
DECISION
Review

ISSN: 2504-8805

The Executive

Management Decision
Why Leadership-Development
Programs Fail

15

51

05 Decision Feature
Sustaining success through
Leadership Transition

Issue 18, July-August, 2019A Publication of Decision Management Consult Ltd

47

Strategic Repositioning
3 Keys to Successful 
Leadership
Transition

33
Management Tips
When the Heir Apparent is 
the Wrong Choice for CEO 36
Management Affairs
12 Time Management
Strategies of Highly 
Effective people

The Decision Brief Case  Book Summaries    Strategic Humour   Decision Feature 1                         

pg56 pg24pg23
N2000     $10

pg05

Sola David-Borha

3

Sustaining Success Through

 Leadership 
Transition 

You Can't

Why Leadership-Development

Programs Fail

Keys to 
Successful 
Leadership
TransitionsBusiness

Lead 
Forever

Your

 Transitions Good
Leaders must make7





Issue 18, July - August., 2019

DECISION
Review
A Publication of Decision Management Consult Ltd

EDITORIAL TEAM

Dr Hakeem AJONBADI (Managing Editor)

Prof. Muritala AWODUN (Editor in Chief)

Dr Ojo SUNDAY

EDITORIAL CONSULTANTS

Professor Kenneth ADEYEMI

Professor (Mrs) Mary Kolawole

Dr (Mrs) Sola ADESOLA

MANAGEMENT TEAM

Dr Hakeem AJONBADI (Managing Editor)

Mr Michael ODERINDE  (Managing Partner)

Dr Ojo SUNDAY (Editor)

Mr Isaac JIMOH (Graphics Manager)

For subscription and 
advert placement, please call

08023764882, 08033535664 or Email
decisionmgtltd@gmail.com

online subscription & download @
www.fiftyfiftyinstitute.com/journals/

Published by:
DECISION MANAGEMENT CONSULT LIMITED

Corporate Head Office: 
C35 AbdulRasaq Dare Crescent, Olorunsogo, 

Ilorin, Kwara State
Email: decisionmgtltd@gmail.com

Telephone: 08033535664, 08023764882

facebook.com/decisionmconsult

twitter.com/decisionmconsult

ISSN: 2504-8805

01

E D I T O R ’ S  L E T T E R

Decision Review Issue 18, July - August, 2019

SUSTAINING SUCCESS 
THROUGH 

SUCCESSFUL 

Dear Decision Maker,

There is a common saying that it is easier to 
achieve success than it is to sustain it. For this 

threason, we are focusing this 18  edition on 
Sustaining Success through Successful Leadership 
Transition. Effective transition of  a leadership 
position results from a transparent process that 
identifies an organization's changing needs, 
objectively evaluates candidates, and implements 
decisions in a way that all leaders might aspire to 
new levels of  achievements.

The lead article in Decision Feature 1 therefore, 
makes us realize that in a very real way, ownership 
is the essence of  leadership. Thus, you must 
'ridiculously' take charge to take ownership of  
activities of  the organization. In Decision Feature 
2, Michael Watkins takes us through 'Transitions 
Good Leaders Must Make' which he summarized 
in seven points, namely; Good leaders must transit 
from specialist to generalist; from analyst to 
integrator; from tactitian to strategist; from 
bricklayer to architect; from problem solver to 
agenda setter; from warrior to diplomat; and from 
supporting cast to lead role.

Our Executive for this edition is Sola David-
Borha, the Chief  Executive of  Africa Region at 
the Standard Bank Group since January 2017 
when she seized to be the Chief  Executive of  
StanbicIBTC Holdings. The brief  on the 
Executive will be an interesting read to you. 
Decision Feature 3 presents '2 Roadblocks to 

LEADERSHIP 
TRANSITION
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Successful Leadership Transitions,' as; the 
need to redefine and shift the leadership's 
close relationships within the company, and 
the need to step aside for the new leader to 
truly operate as head.

