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Key takeaways

— Family offices are transitioning from lean, legacy structures to
institutional-style investment organizations with greater specialization and
governance.

— Portfolio construction has become a core discipline, integrating public
and private assets through more deliberate risk, liquidity, and allocation
frameworks.

— Selective outsourcing is enabling family offices to scale capabilities—
augmenting internal teams while preserving control and alignment.

Over the past decade, family offices have become one of the most influential - and

least well understood - participants in global markets. Once viewed primarily as private
investment vehicles tied closely to the operating businesses that created the wealth, many
family offices today look and behave much more like institutional investors.

This evolution has been driven by a combination of scale, complexity, and generational
change. As assets have grown and portfolios have diversified across public and private
markets, family offices have been forced to rethink not only what they invest in, but how
they organize themselves to invest well.

This article is the first in a three-part series reflecting on how family offices are evolving
- from their operating models and governance structures to the growing importance
of portfolio construction as a core discipline. Before debating asset classes or
implementation tools, it is worth understanding the kind of investment organizations
family offices are becoming.

From family office to investment organization

Historically, many family offices operated with lean teams and relatively simple
portfolios. Decision making was highly centralized, reporting requirements were modest,
and investment activity often reflected the preferences and experience of a single
generation. Public markets provided liquidity and income, while private investments
were pursued opportunistically, often alongside trusted partners.

That model no longer reflects the reality for many families. Today’s family offices
frequently manage multi billion dollar portfolios spanning public equities and fixed
income, private equity and venture capital, real assets, private credit, and a growing
array of specialist strategies. Assets are often spread across jurisdictions, legal entities,
and generations. Alongside investment performance, families are increasingly focused
on governance, transparency, and the long term sustainability of the structure itself.
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Figure 1 - Example of family office organizational structure
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Source: Fundcount, How do family offices work?

In response, family offices are professionalizing and have larger and more specialized
teams. Investment committees, formal policies, and structured decision making
frameworks are becoming standard, particularly among larger and multi generational
families. In practice, many family offices now resemble boutique investment
organizations - institutional in mindset but tailored to the specific objectives and
values of the family/families they serve.

The ClO role - and the reality behind it

One visible marker of this shift has been the growing prevalence of the Chief
Investment Officer role within family offices. Larger and more established families are
increasingly led by dedicated investment professionals, often supported by analysts
and operational staff. However, the presence of a ClO does not eliminate complexity.
Running a sophisticated multi asset portfolio requires deep expertise across public
markets, private markets, risk management, tax, and portfolio construction. Even well
resourced family offices face trade offs between breadth of capability and operational
efficiency.

Figure 2 - Proportion of family offices with a ClIO

Source: Citi Private Bank 2025 Global Family Office Report. Survey drew responses from
346 family office participants from 45 countries globally, with an average of $2.1B in net
worth.

As a result, many family offices operate hybrid models. Strategic direction and

key decisions may remain firmly in house, while specific functions are supported
externally. This can include portfolio construction, risk analysis, manager research, or
implementation support. Importantly, this approach reflects pragmatism rather than
delegation. The goal is not to outsource responsibility, but to extend capability where
scale and specialization matter most.
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Outsourcing as augmentation, not abdication
Outsourcing in the family office context is often misunderstood as an all or nothing
proposition. In reality, it has become increasingly selective and deliberate.

Rather than handing over the entire investment function, many families choose to
partner externally in areas where infrastructure, systems, or market breadth can
materially improve outcomes. Risk management, performance measurement, and
portfolio construction are among the most common examples. These functions benefit
from robust analytical frameworks and a broad market perspective - attributes that can
be difficult and costly to replicate internally.

This trend is reinforced by broader operating pressures. Regulatory requirements,
reporting expectations, and rising fixed costs all push family offices toward more
efficient models. At the same time, many families are expanding the scope of what the
office provides - serving multiple branches of the family, operating across regions, and
managing philanthropic or foundation assets alongside the core portfolio.

In this environment, outsourcing is best understood as augmentation: strengthening
the internal team while preserving control, alignment, and decision making authority.

Portfolio construction moves to the center

As family offices professionalize, portfolio construction has shifted from being an
implicit outcome of manager selection to an explicit discipline in its own right.
This reflects a growing recognition that asset allocation, risk budgeting, and
implementation choices are at least as important as individual investment ideas.

