and Maria 
Casella, first arrived in Australia in 
search of a better life they knew it 
wouldn’t be easy. They knew they 
would have to work hard and endure 
some challenging times if they were to 
fulfil their dream of building a winery 
and ensuring a prosperous future for 
our family.

After years of working and saving, 
they settled in Griffith. The dream was 
simply to build a winery where our 
family could work together, little did 
they know it would go on to become 
Australia’s largest family owned 
winery.

Growing up at the winery was very 
special. Wine was an integral part of 
family life and experiencing how it 
bought friends and family together is 
something I strive to emulate across 
Casella Family Brands today. It is 
incredible to reflect on the journey and 
growth of the winery from the first 
open concrete fermenter my father 
built in 1969, to today. I often wonder 
what my parents thought their humble 
family winery would look like, ten, 
twenty and now fifty years on.”
 
John Casella, Managing Director
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VIGNE MARINA COPPI 
Italy – 2003
 
The vineyard came into existence in August, 2003 
the year in which Francesco decided to return to 
Castellania driven by a passion for cycling and a love 
for the beautiful landscapes. The vineyard is only a few 
hectares, the size of a typical family-run farm: this allows 
them to grow and harvest directly, thus focusing on 
quality throughout the process. The choice of such dark 
grapes as Barbera, Nebbiolo, Croatina and the white 
Favorita and Timorasso grapes symbolises their close 
link with the Piemontese tradition and a will to make 
unique wines. Timorasso has been cultivated in this area 
since the middle ages and is the hallmark of this corner 
of Piedmont.
 
Their wines are the result of modern, careful and 
respectful winemaking based on local knowledge of 
the peculiarities of the area. Productions is only about 
25,000 bottles per year and can be called artisanal, 
allowing them to manage directly each step of the 
process and produce wines that reflect their will, 
personality and the strength of the land.

BOLNEY
England – 1972
 
Bolney’s story began in 1972 when owners and founders, Janet and Rodney 
Pratt planted three acres of vines to create what was then only the sixth 
commercial vineyard in England. Sam Linter, Rodney and Janet’s daughter, 
took over the reins in the mid-1990s. Under Sam’s leadership, winemakers Liz 
Morgan and Alex Rabagliati combine their knowledge and expertise to create 
award-winning wine. The Estate specialises in producing premium red, white, 
rosé and sparkling English wines that have won numerous awards, and gained 
lots of fans, all over the world.

“The wish to set off on this adventure 
in the wine-making world is entwined 
with the dream of bringing back to life 
the small and picturesque hillside village 
of Castellania, that is primarily known 
as the birthplace of my grandfather, 
Fausto Coppi. Here you will find that 
the uncontaminated environment, just 
a stone’s throw from the surrounding 
cities, has something unique to recount 
as part of our common heritage. This 
is where my dream started with the 
certainty of being able to make excellent 
wines from that very same land and 
those very same vineyards that always 
have borne the very finest of grapes.”
 
Francesco Bellocchio

“Our mission is to produce delicious, artisanally 
made quality wines. We are proud of our history 
and how far our family has come since we started. 
We are one of the pioneers of the industry and our 
experiments, experience and passion has, we hope, 
helped encourage or energise others who have 
joined our craft.”
 
Sam Linter

19  FEATURES



www.familybusinessunited.com  20

KINGSTON FAMILY  
VINEYARD
Chile – 1900’s
 
In the early 1900s family patriarch, Carl John Kingston, packed up his 
belongings and made the months-long journey from Central Mine, 
Michigan to Chile in search of copper and gold. In 1906, ‘Gramps’ 
joined the Cerro de Pasco Mining Company as an engineer, and 
travelled throughout South America scouting for his mother lode. 
Although he never struck gold, C.J. unearthed a large dairy and cattle 
ranch 12 miles from the Pacific Ocean in the western hills of Chile’s 
Casablanca Valley. With his new wife Caroline Los Kamp, C.J. settled 
in the casa patronal on ‘The Farm’.
 
After attending college in the United States, C.J. and Caroline’s oldest 
son, John, returned to Chile to manage The Farm. As family lore 
goes, John graduated from Harvard on a Wednesday, married Janet 
Wilson on a Thursday, and set sail for Chile on Friday. They settled 
in Casablanca next to the old corral, and raised five children on The 
Farm in the 1940’s  
and 50’s.
 
C.J. Kingston II described what it was like for the third generation of 
Kingstons growing up in Casablanca during this time: “We lived in 
a unique universe...There was a distinct bond between us because 
we were in it together. We were taught about school, work, animals, 
God, the Puritan ethic, and baseball. And we seemed to miss out on 
bullies and hoods, dope peddlers and girls. We are one of a handful 
of Chilean vineyards leveraging California viticulture and winemaking 
expertise to uncover the potential of our Chilean terroir.”
 
With the 1990’s came another generation of Kingstons and new 
possibilities for The Farm. While in graduate school at Stanford 
University, Courtney Kingston wrote a business plan that had little to 
do with cattle and traditional farming: She wanted to plant a vineyard 
in the far western hills of Casablanca.
 
Planting their first vines in 1998, they bet on Pinot Noir and Syrah 
in a valley known exclusively for white wines. Inspired by California 
vineyard leaders like David Hirsch and Gary Pisoni, they planted a 
vineyard up in the hills and gambled on the future of cool climate 
reds. In 2003, they made 400 cases of Pinot Noir and Syrah under 
their own Kingston Family label to showcase the potential of coastal 
Chile for world-class wines.
 
Today, Kingston Family Vineyards has been recognised as ‘among 
the best wineries in Chile’ and for ‘making some of Chile’s best 
Pinots.’ In 2011, they were chosen to host a James Beard dinner 
in New York City, and named Winery of the Year by Wine & Spirits 
Magazine. Their wines have been featured on wine lists at top 
restaurants including Aureole in New York, La Mar Cebichería in San 
Francisco, and Boragó in Santiago.
 
Almost 100 years after C.J. Kingston first ventured to Chile, cows still 
graze in the fields, gold remains buried deep underground, and the 
fifth generation of Kingstons grows up surrounded by grapevines in 
the Casablanca hills.



MEERLUST
South Africa – 1756
 
Growing fine wines on the Meerlust Estate has been part of the Myburgh  
family tradition for eight generations, beginning in 1756. Long recognised  
for producing world-class wines, the Meerlust Estate is singularly rich in  
charm and history. 

A tour of the estate, situated 15km south of Stellenbosch, reveals its graceful 
Manor House, classical wine cellar, rose gardens, family cemetery, dovecote and 
bird sanctuary. 

The first owner of the property, a German immigrant named Henning Huising, 
recognised the beauty and potential of the farm and settled there in 1693. 
He named his new-found home ‘Meerlust’, meaning ‘pleasure of the sea,’ as 
the Manor House sits on a granite outcrop only 5km from False Bay, and in 
the warm summer months the vineyards are refreshed by ocean breezes and 
evening mists which roll in from the coast.

Visitors to the Estate – a National Monument – have for centuries anticipated 
seeing the cool, white façade of the Manor House as they passed through the 
gates and along the palm and oak tree-lined drive. Not much has changed. 
Today, that sense of having arrived at a most treasured home and estate is 
enhanced by the knowledge – on seeing the sweep of vineyards that flank the 
drive – that here grow the grapes of the prized Meerlust wines.

The estate is blessed with very particular and suitable soils. The sub-soils are predominantly clay, from an ancient alluvial 
deposit, while the topsoil and intermingling layers are of progressively weathered granite gravel, originating from majestic 
granite mountains thrust up by volcanic activity some 160 million years ago. Its proximity to the sea allows its vineyards to 
benefit from the cooling effect of the prevailing south-east wind during the hot Cape summers, permitting a slow ripening 
of the grapes for a rich varietal aroma. The area experiences extremely heavy dew deposits and its annual winter rainfall 
measures approximately 550mm. Further moisture is derived from the mists that occur in this coastal belt during the 
ripening period. Temperatures are moderate around the year.

The secret of the suitability of the Meerlust soil lies in the varying composition of clay and granite. Where the soils are richest 
in clay, Merlot has been meticulously set down, so that the roots can penetrate deep into the soils, seeking the moisture held 
there by the sponge-like clay from the winter rainfall and made available to the vine throughout the ripening season. These 
soils are also spiked with black laterite deposits known locally as ‘koffie klip’, which further add to the distinction and quality 
of the wines.

The hardy Cabernet Sauvignon and Cabernet Franc are planted on well-drained, warmer, predominantly granite gravel soils, 
where they are forced to work hard for their living, producing densely flavoured, characterful grapes. A small but carefully 
situated vineyard of Petit Verdot is planted on north-facing slopes. Chardonnay vineyards are planted in well drained alluvial 
soils along the banks of the ‘Eerste’ River while the Pinot Noir is planted on the most elevated, coolest part of Meerlust to 
create the pure expression of this variety.

This is a vineyard steeped in history and heritage and full of eight generations of family tradition too.
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Most wine history books agree that there is no doubt wine 
was first made in the Middle East. Theories even exist to 
suggest that a large number of red and white grape varieties 
were distributed as far as Europe by the Phoenicians from 
what is now Lebanon, and are ancestors to many of the 
grape varieties today. And so it was that in 1888, the Touma 
family established one of the first wineries and distilleries in 
Lebanon in the small town of Kab-elias of the Bekaa-Valley 
to produce wine and Arak Touma, the national Lebanese 
drink.

Continuing in the success, tradition, and experience gained 
by the Touma family with their Arak Touma, the Heritage 
Winery was established and released its first modern wines 
in 1997. Heritage is a family produced wine that preserves 
the traditions of wine making while mastering the state-of-
the-art technologies in the production of varietal wines.

Heritage is a new class of Lebanese wine that is created from 
a unique selection of the finest grapes of the Bekaa-Valley. It 
stands to be the best representation of a true Lebanese wine. 

The philosophy behind Heritage wines is based upon four 
major elements:
• Best-in-Class vineyard cultivation, the care required for it, 

and production of wine from gathered grapes.
• Making use of the old experience and winemaking secrets 

passed over three generations of wine making fathers.
• Mastering the use of the state-of-the-art wine making 

technologies.
• Passion and enjoyment of Lebanon and wine production.
 
History and heritage abound for what is clearly a Lebanese 
wine making family with a real pride and passion for all that 
they do.

“Wine making is our heritage and a spiritual extension of us. It is our passion, our 
calling, and our duty to keep the roots of this family alive. To a ‘Touma’ family is the 
most important thing. It is our sense of belonging and our sense of brotherhood that 
has kept this business in the family for such a long time and it will hopefully remain in 
the family for generations to come.”
 