In Decision Feature 4, we are made to 
understand that 'You Can't Lead Your 
Business Forever'. Decision Briefcase is on 
'The Small World Model' showing us 'How 
Small the World Really is'. To buttress this 
position, the model shows us that every 
person in the world is connected to every 
other person by just a maximum of  six 
degrees. Executive Jokes are also presented to 
ease your nerves and make you laugh as usual. 
Decision Feature 5 is on 'Successfully 
Transitioning to New Leadership Roles'. Here, 
we are told that leadership is about making 
others better as a result of  your presence, and 
making sure that impact lasts in your absence.

Strategic Repositioning Column of  this 
edition presents '3 Keys to Successful 
Leadership Transitions' by Helene Cavalli 
while Management Tips Column talks about 
'When the Heir Apparent is the Wrong Choice 
for the CEO' as presented by Elena Lytkina 
and Shoma Chatterjee Haydea. Also in 
Management Tips, we present Judy Lin Walsh 
and Ben Francois position on 'When Should 
You Fire Your Child from the Family 
Business?'

Strategic Opinion Column talks about 
'Mistakes Employees Make When Challenging 

the Status Quo' as presented by Lois Kelly and 
Carmen Medina. The Management Affairs 
Column presents '12 Time Management 
Strategies of  Highly Effective People' as; 
understand you're not perfect, plan out each 
day, prioritize your daily, weekly, and monthly 
tasks, use time management tools, do not 
multitask, determine your productive times, 
remove distractions, use a timer, split large 
projects into pieces, learn to say “No” more 
often, delegate work when you can, and 
recharge your batteries.

Management Decision Column, in this 
ed i t i on ,  p r e s en t s  'W hy  Leade r sh ip 
Development Programmes Fail' as put 
together by Pierre Gurdjian, Thomas 
Halbeisen and Kevin Lane. These reasons are; 
overlooking context, understanding mindsets, 
and failing to measure results.

Finally, we present summaries of  three books, 
namely; Adapt: Why Success Always Starts with 
Failure, A Technique for Producing Ideas, and A 
Short Guide to a Happy Life. It is my belief  that 
you will not only enjoy reading this edition, but 
will draw out necessary guides to effective 
decision making as usual, till we return with 

th
the 19  edition in the months of  September - 
October, 2019.

12 Time Management Strategies of Highly Effective People' as; 

understand you're not perfect, plan out each day, prioritize 

your daily, weekly, and monthly tasks, use time management 

tools, do not multitask, determine your productive times, 

remove distractions, use a timer, split large projects into pieces, 

learn to say “No” more often, delegate work when you can, and 

recharge your batteries.
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ffective transition of  a leadership position results from a 
transparent process that identifies an organization's 
changing needs, objectively evaluates candidates, and 
implements decisions in a way that all leaders might 
aspire to new levels of  achievement. Any organization 

routinely manages a variety of  transitions in the course of  doing 
business. These might include changes in markets, clients, technology, 
and staff  resources. But the transition of  top leadership has the 
potential to profoundly impact an organization's direction and success 
for years — perhaps for a generation. When this need arises in a design 
firm, skills typically reserved for developing client solutions are also 
effective when applied to the matter of  leadership transition. 
Thoughtful and well executed processes will place the organization on 
a solid course toward a prosperous future.

E
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Sustaining Success Through

 Leadership 
Transition 

Stephen Fiskum 



DECISION FEATURE 1

06

At some point all viable organizations will 
inevitably experience a transition of  
leadership. Many entrepreneurs begin the 
process early by choosing to expand their 
enterprise through sharing power and control. 
In future years these founders have several 
options for the transition of  leadership and 
ownership. They have developed leaders who 
are capable of  running the business or who 
otherwise add value if  the business were to be 
acquired. In contrast, there are entrepreneurs 
choose personal control of  decision making 
over delegation and business expansion. In 
these cases, leadership transition happens by 
default as the founder retires, with the 
business often ceasing to exist. Both 
approaches are valid, of  course, yet they lead 
different types of  rewards. Legacy enterprises 
that are perpetuated beyond their first 
generation provide lasting and ongoing 
contributions to the general economy, 
industry growth and stability, as well as to 
research and innovation.

