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What is very easy? To advise another.

What is very hard? To know yourself.

Thales, the first philosopher





ix

 

Contents

Preface to the Second Edition	 xv

Preface to the First Edition	 xvii

INTRODUCTION
An Invitation	 1
A Welcome from James (Jay) Hughes, Esq.	 1
A Welcome from Dr. Susan Massenzio	 3
A Welcome from Dr. Keith Whitaker	 4
The Path Ahead	 6

PART ONE

CHAPTER 1 
Complete Wealth	 9
Right Understanding	 9
Complete Wealth	 10
The Five Types of Qualitative Capital	 11
Growing Capital	 13
A Provocative Comparison	 16
Measuring Qualitative Capital	 17

CHAPTER 2 
Family Enterprise	 19
Affinity	 19
Flourishing	 20
The Three-Circle Model	 22
Active Ownership	 25



x	 Contents

Transition	 28
Time	 30

CHAPTER 3 
Principles	 33

PART TWO

CHAPTER 4 
The Rising Generation	 37
Why Rising?	 37
The Effects of the Black Hole	 38
The Challenge	 40
Meeting the Challenge	 42
Rising in the Middle Passage	 45
Setting Off	 45

CHAPTER 5 
The Big Reveal	 47
Confirmation	 47
What’s Next?	 49
The Pause	 50
Courage	 53

CHAPTER 6 
Parents	 55
Giving	 55
Know Thyself	 56
Nothing Too Much	 57
How Much Is Enough? Fair versus Equal?	 58
Communication and Control	 58
Giving as Grandparents	 60
Letting Go	 62

CHAPTER 7 
Spouses	 63
Tough Questions	 63
Fiscal Difference	 63



Contents	 xi

The Three-Step Process	 65
Spouses and Family Meetings	 67
Blended Families	 68

CHAPTER 8 
Elders	 69
“Old Age Hath Yet Its Honor and Its Toil”	 69
Characteristics	 70
Two Practices	 72

CHAPTER 9 
Trustees and Beneficiaries	 75
Human Consequences	 75
Vocabulary	 76
Activity	 80
Distributions	 83
Conclusion	 87

CHAPTER 10
Advisers	 89
Questions to Consider	 89
Money	 90
Personnes de Confiance	 91
Counselors, Coaches, and Facilitators	 92
Mentors	 93
A Father’s Wisdom	 94

CHAPTER 11 
Friends	 95
Friends as Wealth	 95
Wealth and Friends	 97

PART THREE

CHAPTER 12
Character	 101
History	 101
What Works	 103



xii	 Contents

CHAPTER 13
Work	 105
Meaning	 105
Strengths and Flow	 106
The Human Work	 107
Play	 108

CHAPTER 14
Talking with Children about Wealth	 111
Development	 111
The Power of the Teachable Moment	 112
Are We Rich?	 112
Curiosity	 113
Allowances	 113
Adolescents	 114
Managing Privacy	 116

CHAPTER 15 
Prenuptial Agreements	 117
Introduction	 117
What Is a Prenuptial Agreement?	 118
How Best to Approach a Prenuptial Agreement	 120
For Parents of the Prospective Spouses	 121

CHAPTER 16 
Getting Started	 123
Questions	 123
Questions for Reflection	 124
Practices	 124

CHAPTER 17
Family Meetings	 127
Preparation	 127
Why?	 128
What to Do in a Family Meeting?	 129
Who to Have at a Family Meeting?	 130



Contents	 xiii

When to Hold a Family Meeting?	 131
How to Run an Effective Family Meeting?	 132
Where to Hold the Meeting?	 133

CHAPTER 18
Family Stories and Rituals	 137
The Stuff of Life	 137
Rituals	 139

CHAPTER 19
Family Mission Statements	 143
Why a Family Mission Statement Matters	 143
What Is a Family Mission Statement?	 144
How to Create a Family Mission Statement	 145
How to Use a Family Mission Statement	 146

CHAPTER 20
Family Governance	 149
Humility and Freedom	 149
Constitution, Council, and Assembly	 150
Design	 153
Ratification	 154

CHAPTER 21
Financial Capital	 157
Return	 157
Two Practices	 159

CHAPTER 22
Preserving a Family Vacation Home	 165
Hard Questions	 165
Family Culture as the Solution	 166
Facing Realities	 167

CHAPTER 23
Family Philanthropy	 169
The Benefits of Family Philanthropy	 169
Philanthropy for the Family	 170



xiv	 Contents

Getting Started	 171
Magnificence	 173

CONCLUSION
Individual Flourishing	 175
Many Blossoms	 175
The Five Ls	 176
The Four Cs	 177
Three Little Words	 178

EPILOGUE
The Future?	 181
Evolutions in Human Development	 181
Changes in Family Structure	 182
New Understandings of Family Wealth	 182
China	 183

Appendix One: Fiduciary Course Curriculum	 185

Appendix Two: �Key Practices for Families During  
Challenging Times	 195

About the Authors	 201

Index	 203



xv

This new edition of Complete Family Wealth contains a number of noteworthy 
changes.