Wissam Touma, General Manager

HERITAGE WINERY
Lebanon – 1888
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WHAT ASIA’S FAMILY 
FIRMS CAN TEACH 

WESTERN BUSINESS 
ABOUT PURPOSE

ONG BOON HWEE  
AND MARK GOYDER

Ong Boon Hwee is CEO of Stewardship Asia Centre. Mark Goyder is founder of 
Tomorrow’s Company. Joint authors of the new book, ‘Entrusted – stewardship for 

responsible wealth creation’ is published by World Scientific.

In the book Ong Boon Hwee and Mark 
Goyder argue that companies can 
thrive if they rediscover stewardship, 
balancing the needs of shareholders, 
community and environment.

“Nothing has ever belonged to me. 
I believe the key for continuity and 
long-term prosperity is to maintain 
inherited assets as if they are not 
my own properties. They are under 
my management and governance. 
Thus, understanding this mission, we 
have to work hard to grow the value 
and assets, in both quantitative and 
qualitative terms.” These are the words 
of Zengoro Hoshi, the current patriarch 
of a 1,300-year-old company, which 
operates the world’s second-oldest 
hotel, Hoshi Ryokan. 

Founded in 718, this Japanese family-
run business has flourished for 46 
generations. The family has not only 
grown the inn business over the 
years, but as part of the company’s 
conservation efforts, the inn makes a 
point of caring for the hot spring on 
which it is built, which it regards as 
a precious gift from nature. Coupled 
with its philosophy of ‘less greed and 
realisation of enough’, the family seeks 
to maintain a balance between the 

needs of business, community and 
environment.

In a 2017 study of 200 successful and 
enduring family businesses in Asia 
Pacific by Stewardship Asia Centre, 
80% agree that their organisation 
has a clearly articulated purpose, 
which is crucial to the development of 
the organisation. In the same study, 
business leaders ranked uplifting the 
community as the key priority out 
of a list of nine. It is significant that 
profitability came in seventh, and 

the leadership trait that the leaders 
believe to be most crucial is the 
long-term vision that ensures that 
the business consciously builds for 
the future. Of course a successful 
business must first be profitable. Yet 
multigenerational businesses recognise 
that to be successful, a ‘profits-only’ 
approach mantra is unsustainable. 
There is an interdependence between 
companies that thrive, the relationships 
they nurture, and the stakeholders 
and community they impact upon. 
Intuitively, these companies inject the 



spirit and principles of stewardship 
into their business decisions to build 
organisations that embrace responsible 
wealth creation.

In our joint research, and in dialogue 
with hundreds of leaders, owners, and 
stakeholders of business, we observed 
that stewardship is nothing new to 
people in business, east or west. While 
terms used may differ, stewardship 
values and concepts are often universal 
– responsible ownership, sense of 
purpose, long-term perspective, 
relationship and community focus. 
These values are supported by three 
stewardship elements: the will to act 
by the individual; being mindful of 
balancing present and future demands; 
and recognition that stewardship is 
about creating value and wealth in an 
interdependent manner.

Founded 186 years ago, and now in 
its eighth generation of leadership, 
Ayala Corporation is one of the leading 
and oldest industrial conglomerates in 
the Philippines. In 1997, Ayala signed 
a water concession agreement to 
operate the water and sewer systems 
of Metro Manila’s east zone. Its CEO, 
Jaime Augusto Zobel de Ayala, felt 
that “proper water management was 
critical for the economic development 
of Manila” and saw an opportunity for 
Ayala to contribute to nation building. 
Such a move is aligned with the 
founder’s aspirations. From the outset, 
Ayala’s founder Antonio de Ayala 
emphasised the importance of being a 
steward to ensure the success of the 
company and all its stakeholders.

“One cannot have 30 
bowls of rice 30 years 
from now, and zero bowls 
for the next 30 days. So 
there has to be a balance 
between short-term and 
long-term”
 
From generation to generation, the 
spirit of stewardship has been passed 
down to succeeding leadership and the 
company as a whole. In 2014, Ayala 
was awarded the prestigious IMD-
Lombard Odier Global Family Business 
Network International award, an award 
that “celebrates the impact of family-
run firms on the global economy.”

In essence, the corporation was 
recognised for its “strongly rooted 
values; long-term, strategic 
partnerships; commitment to 
family leadership and stewardship; 
consistency of values across 
generations; contribution to the nation’s 
development and its integration into 
the family’s long term business interest; 
and well-planned succession policies.”

This is stewardship in action – to 
manage, nurture and grow what has 
been entrusted so that we can hand 
it over in a better shape, and in the 
process benefit society and safeguard 
the interests of future generations. 
Excellent examples of stewardship in 
action can be observed in businesses 
both East and West. From Banyan 
Tree in Singapore to Patagonia in the 
US, and Tata Group in India to Unilever 
in Europe. The challenge is to foster 
stewardship progressively across 
geographies and along the entire 

value chain – from asset owners, asset 
managers, investors, shareholders, 
boards of directors, management, 
policy makers, regulators and down to 
the employees and individuals, so that 
it is the norm rather than the exception.

In the world of stewardship in action, 
there will be many instances where 
decision-makers face dilemmas and 
have to reconcile short-term pressures 
with the desire to run for the long-term. 
Elaborating on the importance of acting 
today with tomorrow in mind, CEO of 
Temasek Holdings, Ho Ching says: “We 
do recognise that you cannot be there 
for the long term if you don’t take care 
of your short term. One cannot have 30 
bowls of rice 30 years from now, and 
zero bowls for the next 30 days. There 
has to be a balance between the short-
term and longer-term deliverables. 
But if we over-focus on the short-term 
deliverables, we may run the risk of 
doing that at the expense of [the] long 
term.”

Temasek defines in its charter its goal 
to be an active investor, a forward-
looking institution and a trusted 
steward. Guided by an ethos of 
sustainability and good governance, 
Temasek adopts a long-term horizon 
for its investment activities. It is 
constantly reshaping its portfolio for 
sustainable long-term returns to deliver 
for future generations, and its returns 
are generally retained for reinvestment. 
The Singapore State Investment 
Company recently announced its 
commitment to go carbon neutral by 
2020, and to halve greenhouse gas 
emissions of its entire portfolio by 
2030.
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The rediscovery of stewardship is urgently needed 
if our businesses are to play their full part in 
tackling economic and social divides, the climate 
and biodiversity emergencies. We need every 
ounce of human ingenuity if societies are to be set 
on a less damaging course than at present.

“The challenge is how to 
make wealth creation no less 
adventurous, but at the same time 
more human and respectful of the 
needs of our grandchildren”
 
We need to galvanise the energy of forward-
thinking companies, and the versatility of markets 
to transform our system of wealth creation.

The challenge is this: how to make our system 
of wealth creation no less adventurous, but at 
the same time more human, more honest, more 
responsible, more inclusive, more engaging, and 
more respectful of the needs of our grandchildren.

In healthcare, the most long-lasting and effective 
help for patients is not an imposed regime or new 
pills. From time to time these interventions are 
necessary but, on their own, they are not enough. 
Helping sick people get well means helping them 
find the motivation within themselves. The same 
is true in the world of business and investment. 
Laws, rules, taxation and incentives are only 
part of the answer. They are the hardware of the 
system that channels money into productive and 
profitable businesses. Stewardship is the software, 
or “heartware”.

www.stewardshipasia.com.sg
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Golden Casket is one of the largest and most innovative 
confectionery specialists in the UK and has been growing 
successfully for nearly 60 years with brands dating back to the 
18th century. The business is now run by the second and third 
generation of the Rae family. Paul Andrews went to meet them to 
find out more.

SWEET  
LITTLE  
MYSTERY

It was back in 1959 that the 
journey began. Douglas 
Rae, a qualified banker with 
£100 in his pocket set out to 
create a business to market 
confectionery from scratch. His 
family, friends and colleagues 
within the banking sector 
thought he was mad but 
Douglas had a vision. At that 
time, young bankers were 
poorly remunerated and with 
a young family Douglas was 
looking for a way to provide for 
his family and concluding that 
banking was not the route for 
him, took the plunge and set 
up his own business. He began 
distributing confectionery to the 
independent retail sector across 
Scotland, literally operating 
out the back of a van which he 
christened his Golden Casket. 

Within a couple of years, the 
company moved into its first 
premises in Greenock with the 

exclusive rights to distribute the 
Daintee brands, Kunzle Cakes 
and Bensdorp confectionery.

Sales grew over the course of 
the 60’s especially through the 
Kunzle Cake brand and by 1968, 
Golden Casket had 12 salesmen 
and an annual turnover of over 
half a million pounds. 

Then in 1969 Charles Forte 
acquired Kunzle which was 
not good news for Golden 
Casket as it virtually signalled 
the end of the relationship that 
had been significant in their 
growth to date. As Crawford 
adds, “On acquiring the Kunzle 
business Forte naturally 
wanted to have the profitable 
Scotland operation for himself 
so in exchange for the Scottish 
Kunzle business, Forte agreed 
to give Golden Casket the 
Scottish agency for Fuller’s, a 
business that was famous for 

manufacturing cakes, chocolates 
and sugar confectionery.”

Fuller’s was a sister company 
of Terry’s of York which was 
also owned by Forte. Business 
continued and soon the team 
had built up sales to replace the 
Kunzle sales.

Two years later and another 
key moment in the history 
of the business took place, 
partly as a result of the 
values and relationships that 
Douglas and the team had 
already demonstrated. Terry’s 
announced that Fuller’s was 
to be sold with negotiations 
already taking place with an 
American manufacturer who 
saw the acquisition as a route 
for their own products into the 
UK market. This was potentially 
a devastating blow to Golden 
Casket so Douglas immediately 
headed to York for talks with the 
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Terry’s board. A deal was struck 
that resulted in the acquisition of 
Fuller’s by Golden Casket. 

Sales of Fullers Twin Bars and 
chocolates continued to be 
manufactured in York and 
premises had to be found to 
pack and wrap the Fullers lines in 
Greenock.

Golden Casket signed a 10 year 
lease for premises at Fort Matilda 
in Greenock which had been used 
formerly as a torpedo factory 
during WW2. The empty units 
with broken floors, dirty walls 
and no electricity were turned 
into offices and a production 
and packing facility. In 1972 
Golden Casket acquired Campsie 
Confectionery and brought all 
their manufacturing equipment  
to Greenock.