Leadership Development – A Core 
Competency of Successful Organizations
Leadership transition is more about a 
philosophy and less about an event. The 
design firm that has been my home for 30 
years now has its fourth generation of  
leadership firmly in place. Decades ago our 
three founders witnessed the slow demise of  a 
once successful competing firm that had little 
will for leadership or ownership transition. 
Seeing an uncertain future, several of  that 
firm's emerging leaders left and took risks 
leading to better opportunities. That event 
inspired our founders to strive to leave a 
legacy and they built their firm's values and 
culture accordingly. Along with expanded 
ownership came shared leadership. As my 
firm approaches its 65th anniversary, we have 
broad ownership and an entrepreneurial 
culture where accountability and meritocracy 
are key values. Leadership development, and 
well-planned leadership transition, have 
a l way s  b e e n  c e n t r a l  t o  t h e  f i r m ' s 
competencies.

Good leaders are always looking for ways to 
develop the leadership skills of  those who are 

less experienced. For example, a design firm 
principal once suggested to an emerging 
professional that he might be late for the 
evening's project presentation to the local 
school board. Further, he said the young 
architect should be ready, “Just in case”. That 
entire afternoon the young architect prepared 
for the possibility that she might need to 
deliver her first public presentation. When the 
agenda item came up, the principal architect 
was nowhere to be found and the emerging 
professional proceeded toward the front of  
the board room. Upon beginning to speak, she 
was surprised to see her mentor in the 
audience eagerly awaiting the presentation! 
They place people in challenging situations 
where they must reach deep within to bring 
out their leadership skills. Yet, there is a safety 
net, “Just in case.”

Defining Leadership
Before highlighting ways to identify and 
develop leaders, it may be helpful to briefly 
explore the general topic of  leadership, 
though simple definitions are elusive. 
Leadership is different from management. It 
has been said that while management is about 
doing things right, leadership is about doing 
the right things. Managers can be trained while 
leaders must be developed. Good leaders 
know their strengths and use them as a basis 
for action. They also know their weaknesses 

Good leaders 
are adept at 

assessing
the leadership

potential of 
others.
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and resist the temptation to revert to coping 
mechanisms when under stress. We might take 
comfort from the words of  the late Warren 
Bennis, an acknowledged leadership expert of  
our time.
“It is one of  the paradoxes of  life that good 
leaders rise to the top in spite of  their 
weaknesses, while bad leaders rise because of  
their weaknesses.”

Other writings of  Warren Bennis resonated 
with me as I was learning to lead an 
organization. Regarding the qualities of  a 
leader, Bennis said,

Leadership is a complex topic because each 
individual brings forth leadership qualities in 
unique ways. Further, leadership is becoming 
an increasingly important topic for the design 
firms because industry demographics and the 
silver tsunami point to an accelerating need 
for energetic new leaders.

Leadership Development Programs
Back to the example of  the young architect 
who found herself  in the position of  making 
the school board presentation. Most of  us can 
likely recall similar defining moments when 
mentors provided opportunities for us to 
grow in leadership. Many of  the boomer 
generation developed leadership skills 
through observing the behaviors of  their 
leaders. They were part of  a large generation 
where Darwinian principles and survival 
instincts often prevailed. Today's context is 
different. The Great Recession impacted the 
number of  professionals entering the design 
disciplines. Further, the business of  design is 
more complex and collaborative than in the 
past resulting in the need for a different breed 
of  leaders.  The result  is  that  many 
organizations are developing more structured 
approaches for the development of  new 
leaders.

Virtually all businesses today recognize the 
need for accelerated leadership development 
and many consulting firms exist to fulfill that 
need. While teaching leadership skills is 
elusive, experts have developed methods for 
helping individuals unearth their inherent 
leadership qualities that reside deep inside. 
Some firms retain consultants directly while 

Decision Review Issue 18, July - August, 2019

“There are four 
ingredients leaders 

have that generate and 
sustain trust. 

