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Is a Shared Family  
Office the Next Step  
for Your Family? 

Many family offices start organically as a minor extension of the  

family business rather than a separate entity with its own mission and 

values. Because it is “embedded” within the business it can easily 

undergo mission creep as its role evolves and expands over time. 

When a company is still being run by the founder, it can make 

perfect sense to have the company’s bookkeepers continue 

handling the personal bill paying, cash management, and taxes for 

the family because the business and the family are essentially the 

same. As the family grows in size and wealth, other professionals 

are brought in to coordinate its investments as well. Eventually, a 

small group of employees are embedded in the family business, 

devoted strictly to the family’s wealth administration. 

In other cases, the genesis might be a virtual family office, managed 

by one or two family members, which looks after the family’s money. 

They work with a range of outside service providers such as 

investment advisors, CPAs, and attorneys. The virtual family office 

arrangement differs from an independent single-family office in 

that it uses more outsourced providers as opposed to the in-house 

resources of a single-family office.

But these arrangements rarely work beyond the first generation. 

Over time, as wealth multiplies and the extended family comes to 

include several generations, individual family units naturally develop 

different needs that require more sophisticated solutions than the 

embedded or virtual family office can provide. 
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respectful way. Not only will that make it easier for a parent to 
share their thoughts on what the business needs to continue to 
grow and be competitive in the marketplace, but it also gives 
the kids a chance to think about their strengths and attributes 
and what possible roles they will thrive in. 

Creating trust among one another is critical here too, some-
thing the Roys clearly did not do. “When you look at the rea-
son for wealth transition failures, the number one reason is 
breakdown of communication and trust,” says Forsythe. “You 
need to make sure everyone’s on the same page and you want 
to hear everyone’s perspectives. It can’t just be dictating ev-
erything that’s going on because the next generation won’t 
rise up if you have an authoritarian way of making decisions.” 

Having regular family and business meetings is recommend-
ed if families are going to have a forum for open dialogue, 
both from an IQ perspective – the nitty gritty of wealth plan-
ning, tax, investments, and estate planning – and from an EQ 
lens, which covers more of the soft skills, such as communica-
tion and conflict resolution, she says. 

LET YOUR KIDS FOLLOW THEIR PASSIONS 
In the Succession series finale, Kendall recalls being seven when 
his dad told him he’d take over the business one day. “Can you 
imagine,” he says solemnly. “That was messed up. He shouldn’t 
have done that.” He’s right. Not only did that put a lot of pres-
sure on Kendall, but it prevented him from having any life out-
side of Roystar Wayco, which made his existence all the sadder. 
At least Shiv had politics and Roman had his partying. 

It’s important to follow your individual passions and interests, 
which may be outside of the business, says Forsythe. There’s 
more to life than the company, but it also makes it easier for kids 
to say “no” to taking over. “Not everyone is meant to be a CEO 
or leader,” says Forsythe. “Sometimes children don’t even want 
to be in the business, but they just feel like they have to because 
they’re getting a good paycheck and they don’t think they can 
get that same job and compensation in other organizations.”

CREATE AN AIRTIGHT INCAPACITY,  
WILL, TRUST AND SUCCESSION PLAN
Major spoiler here: Logan Roy dies in episode three of the final 
season. As shocking as that was, the entire season changed 
then, not because of his death, but because of the so-called 
will Logan left behind. In an addendum to his will, which was 
neither dated nor shown to anyone before his death, it says, 
“It is my preference that the title and role of CEO should be 
given to Kendall Roy.” There’s one problem though – there’s 
a big black mark just under Kendall’s name that looks like it’s 
either underlined or crossed off. Naturally, Shiv and Roman 
think the name is crossed off, while Kendall thinks the job is his. 

Fiction may not be stranger than truth here, says Forsythe. 
Many business owners don’t have properly written wills or suc-
cession plans at all, leaving family and non-family members 
guessing as to who should take over the company after a par-
ent passes away. If you don’t want to be like the Roys, then 
create a solid incapacity, will and trust plan and a detailed suc-
cession, transition, contingency and/or continuity plans that 

can be flexible to changing circumstances. “These really need 
to be working hand in hand,” she says. A comprehensive mas-
ter plan will outline who inherits what shares of the business and 
who is best suited to take over the company, planning for both 
ownership and management succession. The plan would also 
specify possible tax efficient strategies to mitigate a tax hit on 
assets or whether any assets should be held in a trust. Having 
these conversations with family and non-family stakeholders 
early and ongoing can assist with a coordinated transition plan.