Terry’s were a real asset 
throughout as they continued to 

make products during the period 
of construction, sending people 
to train the staff in Greenock once 
the factory was ready. For the first 
five years after opening, Terrys 
continued to help make products 
to satisfy demand. This support 
for Douglas and the team was 
embodied in the words of Terry’s 
Chairman and Managing Director, 
Ian Johnston, “who said that ‘big 
business’ does not have a kindly 
face?”

In 1976 Golden Casket were 
approached by old established 
confectionery manufacturers, 
Buchanan’s of Scotland, to see 
if they would be interested in 
making their extensive range 
of products under ‘own label’ 
terms as their Glasgow factory 
in Shieldhall was being forced to 
close. As Crawford explains, “I 
was a bit of a mechanical geek 
at school and at weekends I 
was fortunate enough to work 

with an engineer from the 
packaging machinery company, 
Rose Forgrove helping him 
rebuild equipment. That was to 
be an excellent grounding for 
the years to come because in 
1976 I went into the business to 
learn the fantastic art of sugar 
confectionery, manufacturing 
the unique Buchanan’s lines. This 
new production boosted the 
weekly output from our Greenock 
factory and the Buchanan’s 
brand became such a significant 
part of our production that my 
father negotiated the takeover 
of Buchanan’s under a unique 
settlement arrangement that is  
still in vogue to this day.”

Manufacturing continued to 
expand with new business 
being added to the mix and 
new brands acquired. In 1987, 
the manufacturing company 
Fuller’s Ltd was sold to John 
J. Lees Plc and all production 
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OUR 
PHILOSOPHY HAS 
ALWAYS BEEN 
TO PRODUCE 
THE VERY BEST 
CONFECTIONERY 
AND TO DELIVER 
BEST VALUE AND 
SERVICE TO OUR 
CUSTOMER

issues and difficulties with supply 
saw Douglas’s son Crawford 
leaving his position of Production 
Director at Fuller’s to start 
manufacturing once again from 
scratch at Fort Matilda, initially 
with only six members of staff to 
concentrate on the Buchanan’s 
products. Two years later the 
business of Drysdale & Gibb was 
acquired as it fitted comfortably 
into the niche market occupied 
with pride by Buchanan’s. 

1995 saw the acquisition of ailing 
English company, Caramel House 
Ltd based in Merseyside and the 
business and production was also 
moved to Greenock.

Another pivotal moment for the 
business took place in 1990 with 
the launch of a new range called 
‘Millions’ which was the brainchild 
of Douglas Rae. Millions, the tiny, 
tasty, chewy sweets, available in 
different fruit flavours, became 
an instant success through 
innovative tube packaging 
developed on specially modified 
equipment at Greenock. The 
Millions brand has grown each 
year with worldwide sales 
currently approaching 2,000 
tonnes per year with further 
expansion in the pipeline. 

At the same time that Millions 
was introduced the ‘Half 

Pounders’ range was also 
launched, an equally important 
contributor to the growth 
of the business. The range 
encompassed more than 60 
varieties of sweets, all with the 
same price for each variety. 
Half Pounders has become 
the private retailers ‘own label’ 
brand and is now only available 
through the private sector under 
the £OnePounder brand post 
metrication.

Further growth came in 1998 
with the acquisition of Hills of 
Hawick whose main product, 
Hawick Balls, enjoyed a high 
profile through the constant PR 
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generated by Bill McLaren, the well 
known rugby commentator.

A further and interesting 
acquisition took place in 
the summer of 2006 when 
Scotland’s oldest confectionery 
manufacturing company, J. & A. 
Ferguson Limited of Glasgow was 
purchased. This business started 
in 1794 and produced some of the 
finest chocolates manufactured in 
the UK.

Each and every year to date the 
turnover of Golden Casket has 
increased and it has become 
one of the most successful 
confectionery companies, and 
the largest, in Scotland. Part of 
the success is undoubtedly down 
to the entrepreneurial spirit, 
determination and drive of its 
founder, Douglas Rae, but he was 
the first to admit that the success 
could not be down ‘to just one 
man.’ He recognised that the ace 
card was the fantastic quality 
and depth of the products and 
innovation which were produced 
and headed by his son, Crawford 
along with his team in the 
factory as well as recognising the 
dedication and knowledge of all 
the other committed staff, many 
of whom have worked for the 
business for years.

As Crawford explains, “We are a 
tight knit family business. Today 
my two sons, my daughter, my 
brother-in-law, cousin and nephew 
all play vital roles within the 
business. Our primary focus of 
servicing the independent retail 
sector through our sales network 
remains as strong today as it did 
back in 1959. Our confectionery 
is manufactured by our family for 
your family.”

“My father Douglas Rae OBE, 
sadly passed away in 2019 and 
up until a couple of years ago 

remained extremely active having 
given almost 60 years building 
the company. He was a wonderful 
father and mentor who is sorely 
missed.”

“There were so many highlights in 
his business life, culminating in his 
OBE two years ago for services 
to business and sport and then 
posthumously having a street in 
Greenock named after him was 
great recognition and very special 
for all of us.”

“Our philosophy has always 
been to produce the very best 
confectionery and to deliver 
best value and service to our 
customers. Our people very much 
buy into our philosophy so it’s no 
coincidence that 35% of our staff 
have over 25 years of service with 
us.”

“We now employ over 150 talented 
craftsmen and women across our 
day and nightshift patterns, across 
28 production and packing lines 
from our A PLUS BRC-Accredited, 
nut free factory.”

Crawford is the second generation 
of the family to lead the firm which 
is already looking to the future 
with three of the next generation 
actively involved in the business in 
sales, production and marketing. 
The future is on the agenda 
because as Stuart Rae, third 
generation Sales Manager explains, 
“None of us are immortal and we 
have a broader responsibility to 
everyone involved. Douglas was 
an inspiration, he believed he was 
immortal, working each and every 
day. He would be proud of how we 
are moving the business forward 
and it is important to plan for 
the future too. We all have clear 
roles and responsibilities which 
helps to ensure that everyone 
knows what they are responsible 
for, and whilst our heritage is 

important and helps to define 
who we are as a family firm, the 
future is what really matters. We 
continue to invest in new plant and 
machinery and are excited about 
the continuing journey for the 
business too.”

This is a true gem of a family 
business, a ‘treasure trove of sweet 
treats’ with innovation at the 
heart of all they do. Part of their 
unrivalled success is undoubtedly 
due to the determination and 
entrepreneurialism of the Rae 
family to continue the business, 
marrying tradition and modernity. 
This is a family business at the 
heart of the Inverclyde community, 
a business that strives to be the 
best and one that continues to be 
innovative and push boundaries, 
investing for the future with a 
perfect balance of the old and the 
new paving the way for years to 
come. 

As Crawford concludes, “We are 
proud to be a family owned, family 
run manufacturing business based 
in Greenock and it is great to 
see the next generation already 
actively involved in all that we 
do. You would be forgiven for 
thinking we are an old fashioned 
company. Certainly, our values 
are traditional but great attention 
is paid to keeping the taste and 
quality consistent and we are 
always full of new ideas, looking 
forwards all the time. Innovation 
is at the heart of our business and 
we look forward to continuing the 
business in line with the values, 
drive and aspiration upon which 
we have been built by our founder, 
investing, modernising and making 
sure we remain fit for purpose for 
the next generation and beyond.”

www.goldencasket.co.uk
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LET THE NEXT 
GENERATION THRIVE

Family businesses should trust in next generation leaders to  
thrive in digital age according to the latest research. Here we take a 
look at the findings from nearly 1,000 NextGens around the world who 
are becoming, or aspiring to become, family business leaders.

Family business NextGens view themselves as agents of change for 
digital transformation but are looking for greater support and trust 
from current generation leaders, according to a new report by PwC.

PwC’s Global NextGen Survey 2019 found that a majority of 
NextGens are already deeply engaged in the family enterprise, with 
nearly half (48%) reporting that they already run significant internal 
operations. A quarter (26%) are already in an executive director 
position.

This level of engagement is also matched by future ambitions to lead, 
with 41% seeking an executive director role within the next five years 
and nearly a third (29%) looking to be a majority shareholder. 

Confidence is also high amongst NextGens about the value they 
can bring in terms of skills. Over two-thirds of respondents see their 
strongest attributes (problem-solving and leadership) to be essential 
skills in the future business landscape. 64% say they can add value to 
ensure future business strategy is fit for the digital age.

Peter Englisch, Global Family Business Leader, PwC Germany says, 
“The survey findings highlight the positive news that NextGens are 
ambitious and deeply committed to the family business. They see a 
clear role in securing the family legacy in an age of profound disruption 
and transformation. Yet they also see themselves as being held back 
and frustrated by a lack of opportunity."

“We should recognise, however, that these frustrations are realistic 
and pragmatic. What NextGens are looking for is support in terms of 
developing the expertise and experience they need to succeed. Their 
view can be summed up as: Help me unlock my potential so I can gain 
the skills and experience I will need to take on the leadership roles I 
aspire to.” 

"They are a diverse group in terms of their needs and ambitions. 
NextGens require an approach that is built around understanding their 
needs and ambitions and this survey provides an important guide to 
the next steps they should take."

PAUL ANDREWS
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The survey identifies four key personas of NextGens, based on 
their views of their skills, contributions and career goals. These 
personas are:

Vicki Huff Eckert, US and global leader, 
PwC New Ventures says, "It’s vital to 
understand the importance of a cross-
generational approach. In some family 
businesses, there may be up to five 
generations all working together in one 
company. Each generation tends to 
have characteristics that can clash with 
those around them – but they also have 
insights, experiences and skills that can 
benefit the business."

"Weaving in the 
best traits from each 
generation – knowing 
when to let the young 
take the lead and 
when to rein them 
in – can make the 
difference between 
simply surviving and 
passing on a thriving 
enterprise to the next 
generation."

www.pwc.com

46%

26%

8%

20%

Transformers: Self-confident future 
leaders (46% of respondents)

Transformers aim to lead change in 
the family business and are more likely 
to aspire to executive roles within five 
years (56% of transformers said this vs. 
41% of all 956 respondents)

Stewards: Keeping to tradition 
and existing networks (26% of 
respondents)

Stewards are more likely to be over 
35 than other NextGens (42% vs. 
36% of all respondents) and to be in a 
management role (44% vs. 39% of all 
respondents). 

Intrapreneurs: Proving yourselves 
by running ventures under 
the family’s wing (20% of 
respondents)

Intrapreneurs are more likely to 
feel the need to prove themselves 
before presenting ideas for change 
(27% vs. 21% of all respondents). 