With portfolios spanning both liquid and illiquid assets, understanding how exposures
interact —-and how risks aggregate - becomes critical. Liquidity planning, rebalancing
discipline, and drawdown management all require a holistic view of the portfolio rather
than a collection of standalone investments.
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Figure 3 - Strategic asset allocation of family offices in 2024

Q

Traditional Alternative 44%
asset classes asset classes

= Equities 30% Private equity 21%
Emerging markets 26% Direct investments 1%
Delevoped markets 4% Funds/funds of funds 10%
m Fixed Income 18% Private debt 4%
Emerging markets 15% Real estate 1%
Delevoped markets 3% Hedge funds 4%
m Cash 8% Gold/Precious metals 2%
Commodities <1%
Art and antiques 1%
Infrastructure 1%

Source: UBS Global Family Office Report 2025; Note: Views of 317 UBS family office
clients. The average net worth of participating families was USD 2.7 billion, with their
family offices managing USD 1.1 billion each. The online survey was conducted from 22
January to 4 April 2025. Where the data total does not precisely match the related asset
percent, this is because we have added the figures together to two decimal places, which
canresultin slight variations to the figures when rounded.

Increasingly, family offices are focused on building portfolios designed to function
across a range of market environments, rather than optimizing for a single set of
assumptions. This has led to greater attention on diversification within public markets,
the role of fixed income beyond yield generation, and the selective use of liquid
alternatives as risk management tools.

Importantly, this shift does not diminish the role of private markets. Instead, it places
them within a broader framework where public and private assets are deliberately
integrated rather than managed in parallel silos.

Implementation efficiency and tax awareness

Alongside changes in portfolio design, implementation has also come under greater
scrutiny. Family offices are paying closer attention to how portfolios are expressed in
practice - through which vehicles, at what cost, and with what tax implications.

There is growing awareness that implementation decisions can materially affect long
term outcomes. Efficient market access, disciplined rebalancing, and thoughtful tax
management can all add incremental value without increasing risk. As a result, families
are increasingly focused on aligning investment decisions with operational and tax
considerations, rather than treating them as separate exercises.
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While approaches vary by jurisdiction and family circumstance, the common theme
is a more deliberate and informed approach to how portfolios are constructed and
maintained over time.

A distinct position in the investment landscape
All these developments highlight the unique position family offices occupy within the
broader investment ecosystem.

Family offices share many characteristics with large institutional investors: long time
horizons, multi asset portfolios, and an emphasis on governance and risk management.
At the same time, they retain a level of agility that is difficult for larger organizations to
replicate. Decision making can be faster, mandates can be more flexible, and portfolios
can be tailored closely to the family’s objectives.

This combination of institutional discipline and entrepreneurial flexibility is a genuine
advantage - but only if the operating model and portfolio structure are designed to
support it. Excessive complexity or illiquidity can undermine that advantage. Thoughtful
portfolio construction, supported by the right balance of internal capability and external
expertise, helps preserve it.

Setting the stage

Understanding how family offices are evolving as investment organizations is a
necessary starting point for any discussion about portfolio design. Operating models
shape investment behavior, just as much as asset allocation choices do.

In the next article in this series, | will turn to how these structural changes are
influencing portfolio construction itself - and why many family offices are reassessing
the balance between public and private markets in pursuit of resilience, flexibility, and
long term effectiveness.
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Investment risks
The value of investments and any income will fluctuate (this may partly be the result of
exchange-rate fluctuations) and investors may not get back the full amount invested.
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Investors in Korea; for certain specific institutional investors in Indonesia; for qualified buyers in
Philippines for informational purposes only; in Canada, this document is restricted to i) accredited
investors and i) permitted clients as defined under National Instrument 45-106 and 31-103
respectively. Itis not intended for and should not be distributed to or relied upon by the public or
retail investors. Please do not redistribute this document.

Forward-looking statements are not a guarantee of future results. They involve risks, uncertainties, and
assumptions. There can be no assurance that actual results will not differ materially from expectations.

This is marketing material and not financial advice. It is not intended as a recommendation to buy or

sell any particular asset class, security, or strategy. Regulatory requirements that require impartiality of
investment/investment strategy recommendations are therefore not applicable nor are any prohibitions
to trade before publication.

By accepting this document, you consent to communicate with us in English, unless you inform us
otherwise. Data as at March 2026, unless otherwise stated.

For the distribution of this document, Continental Europe is defined as Austria, Belgium, Denmark,
Finland, France, Germany, Greece, Italy, Ireland, Luxembourg, Netherlands, Norway, Portugal, Spain,
Sweden, and Switzerland.

All articles in this publication are written, unless otherwise stated, by Invesco professionals. Views
and opinions are based on current market conditions and are subject to change. This publication does
not form part of any prospectus. This publication contains general information only and does not take
into account individual objectives, taxation position or financial needs. Nor does this constitute a
recommendation of the suitability of any investment strategy for a particular investor.
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This publication is not an invitation to subscribe for shares in a fund nor is it to be construed as an offer
to buy or sell any financial instruments. As with all investments, there are associated inherent risks. This
publication is by way of information only. This document has been prepared only for those persons to
whom Invesco has provided it. It should not be relied upon by anyone else and you may only reproduce,
circulate and use this document (or any part of it) with the consent of Invesco. Asset management
services are provided by Invesco in accordance with appropriate local legislation and regulations.