If your business and org structure are complicated, don’t 
deal with just any lawyers, Forsythe explains. Enlist someone 
with significant experience dealing with large family business-
es and who can continually update the architecture of your es-
tate, trust and corporate documents as the business, or your 
children’s personal situations, evolve. 

While Succession may be over, the lessons from the show 
will live on. Here’s one more that Logan didn’t heed until he 
was forced to: once your child takes over, get out of their way. 
“Founders often have trouble taking a step back because the 
business is what’s been keeping them going,” says Forsythe. 
“Don’t overestimate the emotional adaptation it takes to tran-
sition to a new role or find something else they are passionate 
about, which may not involve the business.” 
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Taking the Next Step 

It is at this point that many families establish a more formal single 

family office (SFO), staffed by experienced professionals who 

may or may not be family members. Although the primary goal 

of the SFO is to preserve and grow the family’s wealth through 

investments, most also provide a range of other services such as  

bill pay, tax planning, and estate planning. However, setting up  

and running a family office is an expensive undertaking. And as  

the number of family members grows, so does the number of  

employees needed to staff the family office, greatly impacting  

the cost-effectiveness of the undertaking.

And then reality sets in — the SFO is faced with a no-win situation. 

It must either continue serving a growing number of households 

without increasing staff and budget or dramatically increase 

expenses to account for new hires and other support. Generally, it 

takes family assets of at least $500 million to run an efficient SFO.  

In addition to being costly to run, an SFO that was originally 

launched to serve a small group of related people can often 

be too limited to address the complex needs of an extended, 

multigenerational, geographically dispersed family. This is 

especially true in times of transition, growth, or upheaval. For a 

growing number of SFOs, the next step in their evolution is to 

work with a larger firm such as a multi-family office or a shared 

single-family office. This allows the original SFO to maintain its 

independence and focus on the family while taking advantage of 

expanded services and economies of scale. 

How to Know When the Time is Right

Answering the following 10 questions may help you determine  

if your current single family office has outlived its purpose.

How well are you serving your family members?

Smaller SFOs, whether embedded in the family enterprise or 

standing on their own may be unable to provide the sophisticated 

services that can accompany a shared single-family office model. 

We have found that some smaller family offices become bogged 

down with concierge services like bill paying or travel planning while 

ignoring some of the high-value services such as tax planning, 

estate planning, and comprehensive investment management.

One family that works with us had originally established an SFO to 

invest the proceeds from selling the family business. As it advanced 

to the third generation with more than a dozen households, the SFO 

was doing a great job with investing but could not keep up with the 

expanding number of households and their disparate needs. The 

solution was for them to continue managing the portfolio while 

using shared family office services for everything else. 

The Pitcairn family office was established  
in 1923 by the three sons of John Pitcairn Jr.,  
the founder of the Pittsburgh Plate Glass 
Company, which today is PPG Industries.  
As the family grew, their wealth management 
became more complex. Now in our seventh 
generation, Pitcairn has evolved to reflect 
a multigenerational perspective with a 
Shared Single Family Office™ model and a  
100% open-architecture investment platform. 

AN INTERVIEW WITH SHELLEY FORSYTHE, 
Director, Family Enterprise Planning | Legacy 
Planning - BMO Private Wealth

4 SUCCESSION 
PLANNING TIPS 
FROM SUCCESSION  

A
sk people to name a famous business scion and 
you can be sure someone will say Logan Roy. He 
may be the fictional founder of the media conglom-
erate Roystar Wayco in HBO’s Succession, but for 

four seasons, the intense family drama captivated North 
Americans. 

It also made real-life business owners wonder if their em-
pires could be picked apart by the same infighting and un-
certainty that marked Kendall, Roman, Shiv and Logan’s brief 
existence. 