Entrepreneurs: Following your own 
path outside the family business  
(8% of respondents)

Entrepreneurs are less likely to see 
themselves as future leaders of the 
family business – though they want to 
lead their own business – and are more 
likely to aspire to a governance role in 
the family business (for example, on the 
family council). 



WHAT MAKES AN 
EFFECTIVE CEO?

SAM REESE

Sam Reese is CEO of Vistage, the world’s largest CEO coaching and peer 
advisory organisation for small and midsize businesses. Over his 35 year 
career as a business leader, Sam has led large and midsize organisations 

and has advised CEOs and key executives of companies all over the world. 
www.vistage.com
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The goal of an effective CEOs is to continue to improve 
day after day and never be comfortable with the status 
quo for your company or yourself. Sam Reese explores 
three do’s and dont’s for CEOs who are on the path.

Three things effective CEOs do:
1. Keep everyone energised and committed to the purpose of the company and use 
that as the fuel that keeps everybody rolling.
When you are clear about purpose, it invites every single employee, every customer and 
every supplier to make sure you’re doing what you said you’d do. And it creates a true 
north star that’s the foundation of integrity and trust in your business.
 
2. Align the team around strategy, culture, organisation, results, and execution.
It’s important to always stretch people to get the goals you’re after. But you’ve got to 
make sure employees are equipped with the right tools, resources and plan to get there. 
Always make sure the organisation and culture are where they need to be. If culture isn’t 
where you need it to be, it won’t matter what your organisation looks like. You won’t get 
the results, and you’ll never execute with precision.
 
3. Listen to objective perspectives from people you trust.
CEOs sometimes develop confirmation bias and seek the easy places to get answers that 
validate their points of view. Avoid situations where you listen to people who just tell you 
what you want to hear. It may make you feel smart and like you have all the right ideas, 
but it keeps you from seeing important pitfalls or better solutions. Good CEOs listen to 
contrary beliefs – both inside and outside their companies—so they understand the full 
picture.
 
Three things effective CEOs don’t do
1. Tolerate executives within your organisation who take the shortcut to leadership.
What I mean by that specifically is people who care more about their own personal 
credibility than what the company is really trying to accomplish. When things are not 
going well, some executives will take the path of: “Well, I don’t know what the company 
is doing, but my team is doing great.” That only develops a counterculture within 
organisations.
 
2. Allow for excuses.
Excuses breed failure. By not having excuses, you get creative. You think about ways 
to manage through challenges, and your goals stay the same. If you start with a list of 
excuses, the team is going to quit the first time they hit an obstacle. If you don’t have 
excuses, you can accomplish great things even in tough times and changing markets.
 
3. Create multiple stories about performance.
It’s dishonest. You’ll end up losing transparency and respect when the truth comes out. 
You have to just have one story for your team, staff and stakeholders, and the one story 
has to be the truth.
 
The more I work with executives and the more I work on my own development as a 
CEO, these lessons remain true. Being a great CEO isn’t something anyone is born to do, 
because the challenges of a company, its culture and economic cycles always stay in flux.

It’s a race. Good CEOs are mindful of the health of their team and aware of their 
competition. They are neither above nor afraid of doing the hard work. They don’t allow 
themselves to be content. And they always try to improve.



BARRIERS TO 
SUCCESSION

When I think of the word “Succession” I need to have 
some clarity around what is being handed on to know 
what I’m really looking at. If I work in the Corporate 
World and it is the CEO’s position we are planning to 
change, then my focus will be on transitioning, to the 
appropriate person, both authority and responsibility 
for the business’s strategy and operations. If I’m living 
in a Family Business World, then my focus will include 
both the above, responsibility and authority, and will also 
include an understanding and clarity around ownership 
transfer as well.

The changing ownership of the shares in the business 
may well be the greatest hurdle to overcome when 
discussing Barriers to Succession. Why? Because the 
current owner has a perspective on the outcome, the 
successor has a perspective on the outcome and all the 
closely associated successor relatives will probably have 
their own perspective on how the transaction should 
play out. If these perspectives are different, and in most 
cases they are, then we have a situation that needs to be 
resolved.

Another barrier to successful succession is lack of 
planning. Succession should be considered a process, not 
an event, so what does the process look like when we 
begin? Planning the transition needs to account for many 
different things. The retiring parent leaving the business 
may want to leave the family in harmony, to keep their 
self-identity, funds during retirement and reduced 
exposure or risk from the business. The successor 
may want power and control and capital for growth. 
The successor who may not be active in the business, 
may want to be treated fairly, have some input on key 
decisions, want a return on investment, protection of 
capital and their own exit plan.

If succession is just left to occur after the reading of a Will, 
then questions might arise about the capacity of the new 

owner/leader to lead, their experience, knowledge of the 
business and the industry in which it operates, the desire 
to take on the responsibility of managing an ongoing 
concern, not to mention the potential challenge to the Will 
if there are questions regarding the deceased’s intent and 
mental state at the time of writing.

Open and honest communication is another critical 
component of the succession process. The ability to 
discuss anything with parents, children, siblings and 
cousins. Disputes often arise and having a dispute 
resolution process within the family is worthwhile and 
valuable. Transparency about how the business operates, 
who is in charge and why, finances including how the 
business is funded (parents may be locked in to the 
business as they underwrite the business borrowings), 
and the legal structure of the ownership holdings need 
to be understood and accepted by all. This is a challenge 
when family secrets surface to upset the fine balance 
between family members. 

Without good governance the succession process may be 
doomed. Unless there are structures within the business 
and the family for honest meetings and conversations to 
take place, there may be problems ahead. Appropriate 
meetings for discussions of change, strategy, risk 
management or state of play, whether pertaining to family 
issues or business issues, must be a part of an ongoing 
family culture. A fiduciary Board, an Advisory Board or a 
Family Charter (Constitution) are some of the structures 
that can keep the family and the business on track.

No natural designated heir is potentially another barrier, 
However, it may not be a lost cause if no-one stands out 
during the planning process. Maybe an outside CEO could 
be a temporary measure until the next family member is 
ready, willing and able to take on the challenge of running 
the business.

JOHN BROONS
Succession is a challenge the world over. 

Here we look at some of the common issues in the process
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Succession in many family businesses might share 
similarities but each succession process is as unique 
as the family owning and operating it. Some important 
questions you will need to answer in beginning your 
journey include:
• Who needs to be involved in your succession planning 

process?
• Do they want to be there and share the journey?
• Who do you find to advise you and your family on the 

succession process?
• What will you be transitioning?
• What is the timeframe you would like to work to?
• Are we able to work through this process?

In conclusion, a quote from Professor Dennis Jaffe’s book 
‘Working With The Ones You Love’ nicely sums  up the 
succession planning process: 
 

“The future involves not solving a 
problem, but creating a structure 
that anticipates the most likely 
difficulties and develops resources 
for other people to solve problems. 
This means developing other 
people’s capacity to lead, which is 
different to leading yourself.”

John Broons is a specialist family business consultant, 
confidant, counsellor, coach and facilitator.

www.johnbroons.com



EVERY 
BUSINESS 
OWNER 
SHOULD 
DEFINE 
WHAT 
SUCCESS 
LOOKS LIKE

JOSH BARON

Josh Baron looks into the purpose 
behind the business and how you 
can create a plan to accomplish what 
matters most to you.
 
Josh Baron is a partner and co-founder 
of BanyanGlobal Family Business 
Advisors, and an adjunct professor at 
Columbia Business School. This article 
was first published on the Harvard 
Business Review (www.HBR.org) and 
has been reproduced with permission. 

www.banyan.global

“What do you mean we can’t pay 
dividends this year?” Elisa was 
incredulous. The board of the watch 
company she and her husband Mark 
had founded had just reviewed 
projected end-of-year performance. 
Usually this meeting was a celebration 
of another incremental step forward, 
with moderate growth, no debt, and 
significant dividends, which Elisa and 
Mark used to support their comfortable 
lifestyle and charitable donations. This 
year, however, revenue growth was 
way up, but profits were down, and the 
covenants on the debt taken out by the 
company to achieve that growth did not 
allow for any dividends. It was the first 
time that Elisa had felt out of control 
of the company she had co-founded. 
(Throughout this article, names and 
identifying details have been changed 
to protect confidentiality.)
 
How could the founders and sole 
owners of a company find themselves 
surprised by its inability to pay them 
annual dividends? Elisa and Mark had 
done many things right in building 
their business, including eventually 
appointing an independent board and 
an outside CEO to help the company 
reach the next level. But they made 
one crucial mistake. They failed to 
clearly and concretely articulate their 
“owner strategy,” meaning the tangible 
outcomes that they wanted to achieve – 
and avoid – as owners.

 For widely-held public companies, 
the owner strategy is simple. They 
are owned primarily by institutions 
or investors who have no personal 
tie to the business. These owners 
expect the company to maximise the 

growth in value of their shares, usually 
measured by hitting quarterly earnings 
targets. Indeed, most of what is taught 
in business schools and described in 
management literature is based on the 
assumption that companies exist to 
maximise shareholder value. But “that 
assumption ignores an equally obvious 
truth,” Bo Burlingham points out in 
Small Giants: “What’s in the interest of 
the shareholders depends on who the 
shareholders are.”
 
For the vast majority of businesses in 
the world, controlling ownership is in 
the hands of people with a tie to the 
company, rather than outside investors. 
That includes companies owned 
by founders, families, foundations, 
partnerships, and employees. 

Family businesses alone account for 
approximately 70% of companies in the 
US, 79% in Germany, 85% in France, 
and over 90% in Asia, India, Latin 
America, and the Middle East. When 
these businesses are privately held, they 
provide owners the most freedom to 
define how they will measure success. 
They can choose to pursue certain 
outcomes and avoid others, even if they 
do not maximise the economic value of 
their business.
 
We have found that very few of these 
owners would describe their sole 
objective as maximising shareholder 
value – and for many, it is not their 
primary objective. Yet, they are often 
not clear about what they do want, 
which can create missed opportunities 
for growth, a loss of talent due to 
frustration over the direction of the 
business, or a loss of control by the 
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owners as management fills in the void 
with their own priorities. A clear owner 
strategy is critical to keeping a business 
on course.
 
