When succession crossesgenders

Mother -son and father -daughter teamsenjoy a head start on
other companies. Just ask theHefnersandtheLauders, for
starters.

By DennisT. Jaffeand FreddaHerz Brown

Hugh Hefner revol utionized the magazineindustry inthe ' 50s, making
Playboy aproduction with himself asthe star. In many ways, the
magazinewasachronicleof hisownlifestyleandideas. Y et this self-
appointed role model for new-age maleslacked amale heir. His daughter
Christie grew up with her divorced mother under adifferent name. Father
and daughter got to know each other only cautiously and with infrequent
vigits.

Inonesuchvisit,impressed by Christie’ sthoughtfulnessandintelligence,
Hugh made her anincredible offer: Why not join the business?

“Hef started sayingininterviews, ‘ Ohyeah, Christie’ sgoingto takeover
thecompany,’” shelater recalled. “ And | thought, that’ saninteresting
idea.” Sheaccepted, and over morethan 20 yearshasascended to become
CEO and |eader of aquintessentially male-oriented company. Hef has
sinceremarried and sired morechildren. Whilehestill gathersattention
and embodiesthe magazine, their rel ationship hasevolved so that Christie
isclearly incharge. Hef occupieshisspecial “ emeritus’ role(arolethat,
among other things, enables him to spend most days|olling about in
pajamasat hismansion). Their rolesarevery different, and highly
complementary. “Hehasturf and | haveturf,” Christiesays. “Werespect
each other’ sabilitiesand don't try to do the same thing.”

Most familiesarerun by ahighly effective cross-gender team—the
parents. Equally effectiveisacross-gender team that spanstwo
generations—father and daughter, or mother and son. Such pairingscan
create aspecia bond that serves asthe basisfor apowerful leadership
configuration.

“Gender sameness’ often producesarivalry that complicatesfather/son
and mother/daughter rel ationships. But gender differenceallowsan
opposite-sex parent to appreciate achild’ stalent without feeling
threatened or superseded. And because sonsand daughtersfeel protective
toward their opposite-sex parent, they can serve comfortably as stewards
and cheerleaders—especiallv when thev eniov thereauisite authoritv to



take action when needed.

Y ou don’t hear much about the blessings of cross-generational succession
becauseit’ sarelatively new phenomenon. When businesswasamale
preserve, adaughter who expressed interest inthefamily firmwas
roundly discouraged. K atharineMeyer Graham, who stunned the business
worldin 1963 by taking over her family’s Washington Post , enjoyed an
opportunity that ageneration earlier wasconsidered unthinkablefor
another equally bright and capabl e newspaper heiress: | phigene Ochs, the
only child of New York Times patriarch Adolph Ochs.

Two generationsafter Katharine Graham’ saccession, cross-gender/cross-
generation partnershipselicit not curiosity so muchasenvy. Inour own
experiencesasbusinesspsychologists, we' veworked with perhapstwo
dozen of these relationships, and we can’t hel p being struck by their
business advantages. Many cross-gender business successionsseem
characterized by apatienceand willingnessto allow the older generation
tolinger without the heir feeling diminished, frustrated or stifled. In these
partnershipsthe son or daughter feel sfully empowered and fulfilled
without having to push aparent aside. But don’t take our word for it.
High- profileexamplesof thisphenomenon abound almost anywhereyou
turn.

Surely only a daughter could respect and appreciate Hugh Hefner’s
idiosyncraticroleat Playboy Enterprises. Thoughthey arerarely shown
together, Christiesteadfastly defendsHef’ svariousbizarre® perks’—an
outsize salary, residencein the company-owned Playboy mansion—and
has respected hiscreative decisionsabout maintaining their flagship
magazine straditional format.

At thesametime, Christie hasengineered the company’ ssuccessful
entréeinto new fieldslikecable TV andlicensing. Sheiscredited with
boosting Playboy’ s profits and stock price to all-time highs—no mean
feat inthefickleworld of publishing. It' sdifficult toimagineanyoneel se,
especialy ason, achieving that balance. Whileit hasbeen aroller coaster
ridefor thecompany, Christieisgenerally considered agood strategic
and operational leader.