Yes, Succession may not be real life, but with 61% of fam-
ily businesses not having a written succession plan in place, 
there are plenty of real-life lessons ultra-high net-worth fami-
lies can learn from this gripping series. Here are a few key ones 
to consider. 

(Spoilers ahead.) 

CREATE A BOARD OR HIRE A BUSINESS CONSULTANT 
TO ASSESS SUCCESSOR CANDIDATES
The show revolves around Logan’s three children and the idea 
that one of them will eventually take over the family business. 
Unfortunately for them, no one knows which kid will assume the 
mantle – if any. 

Logan loves to keep them guessing, which is not the recom-
mended way to pass down a business, says Shelley Forsythe, 
Director of Family Enterprise Planning at BMO Private Wealth.
“I’ve never seen anything as extreme as in Succession,” she says. 
“But if you don’t have the significant communication and trust 
that’s required in a family business to carry things on generation-
ally, then you’re going to run into problems.” 
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Rather than choosing an heir or letting the kids battle it out 
for the corner office, Forsythe suggests creating a board of ad-
visors or hiring a business consultant so the parent(s) can be 
saved from being put in an awkward position. The board or 
consultant can help assess the skills and educational require-
ments of each child and mentor them as they progress in their 
careers. It’s also helpful to have a family employment policy in 
place to establish standards. Having a mix of non-family and 
family members on the board is recommended (hello, Ewan 
Roy, Logan’s estranged brother), as long as they all keep the 
broader business objectives and strategic plan top of mind. 

CALM COMMUNICATION IS KEY 
If there’s one thing the Roys love, it’s fighting. Screaming, cry-
ing, yelling, swearing – it’s no wonder these billionaire blow-
hards have made several “most dysfunctional” fictional family 
lists. But this type of dysfunction happens in real life, too, in 
part because 29% of families report discomfort in discussing 
sensitive financial topics, according to a recent survey of family 
businesses.1 Nearly half of those surveyed reported experienc-
ing family conflict, with 41% saying roles and responsibilities of 
family members as the biggest reason for disputes. 

Forsythe knows of a family where a parent had to fire the 
CEO-wannabe family member, who did not have the experi-
ence or leadership qualities necessary to lead the organization 
and was not a good fit for the business brand and culture. It’s 
vital for parents and children to communicate in a calm and 

S P E C I A L  S P O N S O R E D  C O N T E N T

1The North American Family Business Report 2023, Brightstar Capital
Partners and Camden Wealth Limited.
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What services are you lacking? 

An embedded or virtual SFO that started with a limited purpose 

may not be equipped to meet the sophisticated needs of a 

multigenerational family that could include several dozen individual 

households. Wealthy families today need more than just investment 

management. The roster of important services includes, but is not 

limited to, financial planning, accounting and bookkeeping, bill 

payment, philanthropy, tax strategies, estate planning, insurance, 

and financial education and personal development for younger 

family members.

Do you have the technology you need? 

Technology needs can change quickly and maintaining systems 

that incorporate new features and provide critical security is an 

expensive proposition. The cost of outsourcing these services can 

quickly become untenable for many SFOs that lack the resources, 

infrastructure, or appropriate skills in-house. 

We recently helped a family whose business was spending a 

fortune on their taxes because they were using an obsolete 

software that required many processes to be completed manually. 

Using a shared family office solution, they were able to outsource 

the accounting, bookkeeping, and consolidated reporting functions, 

which dramatically increased efficiency while also reducing tax 

preparation expenses.  

Do you really know where your risks are, and do you have a 
strategy to deal with them? 

A narrowly focused family office created by a company founder may 

not be equipped to face some of the challenges and risks that have 

arisen in recent years. Cybersecurity has taken on much greater 

importance as the financial world has become increasingly driven 

by technology. Hackers and other cybercriminals seem to come up 

with new schemes almost daily, and staying ahead of their threats 

to financial data and family privacy is a huge expense requiring 

constant vigilance that a one-or two-person family office staff 

may not have the time or skills to deliver. 

Is your SFO conversant in tax law? 