Constancy is about 
staying the course. 
Congruity is about 

leaders walking their 
talk. Reliability is 
about being there 

when it counts. 
Integrity is about 

honoring 
commitments and 

promises.”
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others  take  advantage  of  prog rams 
professional societies offer to their early- and 
mid-career members. Larger organizations are 
increasingly offering in-house leadership 
development programs to selected staff  on an 

annual basis. The intent of  such programs is to 
remove emerging leaders from their comfort 
zone of  daily practice and to immerse them in 
broader issues germane to leadership of  an 
enterprise. 

Objectives for such programs often include 
developing competencies in areas such as the 
following:
·   Strategic leadership and intellectual agility
·   Dealing with ambiguity and paradox
·   Organizational balance
·   Risk analysis and management
·   Negotiation and conflict resolution
·   Fostering diversity and equity
·   Organizational politics

Effective leadership development programs 
begin with an assessment of  an individual's 
personality traits and inherent strengths. It is 
essential that trained experts administer and 
interpret the results of  such assessments. The 
Meyers Briggs Type Indicator is one of  the 
classic assessment tools; however, there are 
several others that should be considered in 
combination because each reveals different 
qualities. Self-understanding is the first step 
toward an individual becoming an effective 
leader.  In addit ion to understanding 
personality types, leadership development 
programs include topics that go beyond 
traditional practice skills. Examples include 
communication styles, conflict management, 

negotiation, motivating others, understanding 
trends, and knowing when and how to lead. 
Successful programs involve groups of  young 
leaders who are encouraged to share both 
their learning and vulnerabilities with others. 

Group exercises enable participants to test 
their skill at dealing with real world 
conundrums often encountered in the C-Suite 
of  organizations.

Leadership development programs benefit 
firms in multiple ways. Mid-level leaders who 
better understand how their team's work 
contributes to the overall success of  the 
enterprise are motivated to perform. As these 
mid-level leaders become more adept at 
leveraging their leadership skills, the  
organization's growth will accelerate. And, of  
course, investment in future leaders builds 
their loyalty and leads to an optimistic outlook 
for the future. Simply stated, leadership bench
strength is an asset to any organization no 
matter how small or large.

 In addition to the intrinsic value of  leadership 
development to employees and their firms, 
the extrinsic value can be measured in tangible 
ways. For example, greater leadership depth 
contributes to the market valuation of  a 
design firm. An acquiring firm wants 
assurance that new leaders are ready to 
assume control when the original partners 
move on. For owners who plan to retire and 
close the doors, leadership transition may be 
less important. However, as noted earlier, 
good employees will invariably move on when 
the future of  their firm is in doubt.

08
Decision Review Issue 18, July - August, 2019

For firms that desire to transition 
ownership internally, strong future 

leaders are essential for an internal sale. 
Similarly, leadership depth is key to 

commanding top dollar for 
firm's external sale. 
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Turning Over Control – A Deliberate 
Process
Every leader eventually comes to the 
realization that it is time to step aside and 
relinquish primary to others. Similarly, today's 
connected and well-informed employees are 
cognizant of  the changing marketplace and 
they judge the effectiveness of  current leaders 
to bring fresh and vibrant ideas necessary for 
remaining competitive. It is healthy to begin 
the dialog about leadership transition before 
the topic becomes part of  the backroom 
gossip. Just as transparency is important in so 
many operational aspects of  today's design 
firms, transparency is equally important in the 
area of  leadership transition. Inadequate 
information or misinformation leads to 
rumors, lack of  trust, and loss of  confidence. 
Thus, reasoned openness and transparency is 
the best policy.