Passion project or growth 
machine?
In the case of Elisa and Mark’s watch 
business, their mistake was in not 
articulating their owner strategy to 
themselves and then sharing it with 
the rest of the company. They had 
started their watch business several 
decades ago as a passion project. Elisa 
had been trained as an engineer and 
was fascinated by how to improve 
the functionality of the product. Mark 
helped come up with sleek, new 
designs and had eventually left his 
job to help her launch the company. 
Together, they created one of the 
industry’s most distinctive brands, with 
revenue approaching a billion dollars. 
But growing the business had never 
been a priority for them. As long as it 
maintained the culture of innovation 
and allowed them to enjoy the fruits 
of their labours, Elisa and Mark were 
happy.
 
As the company grew to a size that 
exceeded their ability to manage 
it, they decided to hire an outside 
CEO with a strong track record in 
their industry to take over day-to-
day operations. The CEO saw an 
opportunity to aggressively grow 
the business, and invested heavily 
in international expansion and the IT 
systems required to support it. He also 
came up with less expensive, and lower 
quality, versions of the core products 
in order to broaden the company’s 
appeal. Although there were promising 

signs from these investments, the 
lack of profit growth – and the missed 
dividend – led the founders to realise 
that the CEO’s vision was out of sync 
with their own priorities.
 
So the founders opted to fire the 
outsider CEO and elevate an insider to 
the role instead. While the new CEO 
lacked the outsider’s credentials, they 
knew that he would ensure a return to 
a prioritisation of culture and creativity 
over hockey-stick growth. They created 
a clear owner strategy to guide all of 
the company’s major decisions – and 
achieve their own definition of success. 
To avoid a repeat experience, they 
spelled out their owner strategy to the 
company and worked with the board 
to align the new CEO’s compensation 
incentives with it.
 
Define YOUR owner strategy
An owner strategy generates alignment 
among owners, board members, 
executives, and employees, which, 
in turn, improves both performance 
and satisfaction. Think of it this way: if 
owners are clear about how they want 
to keep score, board members and 
management teams will know how to 
win. That clarity also allows companies 
to define success on their own terms, 
rather than someone else’s. And isn’t 
that the point of owning a business, or 
working for one?

Defining an owner strategy 
requires asking two basic 
questions:
1. What are your goals: growth, 
liquidity, or control?
There are three broad goals that 
owners can seek. They can aim for 

growth, meaning to maximise the 
financial value of the business. They 
may pursue growth to build long-
term wealth, broaden their impact on 
society, or for the psychic rewards that 
accompany getting bigger. They can 
also seek liquidity, which is to generate 
cash flow for the owners to use outside 
of the business. Liquidity can be useful 
to pay for lifestyles, fund philanthropic 
efforts, or allow owners to have more 
independence by diversifying their 
assets. Lastly, they can want control 
by keeping decision-making authority 
within the ownership group. Some 
owners want control over their own 
destiny and don’t want to give up their 
autonomy to anyone else. Others value 
control as a way to run the business in 
a way that preserves what they value, 
such as a distinctive corporate culture, 
or having a company that lasts for 
generations.
 
Most successful businesses face a 
trade-off between the pace of growth, 
how much liquidity the owners take out 
of the company, and how much control 
the business retains over its decisions. 
A company could pursue only one of 
these goals, or some mix of the three. 
But for most companies this is a “pick 
two problem,” meaning they can focus 
on two at the expense of the third.
 Growth-control (GC) companies 
are focused on getting bigger while 
maintaining control over decisions. 
They grow primarily through their 
retained earnings, paying low (or 
no) dividends to the owners. They 
also have low (or no) external equity 
or debt, since answering either to 
outside investors or borrowers requires 
surrendering a level of autonomy. 



When outside equity is taken on, it 
is often done on a limited basis or 
through dual-class shares that ensure 
the core owners maintain control (as in 
Google/Alphabet and Facebook). The 
avoidance of debt is often a surprise 
to those used to looking at widely-
held public companies or private 
equity firms, who seek to maximise 
returns through leverage. For private 
companies, debt can be useful, but 
is usually recognised to come at the 
cost of control. Closely-held public 
companies will often take a similar 
view. In its Owner’s Manual, Warren 
Buffett says that Berkshire Hathaway 
will “use debt sparingly,” 
and will “reject interesting 
opportunities rather than 
over-leverage our balance 
sheet.”
 
Growth-liquidity (GL) 
companies are also growing 
rapidly, but are paying out 
money to the owners and 
using other people’s money 
(equity and/or debt) to keep 
the engine going, giving up 
some control as a result. 
When companies go public, 
they are adopting this 
strategy. Private companies 
can use it too. We worked 
with one business that had 
a lot of growth potential, but 
the owners were concerned 
about the long-term threat for 
disruption in their industry. So they sold 
a stake in their business to a strategic 
investor and used part of the proceeds 
to diversify into other areas.
 
Liquidity-control (LC) companies are 
not concerned with how rapidly they 
grow, but instead want to produce 
significant liquidity for the owners 
while allowing them to maintain control 
over decision-making. Elisa and Mark 
fit this profile as owners of their watch 
business.

These are broad types, and companies 
can find a space in between. But, as 
they move from one part of the triangle 
to another, they are making trade-offs 
among the three main goals.

Each of these core types brings its 
own advantages and risks to be 
managed. And we know of highly 
successful companies that follow each 
path. The key is for the owners of a 
company to be aligned on what goals 
they want to pursue, recognising that 
there are trade-offs among them. It is 
also important to revisit these trade-
offs as things change, either external 
factors like the economy and industry 
consolidation, or internal factors 
like a shift in ownership or senior 
management. What worked brilliantly 
in one environment can be a disaster in 
another.

 
We have found that aligning on the 
priorities of the company is extremely 
helpful. But to make it real, these broad 
goals have to be translated into specific 
ways of measuring performance. And 
that leads to the second question:
 
2. What are your ‘guardrails’ for the 
business?
Guardrails are boundary conditions 
that the owners want to put on the 
company’s actions based on their 
goals. They define what is in and out of 
bounds.

Guardrails can be financial or non-
financial. On the financial side, they 
should align with the mix of growth, 
liquidity, and control that the owners 
want to prioritise:

• Growth in value metrics (e.g., 
return on invested capital or total 
shareholder return) show owners 
how financial performance compares 
to peer companies and/or to other 
investment opportunities

• Liquidity generation metrics (e.g., 
dividend payout ratio) inform owners 
if the enterprise is producing the 
expected amount of cash to meet 
the owners objectives outside of the 
business

• Resilience of control metrics (e.g., 
debt-to-EBITDA) help owners 
understand and manage significant 
risks to the enterprise that could 

threaten their control of it
 
In our experience, owners 
should hone in on a small 
number of financial metrics 
(usually four to six) that 
can define whether or not 
the company is successful 
based on what matters to 
them. Doing so balances 
providing clear guidance to 
the company’s leadership 
with leaving them ample 
opportunity to figure out the 
best business strategy.
 
Many owners are willing 
to sacrifice some level of 
financial performance to 
achieve other objectives. 
Oftentimes these objectives 

are not stated explicitly, but it is 
essential to define their non-financial 
guardrails. In our experience, they 
typically fall into four main categories:

Leadership. Is it important for the 
company to be led by its owners, even 
if they are not objectively the most 
qualified? We worked with one family 
business that believed strongly that 
only a family member should run the 
company, even if it meant that it would 
grow less quickly.

Sectors/geographies. Are there 
particular areas that the owners wish 
to avoid investing in, or that they want 
to preserve, even though they are 
unprofitable? Some companies will 
hold onto an under-performing asset 
because it has non-financial value to 

Growth

ControlLiquidity

LC

GL GC
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the owners, as a source of historical 
pride or importance to the community.

Harmony. Are there any decisions 
that will be made or avoided to 
preserve relationships among the 
owners? Some companies will keep 
a division or office open despite its 
poor financial performance because it 
is led by an owner and closing it will 
have a negative impact on the broader 
harmony of the group.

Business practices. To what extent 
are the owners willing to reduce 
financial performance in order to align 
business practices with their values 
(social, religious, environmental etc.)? 
We know one company that decided 
they would not supply the cigarette 
industry because it did not align with 
the owners’ values, even though it 
would have highly lucrative. Others 
pay higher than market wages or 
commit themselves to environmental 
sustainability standards that exceed 
industry expectations.

There are no right or wrong answers 
in defining guardrails. The key is to 
create alignment among the owners 
on specific metrics and targets that 
measure success and inform major 
decisions.

Create Your Owner Strategy 
Statement
In order to codify their alignment, the 
owners of a company should draft an 
Owner Strategy Statement, which 
not only articulates their goals and 
guardrails, but the rationale behind 
them.

The statement should be as specific 
as possible. The acid test is: does it 
help the company make decisions that 
require tradeoffs? For example, one 
business we know set a 15% return 
on invested capital (ROIC) target 
for its retained earnings. During the 
time that the market was expanding, 
they reinvested almost all of the 
profits back into the business. As the 
market matured, they began to reduce 
investment and increase distributions to 
shareholders.

A good Owner Strategy Statement 
should be the basis of a dialogue 
between the owners and board/
management, as there are times 
when an owner strategy may require 
adjustment to fit with business 
realities. It also should be a living 
document, revisited whenever there are 
meaningful changes to the internal or 
external environment. Lastly, it should 
be translated into a dashboard that 
identifies the metrics and targets the 
owners can use to measure success, 
which they should review on a regular 
basis.

Owning a company creates an 
opportunity to, within reason, choose 
your ownership adventure. Elisa and 
Mark figured this out while there was 
still time to make a change. Clearly 
defining success puts you in the 
position to create a company that 
accomplishes what matters most to 
you.
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SO, WHAT  
IS FAMILY  

GOVERNANCE?

GUILLERMO SALAZAR

San Jose, Costa Rica. Thirty years ago, a modest grocery business was founded by 
Amado Perez. Throughout the years, his tireless effort turned a small business into a 
strong organisation led by Mario and his wife. For the past ten years, their offsprings 
Tony, Maria and Luis have been running the company, which employs more than two 
hundred people with twelve stores across the city. It was a natural step for the Perez 
children to come to work in their father’s store after they graduated. Even now, in their 
late fifties, they look back at their choice to join the business with no regret.
 
From the beginning, the siblings were united in their agreement that they didn’t want 
to repeat their parent’s mistakes: a blind devotion to the business and nothing but 
the business. That’s why the second generation decided not to discuss work at home 
and let their children enjoy their family by keeping their private lives separate from the 
business and let them look after their own lives. This arrangement worked well for many 
years. But a year ago, Tony began to talk seriously to his siblings about the succession 
of the company after recovering from a heart attack. However, there was an issue that 
none of them wanted to bring up: not a single one of their children (ages around twenty 
years old) had ever shown any interest in the family business. In fact, there was little the 
third generation had done at all in their professional lives. Some were finding it difficult 
to keep on going with their studies at college or had ever faced real responsibilities. As 
it turned out, many members of the third generation had been living their lives thinking 
that their parents’ company would ensure their financial security with no future plans on 
the horizon.
 
