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The Moment Every Family Business Faces

Every family business, no matter how many generations
strong, eventually faces the moment... when leadership must
pass from one set of trusted hands to another. Whether you're
preparing to hand the reins to your son or daughter, your next
top leader, or your great-grandchild, one thing is certain: the
future of your business depends on how you plan for
succession.

The strongest family companies don't just plan who will take
over. They prepare how that transition will happen: protecting
profits, relationships, and peace of mind along the way.

At Meridian, we've spent over 30 years helping families move
from uncertainty to clarity. This guide will help you do the
same, no matter where you are in your journey.

Use this guide to begin the conversation, clarify the plan, and
start documenting your path forward.
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Common Pitfalls - What to Avoid

Even the most experienced leaders stumble when it comes to
business transitions. Here are the traps we see most often:

Assuming you have plenty of time. Unplanned events can
change everything overnight. Too many times, we've
experienced when a loved one dies unexpectedly. It's tragic
and very difficult. With a good plan in place, it relieves
unneeded stress of making decisions in an already difficult
time.

Avoiding the hard talks. Conversations postponed today
become conflicts tomorrow. The longer a family avoids
sensitive discussions about roles, readiness or ownership, the
more emotion fills the gap.

Relying on verbal plans. Good intentions fade over time.
Without written agreements, even the most loyal family
members can remember things differently or face pressure
from spouses or outside advisors.

Focusing on titles, not readiness. Leadership isn't inherited,;
it's developed. True readiness is about capability, character, and
commitment—not birth order. Preparing successors means
developing their decision-making skills, resilience, and ability
to lead others well before they're handed the title.
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Treating succession as a single event. True transition is a
multi-year process. The strongest and most successful legacies
view succession planning as a process of mentoring,
documenting, and gradually transferring responsibilities.

Did you know? According to global family business studies,
only 30% of family companies successfully transition to the

second generation.

By the fourth generation, that number drops below 10%.
But it doesn’t have to be that way. With a clear plan, open

dialogue, and defined leadership readiness, your family can
beat the odds!
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Understanding Your Type of Transition

Every leadership change falls into one of four categories.
Knowing which type you're in helps you plan with precision.

-

Type Description Example
Sudden or unexpected
Unplanned loss of leadership due to A fgugder passes ungxpectedly
health or unforeseen andt e_next ggneratlon must
Permanent step up immediately.
events.
A fully designed handoff | An owner announces retirement
Planned with clear timing and in three years and begins
Permanent mentoring built in. mentoring a successor.
Leadership remains .
Unplanned involved longer than The founder returns part-time
because the successor isn’t
Extended expected due to ready
challenges or delays. )
Planned Intentional shared Parent and child co-lead for 2-3
leadership or phased years to ensure smooth
Extended handoff. transition.

Knowing your scenario lets you identify what conversations
and contingency plans must happen now.
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The 4 Steps to Leadership Transition

Transitioning leadership in a family business requires both
structure and heart. It's about guiding the next generation
with clarity, grace, and a plan that honors everyone involved.
These four steps combine clarity with compassion so you can
protect relationships while ensuring continuity, stability, and
confidence in the years ahead.

Step 1 - Identify Possible Incoming Leaders
Choose candidates early and create intentional development
opportunities.
Consider skills, values, and emotional readiness, not just
birth order or tenure.
Use a leadership readiness checklist:
= Have they led key projects?
= Do they earn trust from non-family employees?
= Are they passionate about the company’s future?

Reflection: Who could lead if you stepped away for 2 weeks, a
month, six months?

Step 2 - List All Activities
Consider every major task that needs to be covered for a

successful leader transition.

Note how often each occurs and what success looks like.
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To assist you in this, here's a list of common types of owner
responsibilities:

Strategic Direction & Vision
Setting long-term goals and growth targets
Reviewing and updating the company vision, mission, and
values
Evaluating new business opportunities or markets
Overseeing major investments, acquisitions, or divestitures
Leading annual strategic planning sessions
Monitoring performance against key objectives

Leadership & Team Development
Hiring, developing, and retaining key leaders
Conducting performance reviews for direct reports
Coaching next-generation or high-potential leaders
Approving promotions or changes in leadership roles
Hosting leadership meetings or retreats
Ensuring alignment between departments and leadership
teams