In smaller organizations the heir apparent may 
be an obvious choice. Perhaps an individual 
has been groomed for many years to assume 
both leadership and substantial ownership of  
the enterprise. Yet, there is value in following a 
process to validate such a choice so the  
greatest success is assured. Similarly, in larger 
organizations the choices for future top 
leaders may seem obvious — perhaps top-
selling principals. We are reminded, though 
that the skills and competencies of  a top seller 
are often different from those of  successful 
enterprise leaders. The CEO of  a large public 
corporation once generalized by saying, “If  
you take your top salesperson and make them 
the leader, you've lost a salesperson and have a 
lousy leader.” Thus, it is advisable to conduct a 

del iberate process for assessing and 
identifying those best suited to ascend to the 
top leadership roles.  

Based on a recent process for leadership 
transition followed by my firm, the following 
general steps for determining of  the next 
leaders of  an organization should be 
considered:
        · The need for transition is identified 

and discussed among organizational 
leaders. An outline for a process is 
determined along with a preliminary 
t ime tab l e  sub j ec t  to  fu r the r 
refinement.

· A pool of  qualified candidates is 
identified. These individuals are likely 

 proven leaders who have successfully 
led an area of  the business such as a 
market sector, discipline, or branch 

 office. In healthy organizations there   
should be available candidates 
capable of  assuming the leadership 
ro le.  In  organizat ions  fac ing 
challenges, outside candidates may 
deliver the necessary antidote. In 
such cases, cultural fit is a strong 
consideration. 

· Utilizing a trained facilitator, an in-
depth assessment of  each candidate 
should be conducted to determine 
the participant's motivation, abilities, 
career goals, competencies, and 
character. Candidates will gain an 
understanding of  leadership roles for 
which they are best suited. In the 
process, candidates will become 
a w a r e  o f  n e w  s k i l l s  a n d  

09
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competencies that must be developed 
in order to lead in a new role along 
with an understanding of  current 
duties that must be relinquished. In 
most cases, it is productive for in-
house candidates to share insights 
with their peers, notwithstanding 
information that might best remain 
confidential .  Concurrently,  an 
assessment of  the current leader or 
leaders should be conducted as a 
benchmark for comparison.

· A 360-degree assessment for each 
candidate should be conducted. 

· This assessment solicits feedback 
f r o m  p e e r s ,  s u p e r i o r s ,  a n d 
subordinates and it provides insight 
in to  how others  perce ive  an 
individual's leadership skills. 

· Individual candidate coaching leads 
to an understanding of  behaviors and 
styles expected of  senior leaders.   

 Knowledge of  roles that align with 
the candidate's talents is developed so 
the right motivations are behind the 
advancement. 

· In a parallel process, an assessment of  
the organization's strategic needs 
should be developed or updated. 
Areas to be addressed include 
competitive analysis, market position, 
profitability, processes, growth, and 
expansion. From the strategic 
assessment, the required strengths 
and competencies of  the next 
organizational leader will come into 
greater focus. A position description 
for the next leader should be refined. 

· Through a series of  candid meetings, 
options are considered and it is 

determined which candidate or 
candidates might be most suitable to   
move an organization forward to the 
next level. Current leaders have key

  roles in facilitating these discussions, 
with the objective that conversations 
remain positive and constructive. 
Ideally, the right candidate is revealed 
through a process of  discernment. 
Ultimately, the new leader must be 
capable of  fostering a common 
purpose, shared values, and an 
aligned vision for the organization.

All participants should benefit from a well-
orchestrated process and their careers should 
accelerate through greater self-awareness. Yet, 
it is possible that an individual who is not 
selected may choose to pursue his or her 
career elsewhere. That is why it is important 
for a firm to have solid processes for 
performance assessment and accountability in 
place. Such processes help individuals to have 
a realistic understanding of  their potential to 
advance in their organization along with 
incremental growth goals.

The timetable for transitioning a top leader of  
an organization might require up to three 
years. The first year involves planning and 
preparation. The second year is focused on 
process and selection. The third year is for 
seamless execution of  the leadership 
transition. New leaders often find coaching by 
trained experts during the first year in their 
new role to be beneficial. Regarding internal 
communication, periodic reporting to staff  
about the overall process, with discretion 
where appropriate, engenders confidence, 
trust, and loyalty.
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New leaders often find coaching by trained experts 
during the first year in their new role to be 

beneficial. Regarding internal communication, 
periodic reporting to staff about the overall 
process, with discretion where appropriate, 

engenders confidence, trust, and loyalty.