ThelLauders

EstéeLauder grew upin Queens, N.Y ., and beganto sell lotionsand
beauty productsout of her homein the 1940s. Shewas one of ahandful
of women businessfoundersin her generation. Thecompany grew, so
when her oldest son, Leonard, completed astint in the Navy and
graduated fromthe University of Pennsylvania sWharton School witha
businessdearee. it seemed natural for himtowork there. Heioined the



company in 1958. His partnership with hismother thrived as L eonard
oversaw incrediblegrowth by professionalizingthecompany’ s
management structure, creatingitsresearch and devel opment labsand
spearheadingitsinternational expansionintoaglobal giant withmore
than $5 billion salestoday. Although the Estée L auder company went
publicin 1995, it remainsfirmly under family control, with thefamily
owning almost all of the voting sharesand occupying key positions.
Leonard swiferemainsasenior VVP; also onboard aretheir son William
(who is set to become CEO on July 1), and Leonard’ sbrother’ stwo
children.

Interestingly, each of these well-known successors hasalong-term
partnership with an opposite-sex parent that’ sremarkablefor itsharmony,
itssynergy and the special regard each hasfor their opposite number.
These heirsarenot simply waiting to ascend the corporate throne. They
seemto beengaginginaspecial continuing relationshipthat’ sarewardin
itself.

Fatherstodaughters

One quality seemsto characterizethe style of daughters moving into their
father’ s business—patience. In each case, they understand that there are
issues, emotionsand complex rolesto negotiate, sotheir instinct isto
slowly developtrust with their father and other employees.

Another quality: Daughtersgenerally don't enter their father’ sbusiness
withasenseof entitlement. They realizethat they need to prove
themselvesfirst—to their father and the company—to succeed. In a
number of situationswe have seen, the need to provethemsel ves seemsto
include building credibility outsidethefamily enterprisefirst.

And unlike many sonswho can’t wait to push astubborn dad out the door
and streamlinethe company, daughters seemtolerant and even fond of
their fathers foibles. Serving their father and the family—the same
qualities often attributed to women in families—seems a greater
motivating factor than control and power.

AlanBressler’ sfather launched Agar Supply Co. by selling pork to
restaurantsin Boston’ sChinatown and subsequently expandedinto meat
distribution and processing. By thetimeAlaninherited leadershipinthe
1970s, Agar Supply wasalargeindependent food service and supply
company serving restaurantsand groceri esthroughout the Greater Boston
area. Intheearly ' 90s Bressler faced a classic succession dilemma: Food
servicewasan unglamorousand very malebusiness, but Bressler had no
sons—just three daughters born within three years of each other. Atthe
sametime. competitionand chanaina marketsleft himwith difficult



strategic choicesthat demanded focus on renewing the business.

Bresder’ seldest daughter, Karen, hadan MBA ininternational business
and was quite successful inacompany that imported and sold toys. But
shewasalso raising asmall child of her own. To her surprise, Bressler
asked her to try out the family business.

“I didn’'t needit,” sherecalls. | could get alot of jobs. But because he
wasmy father, and he asked, | decided it wasworth atry.”

Shequickly discovered that Agar Supply was*avery ‘guy’ place,” asshe
callsit, full of long-term employeesuncomfortablewith change. That
didn’t deter her, she says, because she had no particular interest in
running theplace. “ My strategy wasto keep to my area, domy job and
get results,” sherecalls. “| let trust and familiarity build slowly, and |
waited for them to warm up to me.”

Karen worked with her father on somemajor strategic changes. The
business needed more space: It wasatimeto think about moving out of
Boston, and offering awider range of products and services.

The processwasanything but smooth. At first, Karenrecalls, “ There
wasn't anything for meto do. Then, asjobscameopen, | hadto * swim’
with each assignment.” Asshetook on eachjob, “therewerethingsfor
me and Dad to talk about, and he got a sense of me and my work.” While
father and daughter discussed an appropriateroleto match her growing
authority, thecompany’ spresident resigned, so“1 took theinitiative,”
Karensays, and assumedthepresident’ sresponsibilities.