We have updated the first chapter’s discussion of qualitative capital to 
reflect the latest thinking in the field, which distinguishes among five types 
of non-financial wealth: human, legacy, family relationship, structural, and 
social. We have also included in this chapter our thoughts on ways that fam-
ilies can invest in this most important form of capital and measure the impact 
of their investment.

Upon much reflection and discussion with beneficiaries, we have included 
a new chapter on the subject of “The Big Reveal,” the moment when recip-
ients are supposedly introduced to their present or future financial wealth. 
This moment looms very large in the minds of parents, but in practice it is 
what happens next—the flight, fight, freeze, or flourishing—that makes all 
the difference. We offer recommendations on how to increase the likelihood 
of the lattermost of those possibilities.

Among other additions, because it comes up so often, we have included a 
chapter on preserving a beloved family vacation home, and we have added two 
appendices: one detailing a “Fiduciary Course Curriculum,” for families who 
wish to enhance the learning (and living) of their trustees and beneficiaries, 
and a second that discusses “Key Practices for Families During Challenging 
Times,” which sprang from our work with families during the pandemic but 
whose lessons apply to any sorts of challenges that families may face.

Finally, perhaps the biggest change to this edition is also the smallest: 
the inclusion of the word “well-being” on the title-page and at strategic 
points in the text. We have long believed in the importance of learning from 

Preface to the 
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the etymology of the word “wealth,” which derives from “weal,” with the 
original meaning of “well-being.” Our decades of experience helping families 
have convinced us that perhaps the most beneficial step a family can take is 
to shift their understanding of wealth from finances to well-being—all else 
that we write about, speak about, and do stems from this reorientation in 
consciousness.
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This book culls the essence of our prior books: Family Wealth (1997 and 
2004), Family: The Compact Among Generations (2007), Cycle of the Gift 
(2014), Voice of the Rising Generation (2015), and Family Trusts (2016). It 
also captures insights that we have shared in dozens of articles, white papers, 
and blog posts, as well as in presentations to hundreds of audiences. We 
deeply appreciate all that we have learned from our many reviewers, our 
respondents, and the participants in these events.

Each chapter of Complete Family Wealth connects to others through themes 
and concepts; each can also be read on its own. Please feel free to pick and choose 
among them, based on the topics of greatest importance to you and your family.

In Complete Family Wealth, we have sought to present enduring ideas and 
practices. These are the insights and the activities that we have seen make a 
truly positive difference in families’ lives over the long-term.

Following are some of these enduring principles, which are reflected 
more fully in the chapters that follow:

The goal is not “beating the ‘shirtsleeves to shirtsleeves’ proverb” in 
the sense of keeping only financial capital in the family. Financial 
capital is important. But references to “the proverb” have caused 
many readers to think that we advocate attention to qualitative 
capital for the sake of financial capital. The opposite is the truth.

Though our subject is “family” wealth, this wealth resides in 
individual family members. Their relationships are crucial, but the 
health of relationships and the family depends on the prior health of 
the individuals who are related.

While “governance” (shared decision-making) is important and 
sometimes overlooked, too much emphasis on governance ends up 
imposing “forms” on the family under which it cannot “function.” 
Sometimes it is easier for advisers to hand a family a draft constitution 
than to help them to live well together. But the former, if ever 
adopted, should serve the latter.

Preface to the First Edition
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Welcome to the journey. We hope that in reading Complete Family Wealth 
you will discover new ideas and practices that will enable your family to grow 
its qualitative and financial capitals long into the future.

Complete Family Wealth marks a stage in the journey of we three coau-
thors, at times individually, more recently together. As we invite you to join 
us, we begin with a short description of our paths thus far.

A Welcome from James (Jay) Hughes, Esq.

Welcome back readers of our previous books, and welcome new readers! For 
those of you pilgrims wearing your scallop shells and round hats and carrying 
your staffs, walking with us to Santiago to discover how to help your families 
flourish, please sit down, take off your regalia, and join Keith and Susan and 
me in the next steps of our common pèlerinages. For those of you just joining, 
please ask those who are already on this journey for their help and their stories 
of success in overcoming the obstacles their families face to flourishing.