DECISION FEATURE 1

Cultural Considerations
Promoting from within sends a positive 
message to everyone in the organization. 
People take comfort in knowing that their 
contributions are valued and that they, too, 
might aspire to the greater levels of  leadership. 
However, in some situations there may not be 
a suitable internal candidate because the needs 
of  the firm point to a change in leadership 
direction that cannot be met from within. 
When external candidates  are considered, 
cultural fit is of  utmost importance. Over 
time, leaders often tend to hire people like 
themselves. As a result, and to its detriment, an 
organization's culture can lack needed 
diversity. Organizations should explore their 
openness to alternative leadership styles and 
whether new styles will inject necessary vitality 
into the enterprise. Leaders brought in from 
the outside must be adept at understanding the 
culture of  their new organization and they 
must possess the skills to navigate a potential 
minefield of  obstacles.

Leadership and Ownership
While ownership in a design firm is not always 
in direct proportion to leadership, there 
should be a correlation between the two. 
While leadership transition can happen 
relatively quickly, the process of  internal 
ownership transition takes longer and it must 
commence early if  it is to be successful. When 
leadership transition ultimately occurs, 
sufficient ownership should have been 
transferred so that new leaders have a genuine 
stake in the business that engenders 
responsible actions, particularly in decisions 
that involve risk. Yet, ownership has its 
limitations; while some design professionals 
may correlate ownership with power, the real 
power in an organization rests among those 
who have the ability to lead and inspire others.

Continued Contributions by Former 
Leaders
While much of  the focus of  leadership 
transition is on new leaders, it is important to 
remember that those stepping down from the 
daily stress of  top leadership roles have a 
lifetime of  experience to contribute to their 
organizations. With the anticipated shortage 

of  design professionals that our industry will 
soon face, many of  the skills for which senior 
leaders were originally trained remain 
beneficial to our firms.

While technology has impacted how we 
practice, the fundamentals for successfully 
conducting business are unchanged. It is 
important that former leaders give their 
successors adequate freedom and space to 
lead. Yet, their wisdom can be helpful in areas 
such as networking, business development, 
and coaching emerging professionals. The 
i m p o r t a n c e  o f  l e g a c y  c a n n o t  b e 
underestimated in this era of  increasing 
commoditization of  design services. 
Accordingly, former leaders are excellent 
ambassadors for sharing values, traditions, 
and stories that have made their organizations 
special and that will propel their firms to new 
levels of  success.

11
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In a very real way,
ownership is the 

essence of leadership.
When you are

‘ridiculously in 
charge,’

then you own 
whatever happens in
a company, school, et 

cetera 
-  Henry Cloud

Stephen Fiskum is an architect and formerly a principal 
with Hammel, Green, and Abrahamson, Inc. where he 
also served as chief  operating officer for 15 years and was 
responsible for implementing the firm's design and 
business strategies.



here's no doubting the significant Ttransitions that leaders go through in 
taking new roles. And the most 

challenging transitions occur in moving from 
being a functional leader to being a general 
manager, or business unit leader, or enterprise 
leader for the first time. But what hasn't been 
clear is the nature of  those shifts.

By interviewing more than forty senior 
executives to gain first-hand qualitative 
research we looked at the nature of  transitions 
in leadership. From this rally came the notion 
of  seven major shifts that leaders go through 
as they move from functional leadership to 
enterprise leadership. 

1.   From specialist to generalist.
A company's business functions are 
managerial subcultures with their own rules 
and languages.  Managers transitioning to 
enterprise leadership roles must therefore 
work hard to achieve "cross-functional 
fluency." Someone who grew up in marketing 

obviously cannot become a native speaker of  
operations or R&D, but he or she can become 
fluent—comfortable with the central terms, 
tools, and ideas employed by the various 
functions whose work he or she must 
integrate. Critically, enterprise leaders must 
know enough to be able to evaluate and 
recruit the right people to lead functional 
areas in which they are not experts.

