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hard decisions. This could be a high-performing revenue
generator who demonstrates destructive behaviours that affect
team functioning and strategy execution.

The CEO Magazine: What are some innovative initiatives that
CEOs can introduce to bring about culture change?
Steve: Unfortunately, innovation itself won’t deliver culture change. There
is no silver bullet and no substitute for clear, consistent leadership and
executive teams that walk the talk.
That being said, there are some very good safety culture assessment tools
coming out of places like The Keil Centre in Scotland. These are based on
solid research and good science. They are also being used by a wide range
of businesses. We strongly recommend taking the time to assess your
organisation’s safety culture. Work out where you want to be, and then
compare where you are to where you want to be. Try to identify initiatives
to change your culture, and after some time go back and reassess your
culture. Use the same tool of measurement and compare the outcomes with
your past assessment to fi nd out how far you’ve come.
Don: The key is to identify the specific causes of poor culture for your
organisation and direct your efforts to the cause, not the symptoms. For
example, a typical problem is structural silos that have created endemic
dysfunction, affecting service delivery. Rethinking the historic way the
organisation works has the potential to make a big impact.
The CEO Magazine: How can CEOs determine which program or
initiative is right for the culture change they are seeking?
Steve: One piece of advice that I’ve seen work numerous times is to ask
the staff what they want. The most successful safety culture change
initiative will be the one that the workforce wants because they were
involved in its design!
Don: I think a CEO needs to balance short-term versus long-term gain,
and to some extent this will be determined by the scope of their current
situation. If the turnaround required is urgent, then more bold decisions
and signals such as restructures and termination may be the best way before
they start rebuilding.
The CEO Magazine: What are some tips you would give to CEOs
who are struggling to implement culture change?
Steve: Get back to basics. Ask yourself: what type of culture do we want to
have around here, and has that been defi ned and explained? Am I prepared
to set the cultural example? If not, your efforts to drive culture change will
not succeed. Your staff will follow the behaviours that you demonstrate.

To ensure you have a clear vision of the effectiveness of your
culture changes, surround yourself with people who will tell you
the truth, not just what you want to hear. Develop the personal
maturity to deal with the feedback.
The CEO Magazine: How can CEOs ensure lasting
culture change?
Steve: Believe in it. Believe in where you are driving the
organisation and why. This is the only way that the culture
change will be believable and sustainable. You will have to
constantly work to sustain it. Your worst behaviour, on your worst
day, may very well set the standard for the best behaviour of those
who follow you.
In addition, you have to make sure that the edifices of your
culture are embedded in the control structure of your business.
It’s not sexy, but it’s true. Without a fit-for-purpose, wellcommunicated system of controls, any efforts to motivate staff
will be doomed to be short-term, unsustained initiatives.
Motivation without direction leads to frustration. If motivation is
coupled with the direction provided by a strong business control
structure, business success is often the outcome.

BY JAY GARCIA

ONE OF THE GREATEST CAPITALIST VENTURES OF THE LAST 100
YEARS, MCDONALD’S, BEGAN AS A FAMILY BUSINESS. BUT IS IT
REALLY POSSIBLE TO MIX BLOOD WITH BUSINESS, AND WHAT ARE
THE PERKS AND PITFALLS?

Don: Executives need to look at the organisation as a system of
interrelated parts. I’ve not seen any quick fi xes, but I have been
part of big impacts in a relatively short time. As a starting point,
they need to focus on developing their company’s leadership
capability: recruit and develop for the right personality,
behaviours, mindset, and skill set.
Also, create the processes to ensure employees receive regular
formal feedback and role clarity. Things are moving too fast in
organisations not to make this a priority. Building a culture that
can adapt quickly to changing circumstances will continue to be
a key success factor for CEOs, so they have to ensure that their
organisation’s values are communicated and reinforced as a key
part of these feedback processes.
Leaders must link the culture to the vision and mission of the
organisation to clearly demonstrate the importance of values and
culture to the company’s success.