This is a case based on real life situations (names, locations and business sector 
have been disguised), that tries to illustrate a common situation where the lack of 
communication between family members often enhances the conflicts they face. 
Attempts to create moments of coherent conversations about the shared heritage 
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often end up in heated discussions between parents and children, who have 
a different perspective of the same reality. Sometimes, when we try to have a 
conversation regarding the future we want to share, we are more concerned 
with expressing what we think and feel ourselves than hearing what others 
have to say.
 
One of the main objectives when working with, or in, a family business is to 
help create conditions that allow effective communication between generations. 
It is imperative to help them discuss, analyse and propose different scenarios 
to address the future of the legacy they want to share. The initial conversation 
should then determine if the family wants to truly continue on with this heritage 
in the future. That approach will lay the plans, strategies and projects to be 
undertaken by the family to achieve their goal: should they go on together or 
separately? If the family wants to follow through together, they must first of all 
build spaces, conditions and rules to enable effective conversation between 
generations, for the sake of balance and harmony.
 
After evaluating some offers, an external consultant promised to help them to 
create conditions that allow effective communication between the second and 
third generation, through a system of ‘family governance structures’. The centre 
of decision-making would be a Family Council, a body of governance where the 
three siblings would meet to settle their interests related to the preservation, 
growth and transfer of their shared family wealth (a number of important 
assets generated over the last few decades, apart from the shares of the family 
business). To regulate these decisions and provide a framework of agreements 
that would allow them to function properly, the Family Council decided to create 
a set of rules, named the ‘Family Constitution’, wherein the siblings agreed 
to regulate the most important decisions about the assets of the family, the 
succession planning to the next generation, rules for entering to the company, 
agreements on economic benefits and wages for family members, the family 
culture and values recognition, provide development opportunities for members 
of the family, ensuring the quality of communication and family harmony, and 
guiding the actions of family philanthropy.
 
Through their Family Council, the Perez siblings managed to shape a forum 
adding and separating the functions of the family and the company leadership, 
which helped to strengthen the role of the Board of Directors of the family 
business, focusing it efficiently on their responsibilities as administrator of the 
company strategy, based on the creation of a dedicated space for conversation 
about family and heritage issues, through effective communication, mutual 
respect and recognition; with awareness among the second generation that the 
founder’s inherited leadership was now divided between the three of them.
 
This work set the plans, strategies and projects to be undertaken by the family 
to achieve their goals, following the rules and the governance structures 
they’ve created, letting the effective conversations between generations be a 
natural part of their lives, for the sake of balance and harmony of their heritage 
preservation and transmission. Due to the family governance structures the next 
generation would soon, under the direction of the Family Council, have its own 
space for development, preparation and dialogue.

Guillermo Salazar is an expert on corporate governance and the strategic 
planning of family patrimony succession. For more information contact him  
on Guillermo.salazar@exaudionline.com

 



FOUR WAYS TO 
TRANSFER WEALTH

JACOLINE LOEWEN

Growing up in a family business can have its benefits. One 
of the main good points is that it is a powerful way to pass 
down family wealth creation for many generations. But if the 
next generation of owners think their businesses are there to 
serve them (and not the other way around), they are sure to 
suffer a decline in fortune and status.

How should a family with wealth and a business try to create 
independence rather than dependency? Begin by asking 
four simple questions drawn from a strategic planning model 
taught at Harvard Business School:

Q1: What is your family’s vision for its 
future?
When the next generation withdraw cash to fund their 
homes and lifestyles at a cost to the growth of the business, 
it will be a fast road to decline.

Rob Sobey, third generation at Sobeys, says his grandfather 
impressed this profound lesson of vision upon him at an early 
age. At an event held by the Canadian Association of Family 
Enterprises, Rob explained how years ago his grandfather 
was driving him through the countryside and suddenly 
stopped the car. He asked him to describe what he saw. The 
young Rob started to point out the large stretch of farm land 
with a barn and then, further away, the farmhouse.

“Go on,” his grandfather said. “Describe the barn and 
farmhouse in detail.” The barn was spectacular, while the 
farmhouse, in comparison, was solid, but not at the same 
level as the barn. “There is a family who will benefit from the 
well-run farm.”

Rob realised his grandfather’s key lesson is the prime driver 
that has helped the Sobeys pass down the family business: 
Fix the barn and not the farmhouse. When you look after the 
business, it will look after the family. If you don’t, everything 
else is moot. Too many founders assume the next generation 
will continue their virtues and work ethic, while too many 
successors fail to be professional, and take liberties that 
would not be accepted if they were working for another 
company. They lose the vision of the business and focus 
on material goods and acquisition of luxury, or different 
priorities, instead.

Q2: How does your family work together?
Family businesses account for over 90 per cent of the world’s 
companies and although many are ‘Mom and Pop stores’, 
there is a growth in family businesses that are sophisticated 
public companies.

The main threshold to cross to ensure longevity of wealth is 
the institutionalisation of the firm. Rob Sobey believes. “Just 
because you are related, does not mean you relate.”

Rob says, “Governance structures are used by European and 
Asian family businesses who have forced themselves to get 
independent advisors involved in their business.”

Sobeys Inc. has more independent board members that 
outnumber the family board members. Quite a few of the 
outside advisors are from family businesses themselves and 
understand the strengths of family businesses. One of those 
strengths is the driving, long-term vision that pushes beyond 
the quarterly results which can trackle public companies, and 
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this view of the business as a long-term investment gives 
room for dynamic business decisions.

The outside experts also understand the typical weaknesses 
of family businesses, such as the internal family dynamics 
around succession and wealth. They are human, after all. 
Outside experts give the good advice which may be hard 
to hear, but will push for the professionalism required to 
compete with global players which makes it worthwhile.

Q3: How should the family make financial 
decisions?
The Sobey family has set up a family office to organise the 
family and the finances across the generations. This reduces 
uncertainty and surprises for the family. Family business 
that understand the role they play as a mechanism for the 
transmission of wealth from one generation to the next will 
embrace professionalising. Good governance pays off as the 
trust builds and allows family pride to shine.

Q4: Can your family agree to joint 
decisions around family legacy?
Rob believes that the trend of family businesses declining 
once the second generation takes over, and disappearing 
once the third generation takes over the leadership, can 
be reversed. Far from retreating, family businesses should 
work harder to maintain their positions in the competitive 
landscape. This means coming together over the family 
business and other legacy goals, such as philanthropy.

Rob realised that the right vision and values for the 
business and the family was crucial. He recognises that his 
grandfather’s key lesson passed along the original vision and 
that has helped the Sobeys pass down the family business 
and also the family wealth. The core values are still intact, 
giving satisfaction and meaning to the next generation. 
These four questions are essential for families to address if 
they want to come to grip with the meaning of their wealth 
and to complete a successful succession with the wealth 
transition intact. For family members, wealth transition is not 
one document to sign. It is a life long experience. Enhancing 
the lives of the next generation is a process well worth doing 
with depth.

Jacoline Loewen is director business development at UBS 
Bank (Canada) and is the author of Money Magnet: how to 
attract investors to your business.

www.ubs.com



Managing any business involves many 
challenges. But managing a family business 
brings with it a unique set of challenges, 
many due to the close emotional relationships 
involved. One of the most difficult issues for 
a family business owner to consider is the 
succession of their business and the long-term 
success of the company. Adib Rashid explains 
more.
 
There is a famous saying that “It is not what you leave your 
children that matters, it is what you leave in them” meaning 
that families need to prepare their children with values 
and behaviours before wealth. It is important for the next 
generation to understand the history of the family and the 
family business and the challenges that the older generation 
has faced to be able to build on them and for the following 
generations.

Unfortunately – succession planning is not always the top 
priority for business owners to consider. There is a natural 
hesitation for owners to deal with succession issues because 

they associate it with negative connotations of retirement 
and death. Starting the succession planning conversation 
early on is the key to understanding the realities of what’s 
involved in the planning process.
 
Here are some key concepts that you should consider when 
embarking on your succession planning journey:
 
1. Mentoring and coaching the next generation and 
supporting them with transfer of knowledge and know-
how is key for successful transition. This is not an event but 
more of a process that needs time and commitment from 
all involved. It needs to start from an early age, building 
the character of the younger generation, giving them ‘war 
stories’ about the experiences of the older generation and 
the founders and giving them gradual responsibilities to 
allow them to build their own experience and connect with 
the professional environment and other colleagues.
 
2. A prepared, written succession plan outlines the way the 
business should be managed after the founder’s retirement, 
death or disability. It also entails the effective transfer of 
management of the business, along with its core values, 
culture and traditions.

PASSING THE BATON TO 
THE NEXT GENERATION

ADIB RASHID
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3. Setting out clear expectations and roles for all family and 
non-family members in the business provides clarity for the 
future and helps minimise the potential for future conflict 
between active and non-active family members, reduces 
sources of contention or ambiguity and ensures that they are 
managed in the early stages of the planning.
 
Many founders are in ‘fake retirement mode’ where they 
think they have retired and delegated the responsibility to 
their next generation, while in reality they still intervene in 
every decision and over-step the authority they gave to their 
children. In many cases, long standing employees play on 
this and keep going back to the founder to correct or change 
decisions made by the younger generation. This undermines 
and can be demotivational for the younger generation 
members, making them unable to manage the business 
which can then create tension and disruption to the growth 
potential of the business.
 
When it is time for the founder to make the final decision 
to exit the business, there are some options available. 
The founder needs to look objectively at whether the 
business should be passed down to the next generation, 
transitioned to a third party or sold altogether. Factors such 

as age, desire, skill sets, management experience, family 
dynamics and the current state of the business should all be 
considered when making the decision of how the business 
will be led when the final decision is made to exit the 
business.

When thinking of the next steps, it is important to start 
planning early, have a clear vision for the future and involve 
the next generation to achieve a successful transition too.
 



Nata

RESPONSIBLE  
SHAREHOLDERS = 

GOOD GOVERNANCE

When you think of family business governance, you may think Board of Directors or a Family Council. Both bodies are 
important and serve a constituent group in the 3-circle model i.e. family and enterprise, but there is another body that we 
tend to spend less time talking about and/or preparing heirs for leadership in. This body is no less important and it could be 
argued is more important as the Board of Directors works for them, the shareholders. 

