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Introduction T

A PRACTICAL GUIDE FOR FAMILY BUSINESSES

Most family businesses have thought carefully about who should own the company and who
should lead it. The in-law conversation is different. Applying formal governance to a marriage
feels awkward, and establishing expectations for a son-in-law or daughter-in-law can feel more
like drafting a contract for a relationship than planning for a business. So the conversation gets
deferred, often indefinitely.

In-laws don't stay in the background. They attend family gatherings, hear about decisions
through their spouses, and form views about the business whether the family has defined their
role or not. This guide gives your family a structured way to address these questions
deliberately, before a conflict forces the conversation.

HOW TO USE THIS GUIDE

Founders and next-generation leaders can use this guide to navigate questions about in-law
involvement within the family enterprise. The seven chapters move in sequence from your
family's philosophy and participation policies through role definitions, boundary guidelines,
and conflict resolution. It also provides boundary guidelines and conflict-resolution processes.
You may read it from start to finish or skip directly to the sections most relevant to your
current situation.

Instruction for Family Meetings

Throughout this guide, you will find eight practical tools including worksheets and
frameworks for family meetings. To make these sessions productive, each family
member should complete the tools individually before the group discusses them.
Comparing these responses helps you see where you are aligned and where your
family views the business differently.
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CHAPTER 1

Understanding the Stakes T

HOW IN-LAW CONFLICTS DIFFER FROM OTHER FAMILY
BUSINESS CONFLICTS

Sibling disagreements carry decades of shared history. Parent-child tensions involve
long-established patterns of authority and expectation. They grew up together, often
share ownership, and have a long-term stake in the same future.

In-laws come from outside and don't share that history. Their loyalty, appropriately,
runs first to their spouse. When the business creates stress for their husband or wife,
the in-law feels it.

This doesn’t make in-laws a liability. Most in-laws genuinely want their family-by-
marriage to thrive. The structural problem is that an in-law often holds real influence
over a family member’s decisions and has access to sensitive information through their
spouse. At the same time, they may have strong opinions about how the family member
is being treated. None of that comes with any formal accountability to the business.

When that combination meets unclear expectations, the conditions for conflict are in
place. The unresolved question of whether an in-law is truly “in” or still somewhat “out”
sits beneath most of this tension. Families rarely answer it directly.
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CHAPTER 1

Understanding the Stakes £2

WHAT THE COSTS LOOK LIKE

By the time an in-law conflict becomes visible, it has usually been developing for years. The costs
show up in a few distinct ways.

Business disruption: When an in-law is informally involved in a family member’s business decisions,
those decisions can become harder to predict. Other family members and non-family employees
notice and authority that was supposed to be clear starts to look uncertain.

Family estrangement: In-law conflicts put the married family member in the middle. They’re asked,
explicitly or not, to choose between their spouse and their family. That position takes a toll on both
relationships over time.

Leadership instability: Next-generation leaders managing in-law tension often lose focus. Those
influenced by a spouse with strong opinions about the business may make decisions that reflect that
influence rather than their own judgment or the family’s agreed-upon direction.
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CHAPTER 1

Understanding the Stakes T

THE FOUR INTERCHANGES AT PLAY

At Interchange Capital Partners, we work with family businesses through the lens of four
interchanges: the Individual, the Family, the Business, and the Ownership. Most family business
challenges involve more than one at a time. In-law integration is no exception.

Individual: Each in-law brings their own background and career history. A spouse who came from a
corporate environment may have strong views about how the family business is run. One who set
aside career opportunities to support the family may have unspoken expectations about recognition
or inclusion. These individual factors shape how each in-law experiences their place in the family
enterprise.

Family: The family’s existing dynamics determine how an in-law is received. Long-standing
communication patterns and sibling relationships shape the in-law’s experience before they have had
a chance to develop their own. The family’s general posture toward outside input matters too. These
patterns predate the in-law’s arrival and are rarely explained to the newcomer.

Business: How the business is structured, what roles exist, and how decisions are made all determine
what legitimate space an in-law can occupy. A business without clear employment policies or defined
roles for family members will struggle to define them for in-laws.

Ownership: When a marriage ends or when ownership transfers across generations, the in-law’s
relationship to business ownership becomes an immediate and practical question. Families that
haven’t addressed this in advance are left to work through it under pressure, often in circumstances
that make clear-headed conversations difficult.

.
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CHAPTER 1

Understanding the Stakes £2

THE WINDOW OF OPPORTUNITY

The families that navigate in-law integration well don’t do it by being more harmonious than other
families; they do it earlier.

Conversations that feel impossible during an active conflict are often straightforward before one
develops. The right time to establish a framework is during a calm period. Before a marriage is ideal. A
broader governance review works too. For families that have already passed those moments, the next
best time is now, before the next transition creates urgency.