Within afew years, Agar Supply moved to asuburb of Boston, expanded
itsproducts, and revamped almost thewhol e management team. Working
together throughout the ' 90s, the father-daughter team had virtually
transformed the company. By thetime Alan wasready to retire in 2000, it
seemed natural for Karen to take his place.

It worksin India, too

LikeKaren Bresser, Charu Modi Bhartiawasaskedtojoin her family’s
businessafter earningan MBA and working for aU.S. company. Like
most Indian businesses, the family’ scompaniesweretraditionally male
preserves, so she had many reservations. Shewasasked by her father to
returnto Indiaand, in an unusual gesture, tojoin thefamily’ smulti-
faceted businessempire. Asher role, she hasworked with her father to
launch two entrepreneurial venturesin health careand education. In
devel onina her relationship with her father. shehascreated firm



boundariesand has had realistic expectations.

Slowly, shegained her father’ strust. “ | don’t confront him or speak out in
business meetingswhen othersarethere,” shesays. “I confront himin
private, wherel can ask himto explain hisposition and talk anissue
through.” Therelationship iscemented through adaily father-daughter
lunch at home. “I feel like areal partner now,” she says. “My businessis
about ayear from being profitable, and | am starting another venturefor
our family.”

TheSchneiders; From emotion totrust

Most fathersand daughtersshareanatural closeness. But trand ating that
emotiona bond into atrusting business partnership takes some doing. On
theonehand, thefather instinctively presumesthat hisdaughter will
alwaysbehislittlegirl whom he must protect (and who in turn protects
him, albeit emotionally). Onthe other hand, thefather needs a business
colleaguewith authority, capability and the aptitudeto win and lose her
own battles. Frank Schneider, aDenver family businessand turnaround
consultant who hasdevel oped and sold several professional services
businesses, looked ahead at age 65 to acomfortable, active practicewith a
small one-person consulting firmthat could support aflexiblelifestyle.

To hissurprise, his daughter—Kim Schneider Malek, an MBA who had
been working with alarge company—asked if she could join him.

Hewasreticent at first. He had worked for ayear with hisson, Brad, who
opened an affiliate officein Chicagoin 1995. After twoyears, Brad left to
assumeleadershipinoneof hiswife’' sfamily’ sbusinesses. Kim, asa
middle daughter, played arolein the family that was conciliatory and
diplomatic, “making her supportive of meinwaysthat her brother was
not,” Frank says. “ Brad wasmorelike me, and, had we been working
together in the same office, we probably would have had some clashes.”
After working with Kim on several engagements, Frank says, he saw the
benefitsof their collaboration.

“Wearepolar opposites,” hesays, “ but werespect each other and value
our differences, which havebecomeoneof our competitiveadvantages.”

Kim experienced a particular work-family conflict that often seemsto be
present when adaughter collaborateswith her father. “ My father wants
meto devote myself to the businessand our clientslike hedoes, whichis
very time-intensive,” she says. “But he also wants meto bear and raise his
grandchildren, whichisfighting for the sametime. Hehasgenuine
conflictingcommitmentsfor mebetween advancingmy career inhis
businessand perpetuatina future aenerationsin hisfamily.” Tobesure,



Kim says, shefeelsthisconflict inside herself aswell.

The presenceof brothersinthe businesscan leadto anintenserivalry if
the daughter ischosen asthe successor. Thiswasthe caseinapublic
company that one of usadvised, where the father wasthefounder and
icon of the product. The mother wasastrong personality, activein her
ownventuresand community affairs. First, their eldest daughter entered,
thentheir sonsevera yearslater. The daughter was serious, dedicated and
patient, learning her role and taking on many jobs. In contrast, the son
focused exclusively inhisareaof interest: marketing and promotion. He
presumed that heand hissister would shareleadership, but their father
felt that shewasthe natural leader, and let it be known that shewashis
designated heir. Thisled to adeep rift and feeling of betrayal on her
brother's part.

Inanother client family withasimilar configuration, thebrother whowas
passed over | eft the businessand created hisown consultancy, devel oping
over time apositive working relationship with hisfather and arespectful
acceptanceof hissister’ sleadershiprole.