Forgetting the shareholder group can be for understandable reasons such as shares (stock) are passed as a tax strategy, 
given at birth, are put away in a trust, or in some cases there are so many shareholders it is not clear who they are. For many 
family companies, shareholders that only benefit from dividends works for a period of time, however, being a shareholder 
means much more than getting a nominal (or significant) financial return on the business you own. Shareholders who are not 
educated, engaged and informed do not stay shareholders for the long haul. So how do we ensure that your shareholders are 
responsible? 

It might be helpful to start with broad strokes regarding what shareholders do. Shareholders own the company and 
are responsible for approving changes that will impact the organisation overall such as electing or removing directors, 
fundamental changes in the by-laws, mergers & acquisitions, changes in the capital structure, and large culture change i.e. 
changing company name. This does not mean shareholders, as owners, set the strategic vison for the company (the Board 
does that) or get into day-to-day operations (the management does that). But they do influence through oversight the large 
issues that affect the company. 

Talking about responsible shareholders involves a conversation about shareholder rights and responsibilities. 

NATALIE McVEIGH
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Responsible shareholders do not just appear and, ideally, have reciprocal relationships with the Board of Directors and Family 
Council. In fact, being a shareholder is constantly evolving and it is important to remain current and informed to ensure that 
you are in a position to understand what is going on and why. Good governance and responsible sharholders does not happen 
overnight. It takes time and effort but adds real value in the long term. Getting clarity and early education helps. 

Natalie McVeigh is an experienced consultant and coach working as a Director at the Center for Family Business Excellence.
www.eisneramper.com

Rights Responsibilities

Financial Return – a return on the capital that 

has been invested in the company is to be 

expected

Financial literacy – understanding key performance metrics for 

the organisation, being able to read a balance sheet, cashflow 

statement, and income statement are ways in which shareholders 

can engage in a conversation around reasonable return on 

investment and potential liquidity needs for capitalisation that the 

organisation may have. 

Emotional Ownership – a sense of belonging 

and a feeling of involvement with the asset 

they own

Owner’s mindset – “where the family enterprise may offer special 

opportunities to family members, but the family is united as 

responsible owners who operate the business professionally, to 

create family wealth within the parameters of their values.”

Information and transparency – oversight is 

a clear purpose of governance and without 

access to regular, transparent information 

there is a breakdown

Set meeting times and read provided materials – have regular and 

predictable shareholders meetings with agendas and prepared 

materials ensures a forum for the information. Attending education 

courses for gaps in understanding may be useful.

Board representation – the board of directors 

works for the shareholders, as a group, by 

representing them in decision-making.

Board selection – shareholders are involved in the selection of 

directors by creating a process. Understanding the role of the 

board, creating job descriptions, board prospectus, etc. is helpful 

for ensuring appropriate board members are selected  

and evaluated.

Transfer ownership – owners are allowed 

to opt in and out of ownership, the means 

by which this is done may vary by legal 

agreement.

Buy/Sell agreement or share buy-back policy – creating and 

funding vehicles for shareholders to transfer their shares that is 

clear and understood allows those who are engaged to stay and 

ensure that the organisation is not put into financial duress during 

times of transfer.

Continuity – many families desire to be a part 

of a multigenerational organization through 

ownership.

Owner’s council – a body of elected members who represent the 

shareholder group and educate new shareholders as they join 

enables the owner’s mindset and family values to pass from one 

generation to the next.
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LEADING THE FAMILY 
BUSINESS WITH PURPOSE

Relevant actors in the global economic and political scene 
are pointing the way to purpose with a new model of 
capitalism focused on the long-term and more inclusive 
of the stakeholders’ expectations. The World Economic 
Forum has launched a new Davos Manifesto for a better 
kind of capitalism at his 50th edition held in 2020 with the 
overarching theme on ‘stakeholder capitalism for a cohesive 
and sustainable world’. The Business Roundtable issued a 
revised version of The Statement of Purpose of a Corporation 
in 2019, announcing a major shift of its focus from the 
shareholders to the stakeholders’ value creation. The debates 
on social inequalities and climate change around the world 
are still ongoing while being fueled by popular movements 
and controversial propositions such as Piketty’s latest 
publication proposing the idea of participative socialism 
towards more economic equality.

While these major paradigm shifts are shaping a new era of 
financial capitalism, they are not new to family enterprises. 
Over the centuries, the purpose of these businesses has 
naturally embodied a stakeholders and long-term view. 
They have been recognised for their close ties with their 
employees and communities and their desire to see their 
enterprise survive and prosper over generations. The Polaris 
framework, initiated by the Family Business Network, 
illustrates the sustainable future of these family businesses 
along the dimensions of people, communities, environment 
and future generations.

What lessons can be drawn about the specificities of the 
family business purpose in light of the current paradigm 
changes? What recommendations can be made for family 
businesses and their non-family counterparts in terms of 
challenges and opportunities for better articulating and 
implementing their purpose?

Articulating a shared family business purpose: 
Legacy and dream
In ‘The Optimist’s telescope’, Venkataraman (2019) invites 
us to view the ghosts of the future as a steppingstone to 
defining what we want our legacy to be. Quoting Ganz, she 
reminds us that “the imagination of the future is critical to 
the success of social movements because it inspires people 
to keep going amid setbacks” (p. 30). In a family business 
context, Lansberg (1999) refers to the shared vision or “the 
dream” that the family has and which we can extend to all 
the constituents of the system: the family, the individual, 
the business and the larger social system. Unlike other 
organizations, focused on the shareholders’ short-term 
interests, the family business dream is more inclusive and 
appeals to both the head (i.e., extrinsic motivators such as 
salaries, pecuniary benefits and stock options), and the heart 
(i.e., (intrinsic motivators, such as for the quest for meaning, 
connection and joy) . The dream can be decomposed of 
different purposes, for example, one intended for the family 
and another for the business. Both tend to be however 
compliant with each other and complementary.

As such, a first step in the articulation of the purpose resides 
ultimately in the exploration of the business family narratives, 
history and traditions, as well as identifying the family 
members expectations and values to find a common ground. 
While many family businesses often communicate and live 
their purpose informally, the formalization of the process is 
deemed to be helpful if it is to be imbued into the enterprise. 
The search for purpose stands therefore as a manifestation 
of the dream and a fine balance between the proud past of 
the business family and the (re-) invention of a sustainable 
future for the family, the business, and the community at 
large.

DR NEUS FELIU AND 
DR RANIA LABAKI
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In addition, the purpose is not meant to be static but 
dynamic. It evolves across generations while building on 
the core and common values that the family will carry on 
and revisit over time.It becomes even more important as the 
family grows or spans an increasing number of generations 
and ownership fragments.

Implementing the family business purpose: 
Authenticity and clarity
The purpose needs not only to be well-articulated as it 
is central to the family enterprise identity: “Who we are” 
and “why we exist”, but it also needs to be ingrained 
sustainably into the employees’ and other stakeholders’ 
beliefs and behaviours. The authenticity of purpose is key 
as it provides meaning and motivation to employees and 
other stakeholders with whom the family collaborates, so 
they have a full understanding of the ‘why’ and the ‘where 
does it come from’. Clarity is also essential as it allows 
them to understand ‘where does it lead to’ and ‘how to get 
there together’. As such, the purpose statement, when it is 
genuine, provides alignment and guidance for all employees 
within the family enterprise, for the family owners, making 
continued ownership meaningful for the family, and for 
the board and management team, so that the family 
enterprise more easily adapt to an era where organisational 
transformation is inevitable (digitalisation, AI, etc). It can 
also drive the commitment for all the other stakeholders 
(suppliers, clients …). Otherwise, organisations not only fail 
to realize their explicit purpose but also miss out on its many 
benefits.

The success of the implementation of purpose can be 
challenging, as it requires managing potential trade-offs 
that need to be made between different types of goals, 

economic and socio-emotional, while keeping the long-term 
perspective in mind.  

A balance needs to be achieved between continuity and 
change (i.e. the core purpose that remain anchored, while 
the business strategies and practices are in continuous 
adaptation).

Three recommendations can be made for enterprising 
families in that direction:

• An owning family that understand the trade-offs 
mentioned above with leaders that have the capacity to 
manage them.

•  A committed leadership to purpose that comes from 
within and that is endorsed from the very top with 
allocation of resources to implement it.

• Governance bodies (corporate board, family council…) that 
are guardians of the implementation of purpose.

Illustrative vignette: The Patagonia family 
business
Patagonia is a family business with a clear purpose-driven 
mission: “We’re in business to save our home planet.” 
Founded by Yvon Chouinard, the company originally aimed 
at supporting people with equipment to explore wild places. 
The purpose has naturally led the company to commit to 
protecting wild places. As the company grew, the employees 
were hired not only because of their competencies but also 
because of their commitment to the mission statement. 
Patagonia also takes the long view, which allows to make 
smarter and more responsible decisions which are presented 
with clarity and authenticity: “Every product on our website 
is linked to an account if its manufacture, transportation and 



recycling recommendations. With every story you hear the 
good and the bad – and join the conversation with your ideas 
on how to make it better. Our Footprint Chronicles aligns 
our core values with the way we run our business. That 
has built customer loyalty and our market success” (FBN 
booklet, 2015). Putting the planet first and doing the right 
things for the planet has allowed to do good for the business. 
The business is now certified as a B-Corp, which relates to 
benefit corporations committed to creating public benefit and 
sustainable value in addition to generating profit.

Conclusion
While the family enterprise features make them more open to 
articulate and commit to purpose – resilience, patient capital, 
values-centered, stewardship, altruism, entrepreneurial spirit 
and intergenerational vision – other organizations can build 
on their example in their purpose journey. This journey is 
not meant to be exempt from difficulties (intergenerational 
tensions, ownership dispersion in later generations, lack of 
leadership commitment and resistance to change…) whatever 
the type of organisation. One of the keys for success lies in 
three factors: the process of shaping the dream in a way that 
is inclusive of all family stakeholders, committed leadership, 
and the right governance to realising it. Purpose becomes 
therefore a real driver for all to contribute to continuity.

The current global momentum of consciousness on purpose 
is an opportunity for all organizations to make a systemic 
change for good. In “Through the Looking Glass” Alice was 
told by the White Queen that she remembers only the 
future. After all, would purpose-driven organisations be 
remembered as what the future holds for capitalism?