TOOL #1: THE IN-LAW RISK ASSESSMENT

Before building any policies or frameworks, it helps to know where your family currently stands. This
self-scoring assessment is designed to surface the areas of greatest integration risk across four
categories.

SCORING GUIDE

1 = Not true of our family
2 = Somewhat true

3 = Mostly true

4 = Consistently true

Category 1: Communication

Our family has a shared understanding of what business information in-laws are and aren’t
part of.

When an in-law has a concern about the business, there is a clear, appropriate channel for
raising it.

Our family distinguishes between social gatherings and business discussions, and in-laws
understand the difference.

Category 1Score: ___/12
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CHAPTER 1

Understanding the Stakes £2

Category 2: Role Clarity

Every in-law who has a formal role in the business has a written role description.

Our family has a shared understanding of what “involvement” means for in-laws who are not
employed by the business.

In-laws who don’t work in the business understand what that means for their access to
information and meetings.

Category 2 Score: __/12

Category 3: Decision Authority

Our family has agreed on which decisions belong to the business, and which belong to the
family as a whole.

In-laws understand that input on business decisions runs through their spouse, rather than
directly to other family members or leadership.

Family members active in the business can make decisions within their authority without
seeking informal approval from their spouses.

Category 3 Score: ___/12

Category 4: Emotional Inclusion

In-laws who are not employed in the business feel genuinely informed about the
company’s direction and performance.

In-laws feel respected by the family, independent of their level of involvement in the
business.

The family has had a direct conversation with each in-law about what their involvement in
the business will and won’t include.

Category 4 Score: ___/12
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Understanding the Stakes &2

Total Score: ___/48

Interpreting Your Score

39-48: Your family has strong integration practices in place. Use this guide to identify any remaining
gaps and formalize what is working.

27-38: You have a foundation to build on, but meaningful gaps exist. Focus first on the categories
where your scores were lowest.

15-26: In-law integration is an active risk area for your family. Work through this guide chapter by
chapter and consider engaging an outside advisor to facilitate the harder conversations.

Below 15: We recommend starting with Chapter 6, which covers conflict resolution, before working
through the earlier chapters.
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CHAPTER 2

Setting the Foundation — Your &%
Family’s In-Law Philosophy

Most families, when they decide to address in-law integration, start by drafting policies. Who can
attend which meetings, whether a son-in-law can join the business, or how a daughter-in-law's input
on a major decision should be handled.

Those policies matter. But policies written without a shared philosophy behind them are fragile. The
first time a situation arises that the policy didn't anticipate, the family is back to making it up. Without
agreed-upon principles to anchor the conversation, that discussion is harder than it needs to be.

Every family's position on in-law involvement will look different. One with a strong tradition of
keeping the business within the bloodline will land somewhere very different from one that has
always treated spouses as full participants. Neither position is wrong. A family that hasn't decided
has, by default, decided to be inconsistent.

THE SPECTRUM OF INVOLVEMENT

In-law involvement spans a wide range. At one end, a spouse has no formal relationship with the
business whatsoever. They're a supportive partner, informed about major developments through
their spouse, but not involved in any business discussions or decisions. At the other end, an in-law
holds an active ownership stake, a leadership role, and a seat on the family council.

The spectrum covers four distinct domains, and a family can hold different positions in each:

Ownership: Can an in-law hold an ownership stake, directly or through their spouse? What happens to
that ownership if the marriage ends?

Employment: Under what circumstances, if any, can an in-law join the business? Do the same
qualification standards that apply to family members apply to in-laws?

Decision-making: Can in-laws attend family business meetings? Do they have a voice in governance
decisions? Is that voice formal or informal?

Family governance: Can in-laws participate in the family council or other governance bodies? If so, in
what capacity?

A family that hasn't discussed these domains has left the answers to accumulate informally, shaped
by whoever spoke up most confidently in the moment.
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CHAPTER 2

Setting the Foundation — Your &%
Family’s In-Law Philosophy

GETTING ALIGNED BEFORE WRITING ANYTHING DOWN

The process of reaching an agreement matters as much as the document that results from it.
Families that skip the conversation and go straight to drafting policies often end up with policies
that only some family members believe in.

Before any templates or formal agreements are developed, the family needs a genuine discussion
about values. A few questions tend to surface the meaningful differences:

e Do we seein-laws as part of our business future, or as supportive partners outside it?
How much business information do we want in-laws to have access to?

What can an in-law earn their way into over time, and what stays off-limits regardless?
What do we expect from in-laws in terms of discretion and respect for our governance?

These conversations don’t require a professional facilitator, though one can help when the family
already has tension around the topic. What they do require is that everyone who will be affected
has a genuine voice.

TREATING INTEGRATION AS GOVERNANCE

One of the most practical shifts a family can make is treating in-law integration as a governance
matter rather than a relationship matter.