Financial Oversight
Reviewing monthly, quarterly, and annual financial statements
Approving budgets and capital expenditures
Managing cash flow and financing relationships
Working with accountants and tax advisors
Approving major purchases or vendor contracts
Setting profitability and cost-control targets
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Operations & Production
Overseeing daily business operations or production schedules
Managing supply chain, inventory, or vendor performance
Implementing efficiency or quality improvement initiatives
Approving operational policies and procedures
Addressing safety, compliance, or regulatory issues

Customer & Market Relationships
Meeting with top customers or key accounts
Approving pricing strategies or customer terms
Reviewing sales performance and forecasts
Guiding marketing direction or branding initiatives
Representing the business at trade shows or industry events

Culture & Communication
Leading company-wide meetings or updates
Reinforcing the company’s values and culture
Managing internal communication and morale
Addressing conflict resolution or personnel challenges
Recognizing employee achievements and milestones

Risk Management & Legal
Reviewing insurance policies and coverage
Ensuring compliance with laws, regulations, and contracts
Managing relationships with attorneys and legal advisors
Overseeing risk mitigation plans for business continuity
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Family & Ownership Governance
Facilitating family meetings or councils
Managing shareholder or ownership communications
Clarifying family employment policies
Coordinating with attorneys on ownership structures, trusts, or
estate planning
Planning succession and leadership development for the next
generation
Mediating family dynamics that affect business decisions

Community & External Relations
Representing the company in the local community
Supporting philanthropic or sponsorship activities
Building relationships with key partners, associations, or civic
groups
Maintaining the company’s public image and reputation

Personal & Legacy Activities
Mentoring family members informally
Reviewing personal estate or ownership plans
Documenting leadership lessons or company history
Preparing for advisory or emeritus roles post-transition

Pro Tip: Start documenting early! Today's notes are tomorrow’s
training guide.
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Step 3 - Identify Resources & Contacts
Create a trusted contact list: key advisors, bankers, vendors,
community partners.
Include not just contact info, but how the relationship works.
= Example: “Call Mike directly for urgent equipment repairs;
best before 3pm.”

Pro Tip: Your relationships are part of your company’s value, don’t
let them live only in your phone.

Step 4 - Address Reports & Responsibilities
Map who reports directly and indirectly to roles
Discuss what they'll need from a new leader: clarity,
reassurance, or coaching
Use this as an opportunity to re-energize your team’s
communication rhythm

Remember: Smooth transitions are built on trust and clear
communication.
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Your Succession Readiness Worksheet
Fill this out to begin shaping your transition plan:

Leadership Role(s) in Focus:

Who's Next in Line:

Estimated Transition Timeline:

Top 3 Risks if We Delay Succession:

Key Documents to Update:
[ ]Operating Agreement

[ 1Buy-Sell Agreement

[ 1Shareholder Agreement
[[1Job Descriptions

[JFamily Employment Policy

Pro Tip: Add this worksheet to your annual strategic planning
review. Succession is a living plan, not a one-time project.
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Meridian Insight ~ Why Most Transitions
Fail (and How to Beat the Odds)

The families who struggle:

= Avoid hard conversations until a crisis forces them

= Rely on assumptions instead of agreements

= Neglect developing the next generation’s leadership skills
= Confuse ownership with leadership

= Wait too long to involve key employees

= |gnore underlying family tension

= Let tradition outweigh innovation

= Treat succession as an event, not a process

The families who thrive:

= Start planning early: often 5 - 10 years ahead

= |Involve both generations in open, honest dialogue

= Separate ownership transition from leadership transition

= Treat succession as an opportunity for growth, not an ending

At Meridian, for over 30 years, we've walked alongside hundreds
of family businesses as they've navigated the delicate handoff
between generations. What we provide is the key to success:
Clarity!

Meridian turns potential family conflict into clarity. We call it

the Meridian Method™—where Vision, People, and Money come
together to keep your business strong for generations.
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Next Step: YOUR SUCCESSION ROADMAP

Ready for your roadmap?

You've already taken a powerful first step by thinking
strategically about leadership transition. The next step is building
a plan that’s specific, documented, and actionable - one that
ensures your business, your people, and your family thrive
through every handoff.

That's where the Family Succession Bundle comes in.

You'll get:

4 Expert Succession Videos — hear directly from family business
expert Betsi Bixby the methods to succession planning she's
been teaching for over 30 years.

Follow-Along Notebook — take notes, answer questions, and
follow-along with your 4 expert succession videos with a

workbook designed to get you started on your plan.

Because strong family businesses don't just happen — they're
built with intention, clarity, and care.
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