Other challenges facing SFOs relate to changes in the tax code, 

such as the provisions of the Tax Cuts and Jobs Act (TCJA) that 

are scheduled to sunset next year. Those changes will reset the 

lifetime estate and gift tax exemption to about half the current 

level. The Alternative Minimum Tax (AMT) exemption and exemption 

fadeout will revert to pre-TCJA levels as well as the ceiling for 

charitable deductions.
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respectful way. Not only will that make it easier for a parent to 
share their thoughts on what the business needs to continue to 
grow and be competitive in the marketplace, but it also gives 
the kids a chance to think about their strengths and attributes 
and what possible roles they will thrive in. 

Creating trust among one another is critical here too, some-
thing the Roys clearly did not do. “When you look at the rea-
son for wealth transition failures, the number one reason is 
breakdown of communication and trust,” says Forsythe. “You 
need to make sure everyone’s on the same page and you want 
to hear everyone’s perspectives. It can’t just be dictating ev-
erything that’s going on because the next generation won’t 
rise up if you have an authoritarian way of making decisions.” 

Having regular family and business meetings is recommend-
ed if families are going to have a forum for open dialogue, 
both from an IQ perspective – the nitty gritty of wealth plan-
ning, tax, investments, and estate planning – and from an EQ 
lens, which covers more of the soft skills, such as communica-
tion and conflict resolution, she says. 

LET YOUR KIDS FOLLOW THEIR PASSIONS 
In the Succession series finale, Kendall recalls being seven when 
his dad told him he’d take over the business one day. “Can you 
imagine,” he says solemnly. “That was messed up. He shouldn’t 
have done that.” He’s right. Not only did that put a lot of pres-
sure on Kendall, but it prevented him from having any life out-
side of Roystar Wayco, which made his existence all the sadder. 
At least Shiv had politics and Roman had his partying. 

It’s important to follow your individual passions and interests, 
which may be outside of the business, says Forsythe. There’s 
more to life than the company, but it also makes it easier for kids 
to say “no” to taking over. “Not everyone is meant to be a CEO 
or leader,” says Forsythe. “Sometimes children don’t even want 
to be in the business, but they just feel like they have to because 
they’re getting a good paycheck and they don’t think they can 
get that same job and compensation in other organizations.”

CREATE AN AIRTIGHT INCAPACITY,  
WILL, TRUST AND SUCCESSION PLAN
Major spoiler here: Logan Roy dies in episode three of the final 
season. As shocking as that was, the entire season changed 
then, not because of his death, but because of the so-called 
will Logan left behind. In an addendum to his will, which was 
neither dated nor shown to anyone before his death, it says, 
“It is my preference that the title and role of CEO should be 
given to Kendall Roy.” There’s one problem though – there’s 
a big black mark just under Kendall’s name that looks like it’s 
either underlined or crossed off. Naturally, Shiv and Roman 
think the name is crossed off, while Kendall thinks the job is his. 

Fiction may not be stranger than truth here, says Forsythe. 
Many business owners don’t have properly written wills or suc-
cession plans at all, leaving family and non-family members 
guessing as to who should take over the company after a par-
ent passes away. If you don’t want to be like the Roys, then 
create a solid incapacity, will and trust plan and a detailed suc-
cession, transition, contingency and/or continuity plans that 

can be flexible to changing circumstances. “These really need 
to be working hand in hand,” she says. A comprehensive mas-
ter plan will outline who inherits what shares of the business and 
who is best suited to take over the company, planning for both 
ownership and management succession. The plan would also 
specify possible tax efficient strategies to mitigate a tax hit on 
assets or whether any assets should be held in a trust. Having 
these conversations with family and non-family stakeholders 
early and ongoing can assist with a coordinated transition plan.

If your business and org structure are complicated, don’t 
deal with just any lawyers, Forsythe explains. Enlist someone 
with significant experience dealing with large family business-
es and who can continually update the architecture of your es-
tate, trust and corporate documents as the business, or your 
children’s personal situations, evolve. 

While Succession may be over, the lessons from the show 
will live on. Here’s one more that Logan didn’t heed until he 
was forced to: once your child takes over, get out of their way. 
“Founders often have trouble taking a step back because the 
business is what’s been keeping them going,” says Forsythe. 
“Don’t overestimate the emotional adaptation it takes to tran-
sition to a new role or find something else they are passionate 
about, which may not involve the business.” 
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consisting of Bank of Montreal and certain of its 
Canadian affiliates in providing private wealth 
management products and services.