When communicating your culture changes and values, keep it simple.
Consistently reinforce simple messages through communication and the
behaviour of leaders. Also, reward those who are champions of your
culture. In the lexicon of your business, these people should be seen
as the heroes.
Don: Attack the causes, not the symptoms. Understand what your people
think and feel about the organisation and how it works. Take a long-term
approach and resist short-term, superficial interventions. Visibly reward
positive behaviours and don’t accept poor attitudes. As a leader, you need to
have the courage to act with integrity, and sometimes that means making
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elonging to a family is one of the most difficult things
people have to contend with. You have little choice in
the matter and the ties with your family are ceaseless,
even if you never communicate.

before returning to the family business, whereby
they bring back processes learnt elsewhere,
providing benchmarks and frames of reference.
“More established family businesses are also
now realising that their potential competitive
advantages can be released by embracing
independent and active governance, by not only
the creation of a board of directors – or advisers
– but by populating it with independent
outsiders. However, I stress that it is
independence of thought that is essential in
family business governance, and it is wrong to
assume that can only come from external,
non-family directors. Some family members
with outside training and experience who
perhaps don’t work in the family business are
capable of providing the objectivity that comes
with independence of thought.”

Families are interesting collectives. They provide the basis of
your understanding of society before you are old enough to fully
participate. A family is a microcosm of life and learning, a place
where everybody knows your name, not to mention your
strengths, faults and failures.
With this intimacy and understanding, it can seem almost
natural to start a family business. But bringing the family
dynamic into a business context has its own perks and pitfalls.
The main benefit most family businesses enjoy is trust among
the top ranks.
Ken Moores is emeritus professor and former foundation director
for the Australian Centre for Family Business at Bond University.
He and his daughter Anthea started Moores Family Enterprise, a
consulting firm dedicated to family businesses. “Moores Family
Enterprise is something we have talked about for quite some
time,” Anthea explains. “As you know, Ken is an academic in this
state and, from an Australian perspective, he has been at the
forefront of research for the last 15 to 20 years. I have worked
with BDO and KPMG in an advisory capacity, and in the last 10
years I’ve focused my attention on consulting to family
enterprises. We specifically focus on their governance structures
and, in a semi-educational role, help them professionalise the
management of their business operations as well as clarify the
values and expectations that the family has for the business.”
Academics are yet to agree upon a universal definition of family
businesses. “Entrepreneurs often start businesses,” Ken reveals,
“not necessarily family companies, that have many of the
components that would lead them to being defined as a family
business from day one. This includes elements such as
concentrated ownership, owners as managers, and other family
members – often wife/spouse/partner – involved in the business.
“Basically, they are looking for independence and control over
their own lives. They have a passion for what they do, and the
independence continues to be a force for them throughout the
business’s life cycle. When they formulate the intention to
continue this business in the family, many of the other family
business issues enter, such as succession. But this intention is not
necessarily immediately formed at the creation of the business; in
fact, it may take 10 to 20 years to reach this point. However,
intentionality is important in identifying genuine family
businesses as distinct from owner-managed businesses.”
Anthea agrees with her father’s interpretation of the term,
believing intention to pass the business from one generation to
the next is an appreciable characteristic synonymous with family
businesses. This intentionality for succession is crucial, but often
difficult to decide upon. Anthea adds, “There is no right time,
but if the family has established forums for communication
around the business, then it allows for succession conversations
to be had at various points in time. I guess the incumbent
generation needs to feel that the next generation is both willing
and able, and the next generation needs to know that the
incumbent generation is prepared to let go. So they might say
that they’re retiring but still come in to work five days a week.
There are various challenges when it comes to succession in
a family business.”
Weighing up the benefits, pitfalls and dynamics behind family
enterprises has been the focus of Ken’s career. He notes, “Much
of the ‘old literature’ on family-controlled business focused almost
exclusively on their dark sides, in which nepotism and succession
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When they formulate the intention to
continue this business in the family, many
of the other family business issues enter,
such as succession. But this intention is
not necessarily immediately formed at the
creation of the business.” - Ken Moores

