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Understanding the two types of generation gaps 



Succession is about the family business generation gap 



Translation of the ABN AMRO commercial 
 

ABN AMRO: “One can never think hard enough about 

ownership transitions – it helps to be current and up-to-date.“ 

Carlock: “One can never think hard enough about 

ownership, leadership, governance or family transitions 

– it helps to plan and be aligned.” 

I have finally decided who will be my successor . . . 

my youngest son 
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Dad

:  



Why is succession usually a challenge 

On 27 Oct. 2012, at 10:48, "CARLOCK Randel” wrote: 

Enjoy number 100 with your father, does he have a 

succession plan yet? 

On 27 Oct. 2012, at 13.33, ”Kets de Vries Manfred” wrote: 

My father is not into succession.... 
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On 27 Oct. 2012, at 10:13, ”Kets de Vries Manfred” wrote: 

 

Greetings from the Thalys on the way to my father’s … 

Tomorrow we are celebrating my father's 100th birthday 

mailto:Randel.CARLOCK@insead.edu


Family business competing commitments 

Family  

Expectations 

Conflicts 

Business 

Demands 
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Capital 

Careers 

Connection 

Culture 

Control 
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Values Align and guide family and business decisions 

Decisions on family vision 

and actions 

Unwritten family code of 

conduct 

Supports unity of purpose 

for decision-making 

Sustains a family’s legacy 

How we do things around 

here 

 

Provides a strategic focus 

 

Encourages stakeholder 

commitment 

 

Motivates employee 

behaviour 
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Values are the social glue 

that holds the family 

together and creates 

stability 

Values are the lever for 

change that shape the 

strategy and culture 

Values Culture 



Family values drive the Porsche strategy and legacy  
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Parallel Planning for a professionally emotional family 

9 

Professionally 

Emotional 
Professional 

Practices 

Family 

Emotions 



The best family businesses excel at two things 

 

 

 

 

  

  

  

 

Family constraints have their benefits 

On Management Column 13 December  2010 

By Philip Delves Broughton  

Randel Carlock and John Ward, professors at Insead and the 

Kellogg School of Management respectively, have studied 

family businesses around the world and report their findings in 

a new book, When Family Businesses are Best. 

 

Professionally Emotional as a competitive advantage 

balancing  

emotion and 

reason 

retaining a 

long-term 

perspective 

10 



Porsche family values: Professionalism and passion 

The company’s founder Ferdinand Porche said it best:  

 “I couldn‘t find the sports car of my dreams, 

so I built it myself.” 
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Bridging the gap: Next gen planning beyond the SOB 

It is simple in our family business, my grandfather is founder, 

Chairman and a V.I.P., he reports to Grandmother. My father is 

the CEO and an S.O.B., my mother is the other C.E.O. and I am 

a K.I.D. 
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Parallel Planning Process for the family and business 

Governance 

Investment 

Strategy 

Vision 

Values 

Action Steps Business 

Business Culture 

Business Vision 

Business Strategy 

Financial Capital 

Board of Directors 

Family 

Family Meetings & 

Agreements 

Family Human  

Capital 

Participation & 

Succession 

Family Contribution 

Family Values 



A special (Structural) problem of any chief executive is that  

whenever he or she changes something that his or her 

predecessor established or suggested, the very fact of making 

such a change becomes an indictment of the predecessor. 

     

Harry Levinson, Harvard Business School 

Managing succession is a universal business challenge  
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Overcomes many 
challenges to build 

and grow the 
business 

Cherishes the 
leader role in the 

business and 
family 

Sees him or herself 
on a heroic mission 

High energy so 
requires 

business outlets 

Low need for 
social support, my 

ideas are best  

Leadership style 
is based on 

personal control 

Addicted to 
achievement, 

needs the 
emotional high 

Succession barrier: The senior gen’s psychology 

15 



Succession barrier: The next gen psychology 

Worthiness 

“It is not easy living in the midst of success 

without being in any way responsible for its 

creation. Fear of failure has colored every 

aspect of my life.”  

“I have been the assistant managing 

director reporting to my father for a decade 

and he still makes every major decision.” 

Control 
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I just realized there’s nothing 

more oppressive than having a 

great future in your family 

business! 

 

“It often seems that others assume I am not 

competent or capable because so much 

was handed to me.”  

Powerlessness 



In 1897 Edward Wates and his three brothers set up the first Wates 

Company. Today, the Wates Group is one of the UK’s largest family-

owned construction services and development companies. 