This publication is issued:

in Hong Kong by Invesco Hong Kong Limited R IIE1& & E1BAFRAF], 45/F, Jardine House,
1Connaught Place, Central, Hong Kong.

- in Singapore by Invesco Asset Management Singapore Ltd, 9 Raffles Place, #18-01Republic Plaza,
Singapore 048619.

- in Taiwan by Invesco Taiwan Limited, 22F, No.1, Songzhi Road, Taipei 11047, Taiwan (0800-045-066).
Invesco Taiwan Limited is operated and managed independently.

- inJapan by Invesco Asset Management (Japan) Limited, Roppongi Hills Mori Tower 14F, 6-10-1
Roppongi, Minato-ku, Tokyo 106-6114; Registration Number: The Director- General of Kanto Local
Finance Bureau (Kin-sho) 306; Member of the Investment Trusts Association, Japan and the Japan
Investment Advisers Association.

- in Australia by Invesco Australia Limited (ABN 48 001693 232), Level 26, 333 Collins Street,
Melbourne, Victoria, 3000, Australia which holds an Australian Financial Services Licence number
239916.

This document has been prepared only for those persons to whom Invesco has provided it. It should not
be relied upon by anyone else. Information contained in this document may not have been prepared or
tailored for an Australian audience and does not constitute an offer of a financial product in Australia.
You may only reproduce, circulate, and use this document (or any part of it) with the consent of Invesco.

The information in this document has been prepared without taking into account any investor’s
investment objectives, financial situation or particular needs. Before acting on the information the
investor should consider its appropriateness having regard to their investment objectives, financial
situation, and needs.

You should note that this information:

- may contain references to dollar amounts which are not Australian dollars;

- may contain financial information which is not prepared in accordance with Australian law or
practices;

- may not address risks associated with investment in foreign currency denominated investments; and

- does not address Australian tax issues.

- inNew Zealand by Invesco Australia Limited (ABN 48 001693 232), Level 26, 333 Collins Street,
Melbourne, Victoria, 3000, Australia which holds an Australian Financial Services Licence number
239916.

This document is issued only to wholesale investors (as defined in the Financial Markets Conduct Act) in
New Zealand to whom disclosure is not required under Part 3 of the Financial Markets Conduct Act. This
document has been prepared only for those persons to whom it has been provided by Invesco.

It should not be relied upon by anyone else and must not be distributed to members of the public

in New Zealand. Information contained in this document may not have been prepared or tailored for
aNew Zealand audience. You may only reproduce, circulate and use this document (or any part of it)
with the consent of Invesco. This document does not constitute and should not be construed as an offer
of, invitation or proposal to make an offer for, recommendation to apply for, an opinion or guidance on
Interests to members of the public in New Zealand. Applications or any requests for information from
persons who are members of the public in New Zealand will not be accepted.
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- inthe United States by Invesco Advisers, Inc., 1331 Spring Street NW, Suite 2500, Atlanta, Georgia
30309, USA.

- in Canada by Invesco Canada Ltd., 16 York Street, Suite 1200, Toronto, Ontario M5J OE6.

- in Austria and Germany by Invesco Management S.A., President Building, 37A Avenue JF Kennedly,
-1855 Luxembourg, regulated by the Commission de Surveillance du Secteur Financier, Luxembourg.
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JF Kennedy, L-1855 Luxembourg, regulated by the Commission de Surveillance du Secteur Financier,
Luxembourg.

- in Dubai, Bahrain, Kuwait, Oman, Qatar, Saudi Arabia and the United Arab Emirates by Invesco
Asset Management Limited, Index Tower Level 6 - Unit 616, P.O. Box 506599, Al Mustagbal Street,
DIFC, Dubai, United Arab Emirates. Regulated by the Dubai Financial Services Authority.

in the Isle of Man, Jersey, Guernsey and the UK by Invesco Asset Management Limited, Perpetual
Park, Perpetual Park Drive, Henley-on-Thames, Oxfordshire, RG9 1HH, United Kingdom. Authorised and
regulated by the Financial Conduct Authority.

- in Switzerland by Invesco Asset Management (Schweiz) AG, Talacker 34, 8001 Zurich, Switzerland.

- inlsrael by Invesco Asset Management Limited, Perpetual Park, Perpetual Park Drive, Henley-on-
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This document may not be reproduced or used for any other purpose, nor be furnished to any other
person other than those to whom copies have been sent. Nothing in this document should be
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Advice, Investment Marketing and Portfolio Management Law, 1995 (“the Investment Advice
Law”). Investors are encouraged to seek competent investment advice from a locally licensed
investment advisor prior to making any investment. Neither Invesco Ltd. nor its subsidiaries are
licensed under the Investment Advice Law, nor does it carry the insurance as required of a licensee
thereunder.
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