When treated as a relationship issue, the response to a problem is typically a difficult personal
conversation. When that conversation doesn’t go well, there is no fallback. When treated as a
governance matter, the family has documented expectations and agreed-upon processes for
working through disagreements.
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CHAPTER 2

Setting the Foundation — Your &%
Family’s In-Law Philosophy

This is the logic behind a business prenup: proactive governance agreements address human
dynamics before they become disputes. In-law integration is one of the most consequential
human dynamics in a family business, and it deserves the same deliberate attention as succession
planning or employment policies.

The two tools in this chapter help your family move from an unspoken approach to an explicit,
shared one.

TOOL #2: THE IN-LAW INVOLVEMENT SPECTRUM WORKSHEET

This worksheet has two parts. The first helps your family map where you want to be on the
involvement spectrum across four domains. The second translates that into a shared philosophy
statement. Work through them in order; the spectrum discussion will make the philosophy
prompts easier to complete.

Partl
For each domain, mark your preferred position on the spectrum. Then write a brief note explaining

your reasoning.
Domain 1: Ownership
Mark your preferred position:

No ownership under any circumstances
Indirect ownership through spouse only
Direct ownership possible

Full ownership with voting rights

What is driving your answer?

Domain 2: Employment
Mark your preferred position:

No employment under any circumstances

Employment considered case by case
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CHAPTER 2

Setting the Foundation — Your &%
Family’s In-Law Philosophy

Employment with standard qualification criteria

Employment on the same terms as family members

What is driving your answer?

Domain 3: Decision-Making
Mark your preferred position:

No access to business discussions
Informal input through spouse only
Formal advisory role with defined scope

Voting role in family decisions

What is driving your answer?

Domain 4: Family Governance
Mark your preferred position:

No participation in governance
Observer status only
Non-voting participant

Full member with voting rights

What is driving your answer?
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CHAPTER 2

Setting the Foundation — Your &%
Family’s In-Law Philosophy

Group Discussion Guide

After each family member has completed the worksheet independently, bring responses
together and work through these questions:

1. Where are we aligned across all four domains?

2. Where do we have meaningful differences, and what is driving them?

3. Are our differences based on principle, or are they shaped by a specific person or
situation?

4. What would it take to reach a shared position in each domain?

Part 2: Capturing Your Philosophy

Use these prompts to draft a shared philosophy statement based on the discussion above.
Once complete, combine the responses into a single document the whole family has reviewed
and agreed to.

In our family, we believe in-laws are...

When it comes to the business, we want in-laws to feel...

We commit to keeping in-laws informed about...

In-laws have a voice in our family on matters related to...
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CHAPTER 2

Setting the Foundation — Your &%
Family’s In-Law Philosophy

We ask in-laws to respect...

We ask in-laws to handle business information by...

We will revisit this statement when...

When an in-law has a concern not addressed here, the right next step is...

A philosophy statement reflects genuine agreement, not the preferences of whoever drafted it
first. If the family can’t reach agreement on a section, that tells you where the harder
conversations still need to happen before policies can be written.

o
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CHAPTER 3

Participation Policies — Who B

Can Join, When, and How

A family philosophy tells you what you value. Participation policies tell you what you’ll do.
Without that second layer, the philosophy stays aspirational, and the decisions stay ad hoc.

Ambiguity around participation is one of the most reliable sources of in-law conflict. Without
written policies, every decision becomes a negotiation, with family members advocating for their
spouses while senior members make calls that feel arbitrary to those coming up. In-laws who were
never told the rules feel blindsided when those rules get applied to them. Policies depersonalize
these decisions, and a consistent standard is easier to accept than one that feels personal.

THREE MODELS OF PARTICIPATION

Most families operate under one of three participation models, and knowing which fits your
situation is the prerequisite to writing any policies. In employment-based participation, an in-law’s
involvement is tied entirely to whether they hold a job in the business. Outside that role, they
have no formal standing. In governance-based participation, the family separates employment
from governance, allowing an in-law to participate in the family council without working in the
business. In ownership-adjacent participation, in-laws are treated as stakeholders because their
financial lives are directly tied to the business through their spouse’s ownership. A family that
hasn’t agreed on which model applies will write policies that contradict each other.

QUALIFICATION STANDARDS

The most contentious participation question in most family businesses is employment: who can
work there, and under what terms. The conflict isn’t usually about whether a specific in-law is
qualified. It’s about whether the family has consistent standards, applied the same way regardless
of which family member is advocating for their spouse.

Families that have handled this well typically address four questions in their employment policies:
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CHAPTER 3

Participation Policies — Who B
Can Join, When, and How

Minimum qualifications: What education, experience, or credentials does an in-law need before being
considered for employment? These should mirror or exceed what would be required of a non-family
hire for the same role.