Live case: The Wates Company founded in 1897 
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Next generations’ 
leadership skills to 
sustain the family 

legacy 

Fear of next 
generation conflicts 
that could destroy 

the business 

Continued 
entrepreneurial 

thinking and 
strategies 

Living the family 
values  

Sharing the wealth 
and control among 

the family 

Maintaining family 
relationships 

 
Wates’ Senior generation concerns about succession 
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Governance 

Investment 

Strategy 

Vision 

Values 

Action Steps Business 

Business Culture 

Business Vision 

Business Strategy 

Financial Capital 

Board of Directors 

Family 

Family Meetings & 

Agreements 

Family Human  

Capital 

Participation & 

Succession 

Family Contribution 

Family Values 

Wates’ Parallel Planning Process for the family 



Wates’ family values drive the planning and Fair Process 

Wates Construction 1897 
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Strategy 

Develop next generation 

of family, owners, leaders 

and directors 

Vision 

World-class 

professional family 

ownership 

Values 

Long-term family 

ownership 

Governance  

Professional 

management and 

independent and 

family board  

Investment  

Significant 

reinvestment of 

Wates’ human capital 



Wates family human capital investment 

Business Participation Family Participation 
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Board 

Member 
Executive Family 

Foundation 

Family 

Council 
Entrepreneur Owner Family 

Office 
Family 

Foundation 

Family 

Member 



 

Clarifying family 
values regarding 
developing next 

generation 
leadership talent  

                 
Formalized 
leadership 

succession plan 
including talent 

development 
activities 

Family buy out of 
non active family 

branches 

Formalized new 
family charter 

 

Family 
Strategy 

Family strategy for professional family ownership 
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FAMILY CONTROL RE-CONFIRMED 

AT WATES GROUP 

 

Campden FB,  8 APRIL, 2013 04:32 PM  

 

James Wates, a fourth-gen member of 

the family that controls the eponymous 

construction business, has been 

appointed chairman as the family 

reasserts its control of the company. 



Beyond the generation gap: Developing sibling teams 
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They are playing shareholders! 
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We have two parents, one 

spouse but any number of 

siblings are possible 

 

Siblings appear 

interchangeable 

Siblings bonds: “Second Class” family relationships 

Early real time 

learning about 

interpersonal 

relationships 

Love, caring, secrets, conflict, 

communications, compromise, 

honesty, avoidance 

 

Siblings are longest 

relationships and 

conversation  

A lifelong 

relationship 



Governance is applying Fair Process in all dealings 

allowing a voice and participation  

Communication 

sharing accurate and timely information 

Clarity 

uniformly applying agreements  

Consistency 

the willingness to modify agreements 

Changeability 

a commitment to fairness in family and business actions 

Culture of Fairness 
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Governance supports communication and performance 
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Board of 
Directors 

Shareholder 
Agreements 

Family 
Meetings 

Family 
Agreements 

Family 
Council 

Family 
Office & 

Foundation 



Stewardship values and family business governance 

Metric  

& Timing 

Performance 

Measures 
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 Family investment 

 Family leadership 

 Family governance 

 Family philanthropy 

Family 
Stakeholder 
Stewardship 

5 to 20 years 

 Profit margin 

 Sales growth 

 Cash flow 

 Productivity 

Business 
Operations  

1 to 2 years 

 Capable management 

 Business governance 

 Finance strength 

 New market growth 

Shareholder 
Value 

Creation  

2 to 5 years 



 
 

Hi Randy  

 

I took your family business course in Fontainebleau in late 2005 as part of my INSEAD 

MBA.   My family has a mining business in Australia and you suggested that my team 

write a mini case study on my situation.  

 

The situation that was forming back then was that  my father intended to split the firm 

between my younger brother Rich and myself, leaving financial assets for my mother, and 

some cash for my half sister.  

 

Dad was diagnosed with cancer about 11 months ago and although he had talked about 

setting up legal work he hadn't actually transferred any property.   His condition 

galvanised him into action and those transfers were made about 6 weeks after his 

diagnosis with Rich and I also becoming owners and directors of the company 

 

 

Hi Randy  

I took your family business course in Fontainebleau in late 

2004 as part of my INSEAD MBA. My family has a mining 

and transportation business in Australia and you suggested 

that my team write a mini case study on my family’s 

succession planning. The situation that was forming back 

then was that my father intended to split the firm between 

my younger brother Rich and myself, leaving financial 

assets for my mother, and some cash for my half sister.  

 

Dad was diagnosed with cancer about 11 months ago and 

although he had talked about setting up legal work he 

hadn't actually transferred any property.   His condition 

galvanised him into action and those transfers were made 

about 6 weeks after his diagnosis with Rich and I also 

becoming owners and directors of the company. …. 

Subject: 9 years on - how my story ended 

To: Randel Carlock <randel.carlock@insead.edu> 

9 years on – how my story ended 
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Values 

Vision 

Strategy Investment 

Governance 
Unity of 

Purpose 

What happens when a family plans it all  



Learn more about Parallel Planning Processes 

Available from Amazon 


