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A transition that works is built years before
anyone signs a deal.

Family businesses carry several things at once: a company, a set of family relationships, an ownership structure, and often a large

part of the owner's identity and wealth. Succession brings all of them into the same conversation. The earlier that conversation

begins, the more room there is to strengthen the business, develop leaders, protect family relationships, and preserve choices

about ownership and exit.

Where Transitions Tend to Get Stuck

DEPENDENCE

The owner is still central to
the business

Key relationships, decisions, and
institutional knowledge often remain
concentrated with one person. That
dependence becomes more visible as a
transition approaches.

ROLE CLARITY

Family roles have
accumulated over time

Ownership, employment,
management, and family membership
can blur together. Clear governance
gives each role a place and makes
difficult decisions easier to handle.

READINESS

The next generation is still
developing

Interest and capability do not always
arrive together. Successors need
experience, decision authority,
accountability, and time to establish
credibility.

TRANSFERABILITY

The business has not been
prepared for transfer

Management depth, operating
discipline, strategic clarity, reliable
information, and documented
processes all affect continuity and
enterprise value.

The best transitions are built

ALIGNMENT

The family has not agreed on
the destination

Continuity, liquidity, control, growth,

legacy, and timing can pull in different
directions. Those priorities need to be
surfaced before a structure is chosen.

What Good Preparation Looks Like

RUNWAY

There is less time than
everyone thinks

Family and employee transitions
commonly unfold over several years.
Valuation, financing, estate planning,
taxes, and leadership development all
benefit from runway.

The work usually starts with candid conversations about owner goals and family expectations. From there, the business
can build a practical roadmap around governance, leadership development, strategy, operating discipline, valuation,
financing, and timing. Attorneys, CPAs, estate planners, and transaction specialists each have important roles. The
transition also needs someone keeping the whole picture in view and turning decisions into a coordinated plan.

A useful place to begin is with readiness: how dependent is the company on the current owner, how
prepared is the next layer of leadership, how aligned are the owners, and how much work remains
before the business can change hands without losing momentum?

before ownership changes hands.
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The Owner's Strategic Checkup

These questions are a quick way to see where a business may be carrying more owner-dependence, transition risk, or unrealized value than it
appears. A few "no" answers are normal. They are also useful places to start a conversation.

@ Can your leadership team articulate the three priorities for the next 18-24 months? YES / NO
@ Do you know which products, processes, or customers actually create enterprise value? YES / NO
@ Could the business run effectively for 90 days without you? YES / NO
@ If you couldn't work tomorrow, is there a documented plan or working manual in place? YES / NO
@ Does the next leadership layer have decision-making authority and know-how? YES / NO
@ Are new initiatives evaluated against consistent investment criteria? YES / NO
@ Can management get the operating information it needs without manually assembling it? YES / NO
Do you have a governance structure separate from day-to-day management? YES / NO
@ Is there agreement among the owners about the long-term purpose of the business? YES / NO
Has the strategic plan been formally reviewed in the last 12 months? YES / NO
@ Is technology investment tied to measurable business outcomes? YES / NO
@ Do you have a current, defensible view of what the business is worth? YES / NO
What the Answers Can Tell You

Patterns matter more than the score. Gaps around leadership authority, information, governance, and strategy usually point to a business that still
depends heavily on its owner. Gaps around valuation, owner alignment, and long-term purpose can limit transition options later. Addressing them
now improves the company whether the eventual path is family succession, an internal transfer, or an outside sale.

Start before the timetable starts for you. START THE CONVERSATION

Pinset Advisors helps owners work through these questions before a transition forces the schedule. We work across www.pinsetadvisors.com

strategy, governance, leadership, operating readiness, and enterprise value, turning a broad succession or exit goal mbraun@pinsetadvisors.com

into a practical sequence of decisions and action.
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