Outside experience requirements: Some families require that any family member or in-law work
outside the business for a defined period before joining. This protects the in-law as much as the
business. Someone who joins directly from school or directly after marriage has no independent
frame of reference, which can create dependency and limit their credibility with non-family staff.

Performance standards: Once employed, is the in-law held to the same performance expectations as
other employees in comparable roles? Families that apply different standards, whether more lenient
or more demanding, create resentment in both directions.

Compensation: Is the in-law compensated based on their role and market rate, or based on their
relationship to the family? This question matters beyond fairness. When an in-law’s compensation is
out of line with their contribution, it becomes a source of friction for other employees and,
eventually, for other family members.

When an in-law brings genuine expertise the business could use, Chapter 4 addresses how to
structure that involvement properly.

BUSINESS PARTICIPATION VS. FAMILY PARTICIPATION

A daughter-in-law who doesn’t work in the business may still be an appropriate participant in the
family council. A son-in-law who holds a senior leadership role in the business may still be
excluded from certain ownership discussions. These reflect a deliberate choice about which
systems an in-law belongs to, and why.

Families that conflate business and family participation end up with inconsistency. An in-law
included in one context assumes they’re included in others. An in-law excluded from one context
feels excluded from all of them. Drawing the distinction explicitly and communicating it directly to
in-laws removes a significant source of confusion.

Compensation and the Working vs. Non-Working Owner Problem

When in-laws are employed in a family business where other family members are owners but
not employees, compensation becomes a flashpoint. The working in-law may feel underpaid
relative to what owners are taking out. Non-working owners may feel the in-law’s compensation
is excessive relative to their contribution or tenure.

INTERCHANGECP.COM 17
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CHAPTER 3

Participation Policies — Who T
Can Join, When, and How

The clearest way to address this is through a compensation policy that applies to everyone in
the business, family and in-law alike. Compensation should be tied to role and market rate, with
a separate and distinct track for ownership distributions. Mixing the two—compensating an in-
law above market because they’re family, or below market because they’re “just” an in-law—
creates the conditions for ongoing resentment.

TOOL #3: THE IN-LAW PARTICIPATION POLICY FRAMEWORK

This framework gives your family a structured starting point for drafting participation policies
across five areas. For each section, complete the policy statement as a family. Where you can’t
agree on a policy, note the disagreement and flag it for a facilitated discussion before moving
forward.

Our policy on in-law employment is:

Minimum qualifications required before an in-law may be considered for employment:

o Education/credentials:

o Outside work experience:

o Role-specific requirements:

The qualification standards above apply:

Equally to all in-laws Equally to all family members and in-laws Other

Once employed, in-laws are evaluated using:
The same performance standards as all employees in comparable roles
The same standards as family members in comparable roles

Standards specific to their role, defined at hire:

Compensation for employed in-laws is determined by:
Role and market rate, consistent with non-family employees

Role and market rate, with a family premium/discount:

Other:

INTERCHANGECP.COM 18




CHAPTER 3

Participation Policies — Who T
Can Join, When, and How

In-laws who are employed in the business may attend:

In-laws who are not employed in the business may attend:

Our policy on in-laws attending or participating in strategic planning sessions is:

In-laws may participate in the family council:
As full voting members As non-voting participants As observers only Not at all

Other:

If applicable, the criteria for family council participation are:

INTERCHANGECP.COM 19




CHAPTER 4

Role Definition Templates T

Chapter 3 addressed who can participate and under what conditions. This chapter
addresses what that participation looks like once someone is in.

DEFINING ROLES THAT WORK

When a family gives an in-law an undefined role, the in-law fills it with their own assumptions. They
interpret their access as authority and draw their own lines around what falls within their purview.
When those lines turn out to be wrong, the conflict that follows is more complicated than if no role
had been offered. An in-law with no role at least knows where they stand.

The temptation, when a family wants to signal inclusion, is to create a role with a title but no real
substance. An “advisor” who is never asked for advice, or a “consultant” whose recommendations are
filed and forgotten, discovers the hollowness of the role quickly. An in-law who contributes in good
faith and finds their contributions carry no weight will be more frustrated than if no role had existed.

Creating a genuine role starts with an honest assessment of whether the business actually needs
what the in-law can offer. It also requires the right document to define it. A job description tells
someone what they're supposed to do. A role charter tells them why the role exists, what authority it
carries, and how their contribution will be evaluated. For in-laws, that distinction matters more than it
does for a standard hire. The questions that create tension in family businesses are governance
questions: Does this person have authority to make decisions, or only to recommend them? Who do
they report to?

THE ADVISORY ROLE

When it works, an advisory role has a defined scope and a clear process. The in-law advises in a
specific domain where they have genuine expertise. They know when their input will be sought and
what happens to their recommendations afterward.
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When it doesn’t work, the title exists without any of that structure. The in-law has no way of knowing
which decisions to weigh in on, and no feedback on what happens to their recommendations. That
ambiguity tends to produce the informal influence and resentment the family was trying to avoid. A
well-designed advisory role requires the same level of definition as any other role in the business.