BMO Private Wealth provides this publication for informational purposes only and it 
is not and should not be construed as professional advice to any individual. The in-
formation contained in this publication is based on material believed to be reliable at 
the time of publication, but BMO Private Wealth cannot guarantee the information is 
accurate or complete. Individuals should contact their BMO representative for pro-
fessional advice regarding their personal circumstances and/or financial position. The 
comments included in this publication are not intended to be a definitive analysis of 
tax applicability or trust and estates law. The comments are general in nature and pro-
fessional advice regarding an individual’s particular tax position should be obtained in 
respect of any person’s specific circumstances.

BMO Private Wealth is a brand name for a business group consisting of Bank of Mon-
treal and certain of its affiliates in providing private wealth management products and 
services. Not all products and services are offered by all legal entities within BMO Pri-
vate Wealth. Banking services are offered through Bank of Montreal. Investment man-
agement, wealth planning, tax planning, and philanthropy planning services are offered 
through BMO Nesbitt Burns Inc. and BMO Private Investment Counsel Inc. If you are 
already a client of BMO Nesbitt Burns Inc., please contact your Investment Advisor for 
more information. Estate, trust, and custodial services are offered through BMO Trust 
Company. BMO Private Wealth legal entities do not offer tax advice. Insurance ser-
vices and products are offered through BMO Estate Insurance Advisory Services Inc., 
a wholly-owned subsidiary of BMO Nesbitt Burns Inc. BMO Trust Company and BMO 
Bank of Montreal are Members of CDIC.

® Registered trademark of Bank of Montreal, used under license.

All rights are reserved. No part of this publication may be reproduced in any form, or 
referred to in any other publication, without the express written permission of BMO 
Private Wealth.



SPECIAL SPONSORED CONTENT

What do you wish your family office could do but can’t?

Among the reasons for SFOs to move to a shared family office 

model is to gain access to a more sophisticated range of 

investment opportunities, from private equity and real estate 

to early-stage ventures and alternative assets.

Do you really have the right people on staff?

In many cases when a family office starts within an existing  

business it is staffed by people who may be really good at their jobs 

in the operating business, but whose range of skills is somewhat 

limited. A great bookkeeper may be sufficient to handle the family’s 

bill payments but not the right professional to provide sophisticated 

tax planning or conduct due diligence on investment partners. Hiring 

experienced professionals with the requisite skills may be just too 

expensive for an SFO. 

Are your family members actively engaged or disinterested?

As more individuals marry into a family and more children are born, 

the disconnect between family leaders, wealth creators, and family 

values and legacy can grow. Just as an SFO may not be structured 

to incorporate an increasing number of households, many are not 

designed to accommodate numerous voices, differing opinions, and 

competing priorities. Even families who recognize these shortcomings 

aren’t eager to address them out in the open. They fear these difficult 

conversations might cause further damage to relationships. 

Ideally, an SFO would serve as a guiding force in generational 

transitions. SFOs can play a key role in maintaining family values, 

establishing a family governance structure, and managing interpersonal 

conflicts. But the SFO must be set up to tackle these functions in an 

inclusive, sustainable way. If family members perceive that an SFO is 

not built to serve everyone or family services are not being distributed 

fairly, the structure can actually do more harm than good. Taking  

a practical look at the systems in place to serve your growing family  

is key to maintaining family cohesion for future generations.

How are you engaging your family’s rising generation? 

As families get larger, progressing through the third, fourth, and 

fifth generations, personal connections are not likely as deep or as 

meaningful as they were when the family office was founded. By that 

point, the extended family is likely widely dispersed geographically, 

with individuals having very different philosophies and political 

leanings. Sometimes in these cases, the healthiest solution is for 

those family members who wish to go in a different direction to split 

off, letting those with a shared vision develop a new phase of the 

office. For those who remain with the family office, creating new 

family experiences such as family meetings can re-create a sense  

of personal connectivity that future generations will value.

How good is your decision-making?