Dr. Neus Feliu is a consultant, researcher and educator in 
the area of family enterprises. She is a partner at Lansberg, 
Gersick & Associates LLC, a global professional advisory 
firm supporting the world’s leading family enterprises. Neus 
has developed an expertise in corporate and family business 
governance, specializing in large Latin American and 
European Family Businesses.

Dr. Rania Labaki is Associate Professor of Management 
at EDHEC Business School and Director of the EDHEC 
Family Business Centre (France). Among her active roles 
internationally, she is board member of IFERA, advisor at 
Lansberg Gersick & Associates and head of the academic 
committee of FBN France.
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TRUSTED ADVICE,

ACROSS THE

GENERATIONS

westernpensionsolutions.com

Western Pension Solutions is a specialist 
pension consultancy that provides strategic 
advice to family businesses on how to manage
their pension arrangements. 



CHARISMATIC  
LEADERSHIP
Kevin Murray
 

Leadership expert, Kevin Murray, shows how the single most 
important thing a leader can do is to make others feel valued. 
Yet too many leaders overlook their ‘emotional signature’ and 
the impact that it has around them. Charismatic leaders on the 
other hand make employees feel more respected, motivated 
and willing to go that extra mile.
 
Charisma isn’t about shallow charm but a deep-rooted way 
of being comprised of five key traits: Authenticity, Personal 
Power, Warmth, Drive and Persuasiveness.
 
As the nature of work changes due to the rapid advances in 
technology and different ways of working, this book outlines 
how these key traits are set to become even more valuable, 
and required traits of future family business leaders too.

BORROWED  
FROM YOUR  
GRANDCHILDREN
Dennis T. Jaffe
 
Borrowed from your Grandchildren is a fascinating look at 
how large, long-lasting business families succeed across 
generations. Dennis Jaffe’s latest book is based on interviews 
with 100 large, global families who have passed their 3rd 
generation of business together. Families who are successful 
in growing their wealth have been able to reinvent themselves 
and their business in the face of significant environmental 
transformations and internal differences cause by family 
dynamics.

This unique resource: 
• Presents real-life stories of families sustaining wealth over 

generations 
• Explores both the successes and failures of retaining family 

wealth 
• Includes rare private insights from members of prominent 

wealthy families 
• Examines the nature of global family enterprises and their 

evolution over generations 
• Discusses the financial, human, and social dimensions of 

wealth 

RECOMMENDED 
READING
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GENERATION TO  
GENERATION
John A. Davis, Marion McCollom Hampton, Ivan 
Lansberg and Kelin E. Gersick
 

Generation to Generation presents one of the first 
comprehensive overviews of family business as a specific 
organisational form and is as relevant today  
as it was when it was first published.
 
Focusing on the inevitable maturing of families and their firms 
over time, the authors reveal the dynamics and challenges 
family businesses face as they move through their life cycles. 
The book asks questions, such as: what is the difference 
between an entrepreneurial start-up and a family business, 
and how does one become the other? How does the meaning 
of the business to the family change as adults and children 
age? How do families move through generational changes in 
leadership, from anticipation to transfer, and then separation 
and retirement? This book is divided into three sections that 
present a multidimensional model of a family business. The 
authors use the model to explore the various stages in the 
family business life span and extract generalisable lessons 
about how family businesses should be organised.

GOOD TO GREAT
Jim Collins
 

After a five-year research project, Jim Collins concluded that 
good to great can and does happen. In this book, he uncovers 
the underlying variables that enable any type of organisation 
to make the leap from good to great while other organisations 
remain only good. Rigorously supported by evidence, his 
findings are surprising – at times even shocking – to the 
modern mind.

Good to Great achieves a rare distinction: a management book 
full of vital ideas that reads as well as a fast-paced novel. It is 
widely regarded as one of the most important business books 
ever written. Perfect for all businesses, so ideal for family firms 
looking to move to the next level.



FAMILY WARS: THE REAL 
STORIES BEHIND THE MOST 
FAMOUS FAMILY BUSINESS 
FEUDS
Grant Gordon and Nigel Nicholson
 
Many of the world’s most successful businesses are family 
owned. With this comes the threat of family bust-ups, sibling 
rivalry and petty jealousies. Family Wars takes you behind 
the scenes on a rollercoaster ride through the ups and downs 
of some of the biggest family-run companies in the world, 
showing how family in-fighting has threatened to bring about 
their downfall. Whether its the Redstone’s courtroom battles 
or the feud over Henry Ford’s reluctance to let go of the reins, 
the book reveals the origins, the extent and the final resolution 
of some of the most famous family feuds in recent history.
 
Names you’ll recognise include: the Gallo Family; the Guinness 
story; the Pathak family; and the Gucci family. An astonishing 
exposé of the way families do business and how arguments 
can threaten to blow a business apart, Family Wars also offers 
valuable advice on how such problems can be contained  
and solved.

THE SOLUTIONIST GUIDE TO 
FAMILY BUSINESS 
Jon Kenfield
 

Contains (almost) everything you need to know about how 
to successfully operate a long term family business, of any 
type or size. Its 340 pages are packed with case studies, 
explanations, work programs and practical guidance, based 
on over twenty years experience of working with real families 
in business. The tools, checklists and programmes are tried, 
tested and in daily use and this is a great guide to the world of 
family business.
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taxistudio.co.uk

Your biggest fear 
can carry your 
greatest growth.
74% of brands could disappear overnight 
and consumers wouldn’t care.

People are overloaded with choice and the biggest fear for brands 

is remaining relevant to clients and customers.

But fear can be a good thing, it helps us focus on the right threats,  

and if you push past the worry of change, it can be harnessed as a  

positive for your business.

We’re Taxi Studio, the Brand Expression Agency that has collaborated  

with some of the biggest and smallest brands in the world.  

We help clients BeMore.FearLess.™ by creating and rejuvenating  

brands that endure in the memory across a wide range of countries,  

cultures and media. 

So, get your family business to email one of our family business  

founders for a chat: alex@taxistudio.co.uk
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Hannah Harris 

Ian Smyth 

It’s key to ‘learn the business’ but they also need to ‘learn how to 
lead’ which is a skill that best comes from experience, therefore its 
key to give #nextgens the opportunities to learn leadership skills on 
the job and not just in the classroom #familybizchat

Natalie covered a lot - I would add flexibility to context and empathy 
to the individual!

HH

IS

@HannahHarris81

@ianirwinsmyth

Natalie McVeigh @NMM_10

Maria Villax @Maria_Villax

I haven’t noticed a significant stewardship pathway difference 
between the US & other countries I have worked in. The idea of 
‘they aren’t ready’ and ‘how do we allow them practice’ seems to be 
universal. It seems learning biz is more straightforward/tangible than 
learning self

Absolutely! NextGens are saying “give us a chance to try for real and 
learn from our mistakes” #familybizchat

NM

MV

Jonathan B Flack @jonathanflack

I would agree!JF

#FamilyBizChat
We regularly hold discussion on twitter as part of our family business series to address a specific topic that is 
on the family business agenda around the world. The most recent #FamilyBizChat addressed the challenges 
facing the next generation in family firms. Here are some of the insights from the discussion.

QUESTION – So are there roles that are more common than others for the younger next gens  
as they enter the business for the first time? #FamilyBizChat

Steve Legler @FamilyLegacyAdv

Everyone has different things that make them tick, talents that set 
them apart, and activities they do so well that they don’t ever feel 
like work. These talents, skills and passions are part of your family’s 
‘human capital’. #fambiz #coaching

SL
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Hannah Harris

I think it’s the different skillset and recognising that you don’t have to 
take on the challenge on your own as the world is changing rapidly. 
Therefore, look for mentors to be an example as well as to work with 
and provide motivation #familybizchat

HH
@HannahHarris81

John Broons @BroonsConsult

Paul Andrews @FamilyBizPaul

Maria Villax @Maria_Villax

This is no surprise! But getting the older and younger generations to 
engage is the challenge

With one additional note, life is a learning journey and for the next 
gens running a family business it will have to continue too.  
#FamilyBizChat

So I would say that a well rounded education that includes 
coaching, mentoring and a breath of social, professional and cultural 
experiences are the best preparation!

JB

PA

MV

QUESTION – What do you think is the biggest challenge for the next generation and should  
be top of the list for them to address in 2020?

Check out the family business section on www.familybusinessunited.com for more insights and tips to help 
with some of the unique issues facing family firms including succession, governance, branding and more 
besides.
 
Keep up to date with all the latest from our innovative world of family business on twitter by following  
@FamilyBizPaul and @FamilyBizKaty. Tag us in all your #familybusiness posts too and we will happily join the 
conversation and remember to keep your eyes peeled for the next #FamilyBizChat too.
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CAUGHT ON 
CAMERA

Here we take a look at the world of family business, events, awards, 
insights and more besides. If you have won an award and have an 
image that we can include in a future edition simply send the picture 
and what it is about to paul@familybusinessunited.co.uk

James Donaldson and Sons win outstanding contribution to family business at 
The Herald Scottish Family Business Awards for 2019.

John Broons takes Accredited 
Adviser of the Year in Australia at 
the Family Business Australia (FBA) 
Awards

John Stevenson MP and Chair of the All 
Party Parliamentary Group for Family 
Business at The Great British Family 
Business Conference 

The Wilkins Group winning the Midlands Family Business of the 
Year 2019

Thomas Graham & Son taking the Cumbria Family Business of the 
Year title – Photo credit: Victoria Sedgwick

The Family Business Santa Dash at Ridgeview collecting warm 
clothes for the homeless as part of our annual campaign

At the Speciality Fine Food Exhibition 
with Maria Whitehead (Hawkshead 
Relish) and Nigel Billen

Paul Andrews (Family Business 
United) and Julian Sturdy (MP York 
Outer) opening The National Family 
Business Show

Family Business Insight with Adrian Maxwell, MD of Fracino in 
Birmingham
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FAMILYBUSINESSUNITED.COM

PAUL@FAMILYBUSINESSUNITED.CO.UK  
FOR MORE INFORMATION ABOUT MEMBERSHIP

GREAT VALUE. 

Join Today
for only £299
 plus VAT per annum

Family business promotion, e-bulletins, networking events, education, research, forums, an 
 annual conference and an award-winning magazine and a whole lot more besides. 

Join FBU today. We care about YOUR family business and are passionate about  
championing family firms.

GREAT INSIGHTS.
GREAT COMMUNITY.
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THE FAMILY 
BUSINESS 
CHAMPIONS
Celebrating family firms & the significant contribution they make

www.familybusinessunited.com

The 
Great British 

Family  
Business 