ROLES FOR NON-EMPLOYED IN-LAWS

An in-law who doesn’t work in the business still has a relationship with it. They live with someone for
whom business is central to daily life. They’re affected by its financial performance. They observe its
impact on their spouse and, over time, develop strong views about it.

That relationship benefits from definition even without a formal role. What information will they
receive, and through what channel? If they have a concern about how their spouse is being treated,
what is the appropriate way to raise it? What are they expected to do with sensitive information they
learn at home?

These questions belong in a written document. Left to informal understanding, different family
members will answer them differently, and the in-laws will be left to guess.

TOOL #4: THE IN-LAW ROLE CHARTER TEMPLATE

Use this template to document any formal role an in-law holds in the business. Complete one charter
per role. The charter should be reviewed and agreed to by the in-law, their family member spouse,
and the relevant business leadership before the role begins.

Role title:

Why does this role exist? What does the business or family need that this role addresses?

What is this person expected to do, and how often?

1.

2.

3.
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Decision-making authority (See Tool #5 for the full Decision Rights Matrix. Summarize here.)

This role carries the authority to make decisions independently in the following areas:

This role carries the authority to recommend decisions in the following areas:

This role is consulted before decisions are made in the following areas:

This role is informed after decisions are made in the following areas:

This role reports to:

Performance is reviewed by:

How contribution will be measured:

Review cadence: Quarterly Annually Other:

This role begins:

This role is reviewed for continuation: Annually Every ___ years Upon the following

trigger:

Renewal requires agreement from:

Information this role provides access to:

How that information should be handled:

INTERCHANGECP.COM 22




CHAPTER 4

Role Definition Templates T

TOOL #5: THE DECISION RIGHTS MATRIX FOR IN-LAWS

This matrix maps the decisions relevant to an in-law’s role against four levels of authority. It’s adapted
from the Decision Rights Matrix framework described in our article, “Why Your Family Business Needs a
Business Prenup.”

The Four Authority Levels

e Make: The in-law has final decision-making authority in this area.

e Recommend: The in-law provides a formal recommendation. The decision-maker gives it genuine
consideration but retains final authority.

e Consult: The in-law’s input is sought before the decision is made. They are not the decision-maker.

¢ Inform: The in-law is notified after the decision is made.

How to use this tool: List the decisions relevant to the in-law’s role in the left column. Mark the
appropriate authority level for each. Where you disagree about the right level, that disagreement needs
to be resolved before the role begins.

Decision Area Make Recommend Consult Inform
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CHAPTER 4

Role Definition Templates T

Common Decision Areas to Consider for In-Law Roles

e Strategic planning input

e Hiring decisions within the in-law’s department or scope
e Vendor or partner selection

e Budget recommendations

e Communication with non-family employees

e Representation of the family or business externally

e Family council agenda items

e Ownership or distribution discussions

Being consulted is a meaningful form of involvement, and families sometimes undervalue it. An in-law
who knows their input will be genuinely sought before a decision is made has a real stake in the
outcome. That is different from an in-law who learns about decisions after the fact. Making the
distinction explicit in the matrix prevents resentment that builds when someone believes they should
have been consulted but weren’t.
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CHAPTER 5

Boundary Setting Guidelines B3

Chapters 3 and 4 cover the formal layer of in-law integration: written policies on participation and
documented role definitions. Boundaries cover the behavioral layer—the unwritten expectations that
govern how people conduct themselves in the space that the formal rules don’t reach.

Both layers matter. A family can have clear policies and well-defined roles and still experience
persistent friction if no one has agreed on how to handle business conversations at family dinners, or
what anin-law is supposed to do when their spouse vents about a sibling’s business decision at home.

WHY BOUNDARIES PROTECT RELATIONSHIPS

Families often resist establishing explicit boundaries because it feels clinical. Telling a daughter-in-law
that she shouldn’t attend certain meetings, or that business financials aren’t hers to review, can feel like
a statement about the relationship.

Clear boundaries protect in-laws as much as they protect the family. Without them, an in-law doesn’t
know what they’re allowed to weigh in on or what they can reasonably ask for. They either overreach
and create conflict or hold back and feel excluded. Neither outcome is what the family wanted. Explicit
expectations give in-laws something to work with.

THE MOST COMMON BOUNDARY BREAKDOWNS

Business discussions at family events: Family gatherings are among the most common settings where
integration boundaries erode. Business comes up informally, in-laws are present, opinions get offered,
and over time, the line between family time and business time disappears. The erosion is gradual, which
is part of why it’s hard to address once it’s underway.
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Boundary Setting Guidelines B3

Access to financial and operational information: In-laws often learn about the business’s financial
situation through their spouses, sometimes in considerable detail. The family may never have agreed on
what is appropriate to share. This creates inconsistency across couples—some in-laws are much better
informed than others—and resentment tends to follow.