Mothersto sons

M other-sonworking partnershipsare more complex, partly because
they’ relesscommon. Much depends on how themother originally
reached the top. A mother like Katharine Graham, who became CEO
through the death of her husband, may be moretentativeor conflicted
about her abilities. A visionary founder-mother like Estée Lauder, onthe
other hand, was confident, clear and assertive about who shewas, what
shewasdoing and what she wanted. The mother thuseither exultsin
playing thefather role, or suffersthe burden of trying to succeed him.

In each path, the son hasadifferent image of the mother. Leonard Lauder
had to perform and accept that he would remain in his mother’ s high-
profile shadow into her 90s. Donald Graham, by contrast, may havefelta
calling to protect and support hismother in her role.

Or consider Kathy Gardarian, who founded QualisInternational in

Orange County, Calif., in 1988 to sell and distribute packaging products
toretailerslike Home Depot. Her only son, Leo, cameon board two years
later at age 23, fresh out of college. The company wasgrowing fast, and
sheneeded help to build thedistribution systemfor their products. The
special rel ationship between the son and hismother, who wasdivorced
when hewasnine, enabled Kathy to let go and trust Leo inwaysthat, asa
controlling entrepreneur, shemight not haveexperienced with another.

“Wehave awavsbeen best friends.” Kathv savs of her son. “Heknows



mewell, and we have aremarkable ability to diffusethe stresslevelsfor
each other. Having amal e counterpart in thismale-dominated businessis
areal asset. Therearestill some clientswho are more comfortable doing
businesswith aman.”

At first Kathy functioned asLeo’ smentor. “ At the start hewasafraid he
couldn’t contribute anything,” sherecalls. “Heneeded helptoget his
confidenceup. Hewasvery concerned that he not disappoint me, and hurt
our relationship. Hefelt he had to prove himself to me. It was never
verbalized, but | know it wasastrugglefor him.”

Over the past 13 years, L eo hasgrown with the company asQualis
International expandedtofour distribution centersnationwideand nearly
$20 millioninannual revenues. WhileK athy remainsthe sole owner, Leo
was promoted to president four yearsago andisontrack toinherit his
mother’ sownership. Although Kathy isstill active, she spendsalot of
time serving on boards and pursuing her persona interests, leaving more
and moreauthority to Leo. Although Leo doesn’t do everything her way,
shesays, “| am solucky to have had thisopportunity; his presence has
freed meup.”

Not every mother-son partnership isso lucky. Florence Kaslow, afamily
busi ness consultant and psychologist in Palm Beach, Fla., worked with
several casesinvolving single, self-made CEO mothers. Unlike their
married counterparts, thesewomen acted asboth head of household and
company president. Asabusinesswoman, the mother was successful, but
asaparent, her frequent absencesand limitedinvolvement caused
resentment for her sons. Intheseand other similar situations, the mother
wants her son to succeed but isn’t alwaysup tothetask. Unlikedaughters,
many business sonsfeel asense of entitlement, exacerbated by thefeeling
that their mother’ sdevotion to her business had deprived the son of afull-
fledged family childhood. The mothers, feeling guilty about their lack of
familial participation, felt they “ owed” thebusinessto their sons but were
increasingly disappointedintheir performance. (Seefor example, “Like
mother, like son,” by Florence Kaslow, FB, Spring 2002.) Such
partnershipsoften lead to the sale or decline of the business.

M other-mentors often expend much of their energy curbing their sons
overconfidenceand eagernessto take over beforethey’ reready. In other
cases, the son devel ops such acloserel ationship with hismother that he' s
hard put to feel as close and responsible to anyone else—hiswife, for
example. Whiledaughtersfeel responsibleto their fathersandto their
familiessimultaneoudly, sonsfeel responsibleand dutiful totheir mothers
both personally and professionally.

Successful cross-aender, cross-aeneration partnerships share one common



theme: the great respect and trust that opposite-sex parents and offspring
feel for each other. Thisleadsto great tolerance and to the ability to be
attuned to each other’ sneeds. If thisbasic building block isin place, the
benefits and special featuresof thistricky relationship should outweigh
theliabilities.
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