As many readers already know, my journey to help my family deal with 
the proverb of “shirtsleeves to shirtsleeves in three generations” began when 
I was four years old. I overheard my mother, Elizabeth Buermann, in an agi-
tated state, explaining to my father, James E. Hughes, her concerns about 
money and her worries about the proverb. Her worries continued until her 
death at the age of 95.

Why? Because her father, my grandfather, had gone bankrupt in the 
Depression. She had come home one day to find a “For Sale” sign on the 
front lawn of her home in Newark, New Jersey. Her family until then had 
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large financial resources inherited from her grandfather, a German immi-
grant, an inventor, and a successful industrialist. Not knowing why that 
sign was there, she went into the house and found her mother. Her mother 
told that her father had gone bankrupt by virtue of depositing his money 
in his father’s now busted savings and loan company. Then her mother 
shared with her another terrible truth. My grandmother had only a high 
school education, had been the single cosseted child of devoted parents, 
and till that day had “help” in the house. She told my mother that, as my 
grandfather “did not know how to work,” she was going to work the next 
day. My grandmother worked for 50 years, into her mid-80s, as a recep-
tionist in a hospital to provide for her family. So it is quite understandable 
that my mother had these fears of the proverb: she had been living it every 
day since her youth.

My mother’s recital of these realities to my father made me want to 
help her put those fears aside. It also made me appreciate how emotionally 
pernicious the effects of the proverb are.

As readers of Family Wealth know, I met the proverb again many years 
later, in 1974, when I was asked by the sons of an enormously successful busi-
nessman in Singapore to come visit their father.

I was naturally curious why I, a still very wet-behind-the-ears private-
client attorney, was being invited to travel halfway round the world at 
substantial cost to the family when there must be excellent legal counsel 
available in Singapore. When the day of the meeting came, I still had no 
idea why I had been invited. After entering his office and solving, over tea, 
all the macroeconomic problems of the world, I was still wondering. Finally, 
this worldly-wise man said, “Mr. Hughes, you are probably wondering why 
I invited you here. We Chinese have a proverb, ‘Rice paddy to rice paddy in 
three generations.’ I don’t want that to happen to my family. Can you help 
us using the techniques of families in America to solve this problem?” I was 
happy to discover that I could help him.

In the years since 1974, as I have traveled to meet with families around 
the world, I have heard the same idea expressed in varying ways. The shirt-
sleeves proverb turns out to be culturally universal, capturing a great truth 
about wealth and human behavior.

As a result, the proverb has been the question that has dominated my 
personal and professional life.

One of the most wonderfully positive parts of my journey has been to be 
a part of my parents’ creation of a flourishing family from the ashes of both 
of theirs. Today we are a family, including in my case, wonderful additions 
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from my wife Jackie’s family. We are a flourishing, tightly knit group of 
three living generations with a strong bond to the gifts of my parents’ gener-
ation. Our tribe meets my test of a flourishing family: every generation has 
the contact information of their first cousins and, if they called any one of 
them, their voices would be immediately recognized. Do we face obstacles 
to continuing this flourishing? Yes, we do. Are we facing them head on? 
Yes, we are.

To face the proverb’s challenges, I set out to meet, learn from, and 
befriend remarkable professionals who share my passion to serve families. 
These friends and colleagues are too many to name here. Two of them, Susan 
and Keith, joined me in this effort to produce Complete Family Wealth, and 
with them I wrote two other books, The Cycle of the Gift (2013) and Voice of 
the Rising Generation (2014). We came together, over 10 years ago, at a time 
when I had started to doubt whether I had anything more to say. Our con-
versations opened new vistas to me of ideas and of hope. I came to see myself 
in the true elder role: not leading or doing but rather convening those who 
wish to learn and encouraging those who seek to act.

I am now in my 75th year of life and 50th year of practice. I am deeply 
humbled to see that, over the past 20 years, our little books have taken on 
lives of their own. They have done so—and I hope that Complete Family 
Wealth will do so—because you, the reader, will, I believe, find at least one 
suggestion here that will prompt you to have the courage to believe that the 
shirt sleeve proverb can be avoided. I believe it can!

A Welcome from Dr. Susan Massenzio

I was born into a family of second-generation immigrants to America. Resil-
ience, hard work, and community were values that were woven into the fabric 
of my family as well as the families of many other immigrants.

I was fortunate to have loving grandparents and parents who led their 
lives with integrity and generosity. I learned at a very young age that money 
was a means to independence, choice, and the ability to be generous with 
people whom one loves. I was also gifted with good health, a good mind, and 
an adaptive attitude. I inherited much qualitative wealth.

My grandfather was very resourceful and made several good real estate 
investments, which he left equally to his four children. My father started 
a family business with his brother that had its share of success and hard 
times. I witnessed firsthand the realities of a family business: the challenge 