Influence over a family member’s business decisions: This is the most structurally significant
breakdown. When a family member brings business decisions home, and their spouse becomes an
informal decision-making partner, the business is being governed outside its governance structure.
Other family members eventually notice, and when they do, they rarely raise it directly.

Behavior in shared settings: When in-laws attend meetings, even as observers, their reactions and side
comments can shape the room. Family members are acutely attuned to their spouses’ responses in
ways that are difficult to compartmentalize. Whether that influence is acknowledged and managed or
left to operate without comment is itself a boundary question.

SETTING BOUNDARIES AS A GROUP

Boundaries imposed from above, by whoever holds the most authority, tend to generate compliance at
best. Family members who had no input into the boundaries are less likely to uphold them with their
spouses, and in-laws who receive them as a set of rules handed down tend to bristle.

Boundaries set through a collaborative process are different. When family members agree together on
how they want to handle business conversations at dinners, or what financial information spouses
should have access to, they take on shared responsibility for upholding those norms.

The process doesn’t need to be elaborate. The family needs a structured conversation where each
person can name the blur zones they have experienced and propose how they would like them
addressed. The goal is to hear different perspectives before reaching an agreement, not to resolve
every tension in one sitting.

KEEPING BOUNDARIES CURRENT

Boundaries set at one point in a family’s development may not fit a decade later. A son-in-law who was
appropriately excluded from ownership discussions early in a marriage may be the most informed
person in the room after years of involvement. A daughter-in-law who had a defined role in an earlier
chapter of the business may need a different relationship with it as the business grows.

Scheduled reviews prevent the family from constantly reacting to situations rather than managing
them. The same events that should trigger a review of the full Integration Agreement, outlined in
Chapter 7, apply equally to the boundary agreements within it. Without those reviews built in, the
boundaries drift.
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Boundary Setting Guidelines £2

TOOL #6: THE BOUNDARY MAPPING EXERCISE

This group exercise helps families identify where expectations around in-law involvement are currently
unclear, agree on how they want those areas handled, and assign responsibility for upholding the
boundaries they set. Work through this exercise in a family meeting. Allow time for individual responses
before the group discussion. The goal of the first pass is to surface blur zones honestly, not to debate
them.

Step 1: Each family member answers separately before the group convenes.

Where in your current family and business life do expectations around in-law involvement feel unclear
or inconsistent?

Have there been recent situations—in meetings, at family events, or in day-to-day business—where you
were unsure what was appropriate? Describe briefly without naming specific individuals:

Step 2: After each person shares their responses, compile the blur zones as a group.
Group similar themes. Common categories include:

e Business discussions at family social events

e Access to financial or operational information

e Attendance at business or governance meetings

e Influence over a family member’s role or decisions in the business
e [nteraction with non-family employees

e Participation in shared communication channels

Our current blur zones:
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Step 3: For each blur zone, the group agrees on a clear expectation:

Blur Zone Agreed Boundary Who Upholds It

Step 4: These boundaries will be reviewed:

Annually Every years When the following circumstances arise:
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CHAPTER 6

Conftlict Resolution When In- 2
Law Issues Arise

The previous five chapters are designed to prevent in-law conflicts from developing. This one is for
when they do anyway.

Even well-governed families experience conflict. Having a resolution process agreed upon in advance
isn’t about pessimism. The absence of a process, when a conflict is active, makes resolution significantly
harder. Positions harden faster. The conversation becomes about winning rather than resolving. And
the family member caught in the middle, who is almost always the spouse of the in-law involved, bears
the full weight of that.

WHY IN-LAW CONFLICTS ARE RARELY ABOUT WHAT THEY APPEAR
TO BE

In-law conflicts tend to surface in other ways. A sibling relationship becomes strained without an
obvious cause. A family member starts relitigating decisions they’d previously supported. A business
meeting turns tense in a way that nobody can quite account for afterward.

These situations usually stem from an unmet expectation—an in-law who felt excluded from a decision
that affected their household, or a family member who felt their spouse was being treated with less
respect than other family members’ spouses.

Addressing the surface disagreement without addressing what’s driving it tends to produce temporary
relief. The same conflict resurfaces, often in a different form.
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THE ESCALATION LEVELS

In-law conflicts are best handled through a structured escalation process: work through each level
before moving to the next.

The first level is a direct conversation among the family members at the center of the tension—not with
the in-law initially, but among themselves. A conflict that pits one family member against others will not
be resolved by approaching the in-law directly while the family is still unaligned.

The second level is a facilitated conversation with a neutral party, either a trusted family member with
no stake in the conflict or an outside advisor. The third is professional mediation when facilitation
hasn’t been sufficient.