Every family has different needs, and every family will employ a 

different structure to meet those needs. Whatever structure a 

family utilizes, it’s important to be proactive about maintaining 

a sustainable solution that accounts for the complexity that 

comes with additional households, shifting family dynamics, rising 

technology costs, and staffing changes. Only an approach focused 

on solving both the family and financial needs will be effective in 

perpetuating a family’s legacy over generations. A shared family 

office can provide guidance that can create the right governance 

structure for a family and provide a wide range of expertise and 

services at a much lower cost than building it all yourself.  

As families evolve and grow beyond the first or second generation 

things become a lot more complicated. A report by The Economist 

noted that 70% of wealthy families lose wealth by the second 

generation and 90% by the third, but it does not have to be that 

way. Sharing services as needed with other families can allow a 

growing SFO to manage the needs and aspirations of the individual 

members without breaking the bank. 

Pitcairn has a century of experience helping families grow and 

preserve their wealth. Let us share that experience with you. 

DISCOVER HOW PITCAIRN CAN HELP YOUR FAMILY 

STRESS LESS AND LIVE MORE: 

BEGIN AT PITCAIRN.COM

AN INTERVIEW WITH SHELLEY FORSYTHE, 
Director, Family Enterprise Planning | Legacy 
Planning - BMO Private Wealth

4 SUCCESSION 
PLANNING TIPS 
FROM SUCCESSION  

A
sk people to name a famous business scion and 
you can be sure someone will say Logan Roy. He 
may be the fictional founder of the media conglom-
erate Roystar Wayco in HBO’s Succession, but for 

four seasons, the intense family drama captivated North 
Americans. 

It also made real-life business owners wonder if their em-
pires could be picked apart by the same infighting and un-
certainty that marked Kendall, Roman, Shiv and Logan’s brief 
existence. 

Yes, Succession may not be real life, but with 61% of fam-
ily businesses not having a written succession plan in place, 
there are plenty of real-life lessons ultra-high net-worth fami-
lies can learn from this gripping series. Here are a few key ones 
to consider. 

(Spoilers ahead.) 

CREATE A BOARD OR HIRE A BUSINESS CONSULTANT 
TO ASSESS SUCCESSOR CANDIDATES
The show revolves around Logan’s three children and the idea 
that one of them will eventually take over the family business. 
Unfortunately for them, no one knows which kid will assume the 
mantle – if any. 

Logan loves to keep them guessing, which is not the recom-
mended way to pass down a business, says Shelley Forsythe, 
Director of Family Enterprise Planning at BMO Private Wealth.
“I’ve never seen anything as extreme as in Succession,” she says. 
“But if you don’t have the significant communication and trust 
that’s required in a family business to carry things on 
generation-ally, then you’re going to run into problems.” 
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Rather than choosing an heir or letting the kids battle it out 
for the corner office, Forsythe suggests creating a board of ad-
visors or hiring a business consultant so the parent(s) can be 
saved from being put in an awkward position. The board or 
consultant can help assess the skills and educational require-
ments of each child and mentor them as they progress in their 
careers. It’s also helpful to have a family employment policy in 
place to establish standards. Having a mix of non-family and 
family members on the board is recommended (hello, Ewan 
Roy, Logan’s estranged brother), as long as they all keep the 
broader business objectives and strategic plan top of mind. 

CALM COMMUNICATION IS KEY 
If there’s one thing the Roys love, it’s fighting. Screaming, cry-
ing, yelling, swearing – it’s no wonder these billionaire blow-
hards have made several “most dysfunctional” fictional family 
lists. But this type of dysfunction happens in real life, too, in 
part because 29% of families report discomfort in discussing 
sensitive financial topics, according to a recent survey of family 
businesses.1 Nearly half of those surveyed reported experienc-
ing family conflict, with 41% saying roles and responsibilities of 
family members as the biggest reason for disputes. 

Forsythe knows of a family where a parent had to fire the 
CEO-wannabe family member, who did not have the experi-
ence or leadership qualities necessary to lead the organization 
and was not a good fit for the business brand and culture. It’s 
vital for parents and children to communicate in a calm and 

S P E C I A L  S P O N S O R E D  C O N T E N T

1The North American Family Business Report 2023, Brightstar Capital
Partners and Camden Wealth Limited.

DON’T BE 
A “ROY”:  