problems were highlighted as pitfalls along with stories about their
conservative and unprofessional management practices.
“I have a presentation that I do for business audiences focused on
‘mythbusters’ in which I identify three to four such myths and present
more contemporary research that provides a counter story. For
example, with the average tenure of a public company CEO being
about 3.9 years, they have to deal with succession much more
frequently than family-controlled businesses, whose CEOs have
average tenures of about 20 years. I do, however, accept that the
comments are often about the preparedness for these successions, and
public companies have well-developed processes. The better
family-controlled businesses are advancing these with an emerging
informed advisory community.”
Ken believes the CEO of a family business faces complexity, not from
the scale of the company but from the scope and the diversity of the
business. Unlike public companies, family business shareholders often
don’t reveal their expectations to CEOs, thus leaving them in a
vacuum. It’s vital that family businesses maintain open lines of
communication between owners and executives.
Succession planning can be a precarious thing for family businesses.
The family can often lose sight of the future and manage the
company in an objective manner, according to Ken. “Maintaining an
objective approach is a challenge because the connection of the
family to the business is as much emotional as economic. Accordingly,
it is emerging that the better-run family firms have developed ways of
injecting objectivity into their decision processes. This includes
ensuring that the next generation have had outside work experience

Objectivity is crucial for any business, but it can
be difficult to achieve when family politics get
involved. Ken adds, “An important
distinguishing feature of real family businesses,
as per the definition I hinted at earlier, is that
they adopt a long-term perspective in their
decision making. They have what is referred to
as patient capital, whereby they are prepared to
wait for their financial returns by investing in
the drivers of long-term success, including staff.
Family-controlled businesses develop and
train their staff and will tend to keep them
in tough times.”
Another issue that emerges for all enterprises is
the notion of balancing work with personal
commitments. This can seem difficult when
many of the company’s key people are in
regular contact outside of the office. Anthea
comments, “The most stereotypical comment
that you get when you’re dealing with families is
that no-one can actually switch off; it’s always
talk about business, et cetera. But I guess that’s
like any other habit that you form; it requires
discipline. If you’re socialising for a family
event, you’re not there to talk business. But
it’s very difficult to do because it’s very hard
for people to separate that. However, some
of the anecdotal evidence has suggested that
families in business actually have a better
work–life balance.”

assume responsibilities, while Lindsay continues
to play an influential role. The manner in which
the Foxes have grown and developed their
businesses over the last 50-plus years is
indicative of how they have merged family
values with the need to inject objectivity via
non-family executives over the years. There are
many more of these, including Andy Kennard
from Kennards, who is the current chair of
Family Business Australia, and past chair David
Haymes [Haymes Paint] whose passion for his
product is legendary.”
On the flipside, there are darker elements to
family enterprises where business creates
conflict within the family. A commonly noted
example is the La Cosa Nostra, which refers to
itself as a ‘family’ due to the intimacy and trust
among members. Another example is the
Moran family, who ran several nightclubs in the
Melbourne area. This family has been a very
public example of how sometimes family politics
can have deadly consequences.
True, your family enterprise won’t get as sordid
as all that, but there’s no denying the complex
nature of being in a family, let alone going into
business with them. Working in a family
business shouldn’t be so different from being in
any other corporation. There must be constant
communication and a universal understanding
among everyone regarding the company’s
mission and values. I guess that’s why family
members seem like natural business partners.
Who else taught you how to communicate, what
things to value, and how to work hard during
your developmental years?
For many, family is a notion synonymous with
trust and compassion; these are rare
commodities in a realm dictated by financial
gains. But it’s important not to romanticise the
relationship you have with your family when
deciding if entering into a family business is
right for you.

More established family
businesses are also now
realising that their
potential competitive
advantages can be
released by embracing
independent and active
governance, by not only
the creation of a board
of directors – or advisers
– but by populating it
with independent
outsiders.” - Ken Moores

Some of the most enduring and successful
corporate enterprises are family businesses.
History has provided us with numerous family
businesses that have stood the test of time,
spanning numerous generations. One example
is the Walton family, whose patriarchs Sam and
Bud Walton founded the world’s largest retailer,
Walmart. Closer to home, there’s the Packer
family legacy – a media dynasty that has
survived three generations and countless
acquisitions and expansions.
“In terms of local examples,” Ken adds, “a
recognisable one is Linfox established by
Lindsay Fox in the 1950s. The company has
grown and developed into a very large logistics
business in which son Peter was trusted to
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