For a detailed treatment of how to structure each level, facilitate productive conversations, and know
when to bring in outside support, see our companion guide, A Guide to Managing Conflict in Family
Businesses.

SPECIAL CIRCUMSTANCES

Three situations call for explicit, pre-agreed policy rather than improvised responses:

Divorce: An in-law’s employment, council participation, and access to business information don’t
automatically end when a marriage does. Without a pre-agreed policy, the family is making those
decisions while managing an already painful situation.

Bereavement: When the family member through whom an in-law is connected passes away, that in-
law’s relationship to the business becomes ambiguous in ways that matter practically. Ownership rights,
meeting access, and family council standing don’t resolve themselves, and the time to address them is
before the family is grieving.

Blended families: Remarriage introduces relationships that standard in-law frameworks weren’t
designed to address. Families in these situations need an explicit conversation about how their
integration policies apply, rather than assuming existing agreements will stretch to cover it.
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CHAPTER 6

Conflict Resolution When In- B
Law Issues Arise

TOOL #7: THE IN-LAW CONFLICT RESOLUTION PROTOCOL

This protocol gives your family a shared, agreed-upon process for addressing in-law conflicts. Its value
is that it’s decided before a conflict develops, when the family can think clearly about what a fair
process looks like. When a conflict arises, refer to it rather than constructing a process on the spot.

Review and agree on this protocol as a family. When a conflict develops, complete each part in
sequence and document your progress.

Part A: Before any escalation, the family member raising the concern answers these questions in
writing:

What is the specific situation or pattern that is causing concern?

How long has this been an issue?

Has it been raised before? If so, what happened?

Is this a conflict with a specific in-law, or a disagreement among family members about how an in-law
situation is being handled?

With a specific in-law Among family members Both
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Complete the table as the conflict works through each level. Document the

outcome before moving to the next.
Level 1: D Irect Level 2: Facilitated Level 3: Professional
Family . .
. Conversation Mediation
Conversation
Who will participate
Facilitator / mediator N/A
Date
Resolution reached? Yes No Yes No Yes No

If yes, document the resolution here:

If no resolution after Level 3, document agreed next steps:
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Part B: Complete this section in advance as a family. These policies should be revisited when relevant
circumstances change.

Anin-law’s employment in the business will:

An in-law’s family council participation will:

An in-law’s access to business information will:

In the event of bereavement:

The surviving spouse’s relationship to the business will be handled as follows:

In blended family situations:

Our integration framework applies to spouses in blended family arrangements as follows:

T
ek A —
P
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Putting It All Together — The B
In-Law Integration Agreement

The tools in this guide don’t do their full work in isolation. A philosophy statement left in a folder, a role
charter that was never revisited, a conflict-resolution protocol that was agreed on and then forgotten—
these produce frustration more reliably than clarity.

An In-Law Integration Agreement is the compiled, living record of everything your family has worked
through: the philosophy, participation policies, role definitions, boundary agreements, and conflict-
resolution process. It’s the document a new in-law can read to understand how this family works. It’s
also what the family returns to when a situation arises that nobody anticipated.

WHAT THE AGREEMENT IS AND ISN'T

An In-Law Integration Agreement is a governance document. It doesn’t carry the enforceability of an
operating agreement or shareholder agreement, and it shouldn’t be written as though it does. Its
authority comes from the fact that the family agreed to it together and documented that agreement.

What it does that legal documents typically don’t is address the human dynamics that drive most family
business disputes. Operating agreements handle ownership structures and decision rights in the
abstract. An Integration Agreement handles the lived reality of how in-laws fit into the family enterprise
—what they can expect, what is expected of them, and how the family will work through it when
expectations aren’t met.

WHERE IT FITS IN THE BROADER GOVERNANCE PICTURE

Most family businesses have legal documents governing their structure: an operating agreement, a
shareholder agreement, buy-sell provisions, and possibly a family constitution.

An In-Law Integration Agreement sits alongside that architecture, covering relational territory that
those documents don’t reach. It should be consistent with the legal documents—where there is a
conflict between them, the legal documents govern—but it addresses what legal documents typically
leave unspoken.

The connection to a business prenup is direct. As described in our article “Why Your Family Business
Needs a Business Prenup,” proactive governance agreements work best when they address the human
dynamics most likely to create conflict before those dynamics become active disputes. An In-Law
Integration Agreement is one component of that larger framework, focused specifically on the people
who join the family through marriage.
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WHO SHOULD BE INVOLVED?

Every family member who will be affected should have had a genuine voice in shaping the agreement,
including, where appropriate, the in-laws themselves. Before finalizing, have legal counsel confirm the
document is consistent with your existing legal structure and doesn’t inadvertently create obligations
the family didn’t intend.

MAKING IT A LIVING DOCUMENT

An agreement that isn’t revisited becomes outdated. A family’s circumstances change. Children grow up
and marry. Business structures evolve. What served one chapter of the family’s life may not serve the
next.

Build review intervals into the agreement itself. Annual reviews suit families in active transition—where
marriages, new business roles, or ownership changes are happening regularly. Reviews every three to
five years work for families in more stable periods.

Beyond scheduled reviews, certain events should prompt an immediate revisit: a new marriage, a
divorce, a death, or a significant change in ownership structure. Without those triggers written in, the
family will find itself reacting rather than managing.

Presenting the agreement to in-laws directly, rather than having it filtered through their spouses,
signals that the family is willing to stand behind what they have written. That signal matters more than
families usually expect.
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TOOL #8: THE IN-LAW INTEGRATION AGREEMENT CHECKLIST

Use this checklist to track the status of each component of your family’s Integration Agreement. Review
it at the close of each family governance meeting until all items are complete.

SCORING GUIDE

o NS = Not started

o IP =In progress

o NR = Needs review (drafted but not yet agreed)
° C=Complete

Foundation & Participation

Component Status Next Step

Involvement spectrum and philosophy
statement (Tool #2)

Employment eligibility policy

Performance and compensation policy

Meeting attendance policy

Family governance participation policy

Policy on business discussions at social
events
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Roles & Boundaries

Notes / Next

Component Status Step

Role charter completed for each in-law with a formal role (Tool #4)

Decision Rights Matrix completed for each formal role (Tool #5)

Relationship protocol documented for non-employed in-laws

Boundary mapping exercise completed (Tool #6)

Agreed boundaries documented and responsibility assigned

Review date scheduled

Conflict Resolution & Final Steps

Notes / Next

Component Status Step

Conflict resolution protocol agreed upon (Tool #7)

Divorce, bereavement, and blended family provisions
documented

Full document reviewed by legal counsel and family business
advisor

Agreement presented to and discussed with all in-laws
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Signed or acknowledged by all relevant family members

Next review date scheduled

INTEGRATION IS AN ONGOING PRACTICE

In-law integration is a signal of how a family thinks about its future. A family that invests in defining how
in-laws belong communicates something to every person who joins it. It signals that this family takes its
own governance seriously, and that people who marry into it can expect clarity about where they stand.

That commitment, demonstrated consistently over time, tends to build the kind of in-law relationships
that make a family enterprise stronger across generations.
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Interchange Capital Partners is a family business advisory firm that works with family enterprises to
design Enterprise Control Architecture™, building frameworks before the inevitable challenges
develop. Interchange stress tests and engineers the structures designed to survive generational
transition. We work with family businesses at every stage, before, during, and after ownership
transitions. Working to build governance and decision frameworks while analyzing entity and capital
structures and navigating conflicts. If your family is ready to work through the conversations in this
guide with experienced support, we'd welcome the opportunity to connect.

We work with family businesses at every stage, from building governance frameworks before
challenges develop to navigating active conflicts and ownership transitions. If your family is ready to
work through the conversations in this guide with experienced support, we’d welcome the
opportunity to connect.

@ team@interchangecp.com
® 412-307-4230
interchangecp.com
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Disclosures: E E

To protect client confidentiality, the examples and scenarios presented in this book are
fictional and do not represent any actual clients of Interchange Capital Partners. Any
resemblance to real persons or situations is purely coincidental.

Interchange Capital Partners, LLC, (INTERCHANGE CAPITAL PARTNERS”) is a registered
investment adviser with the Securities and Exchange Commission, providing investment
advisory and financial planning services. Any reference to the terms “registered
investment adviser” or “registered” does not imply that INTERCHANGE CAPITAL PARTNERS
or any person associated with INTERCHANGE CAPITAL PARTNERS has achieved a certain
level of skill or training. A copy of INTERCHANGE CAPITAL PARTNERS’s current written
disclosure (ADV 2A Firm Brochure) discussing our advisory services and fees is available
for your review upon request. INTERCHANGE CAPITAL PARTNERS, in addition to providing
investment advisory and financial planning services, provides business consulting
services. In connection with its business consulting services, INTERCHANGE CAPITAL
PARTNERS does not provide tax or legal advice. INTERCHANGE CAPITAL PARTNERS does
not provide investment advice prior to entering into an investment management
agreement.

This material is proprietary and may not be reproduced, transferred, modified, or
distributed in any form without prior written permission from INTERCHANGE CAPITAL
PARTNERS. INTERCHANGE CAPITAL PARTNERS reserves the right, at any time and without
notice, to amend, or cease publication of the information contained herein. Certain of the
information contained herein has been obtained from third-party sources and has not
been independently verified. It is made available on an “as is” basis without warranty. Any
recommendations, projections, market outlooks, or estimates are based upon certain
assumptions and should not be construed as indicative of actual events that will occur.
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