2. From analyst to integrator.
The primary responsibility of  functional 
leaders is to develop and manage their people 
to achieve analytical depth in focused 
domains. By contrast, enterprise leaders 
manage cross-functional teams with the goal 
of  integrating the collective knowledge and 
using it to solve important organizational 
problems. As you might imagine, then, it's 
important for new  enterprise leaders to make 
the shift to managing integrative decision-
making and problem-solving and, even more 
important, to learn how to make appropriate 
trade-offs. Enterprise leaders must also 
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manage in the "white spaces"—accepting 
responsibility for issues that don't fall neatly 
into any one function but are still important to 
the business.
 

3.   From tactician to strategist.
More so than functional leaders, enterprise 
leaders establish and communicate strategic 
direction for their organizations. So they must 
be able to define and clearly communicate the 
mission and goals (what), the core capabilities 
(who), the strategy (how), and the vision (why) 
for their businesses. Additionally, they must 
be able to switch gears with ease, seamlessly 
shifting between tactical focus (the trees) and 
strategic focus (the forest). Critically, they 
must learn to think strategically, which means 
honing their ability to (1) perceive important 
patterns in complex environments, (2) 

crystallize and communicate those patterns to 
others in the organization in powerful ways, 
and (3) use these insights to anticipate and 
shape the reactions of  other key "players," 
including customers and competitors.  

4.   From bricklayer to architect.
As managers move up in the hierarchy, they 
become increasingly responsible for laying the 
foundation for superior performance 
—creating the organizational context in 
which business breakthroughs can happen. 
To be effective in this regard, enterprise 
leaders must understand how strategy, 
structure, systems, processes, and skill bases 
interact. They must also be expert in the 
principles of  organizational design, business 

process improvement, and human capital 
management. Few high-potential leaders get 
any formal training in organizational 
development theory and practice, leaving 
them ill-equipped to be the architects of  their 
organizations or to be educated consumers of  
the work of  organizational development 
consultants.
  

5. From problem-solver to agenda-
setter. Many leaders are promoted on the 
strength of their problem-solving skills. But 
when they reach the enterprise leader level, 
they must focus less on fixing problems and 
more on setting the agenda for what the 
organization should focus on doing. Being an 
agenda-setter means identifying and 
p r i o r i t i z i ng  emerg ing  th r e a t s ,  and 
communicating them in ways that the 
organization can respond to. The rest of  the 
task calls for mobilizing preventive action and 
dr iv ing organizat iona l  change.  And  
it ultimately means creating a learning 
organization that responds effectively to 
shifts in its environment and can generate 
surprises for its competitors.  

6.  From warrior to diplomat.
Effective enterprise leaders see the benefits in 
actively shaping the external environment and 
managing critical relationships with powerful 
o u t s i d e  c o n s t i t u e n c i e s ,  i n c l u d i n g 
governments, NGOs, the media, and 
investors. They identify opportunities for 
cross-company collaboration, reaching out to 
rivals to help shape the rules of  the game. 
Functional managers, by contrast, tend to be 
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more focused on developing and deploying 
internal capabilities to contend more 
effectively with key competitors.  

7.   From supporting cast to lead role.
People in the business look first to enterprise 
leaders for cues about the "right" behaviors 
and attitudes, and for vision and inspiration. 
At the functional leader level, it can be 
acceptable just to be an efficient, effective 
manager, a member of  the "supporting cast" 
if  you will. Enterprise leaders, by contrast, are 
constantly "at center stage," being held to a 
higher standard—that of  exemplary role 
model. For good or ill, the senior leadership 
of  every organization is infectious; leaders' 
behaviors tend to be transmitted to their 
direct reports, who pass them on to the next 
level, and so on down through their 
organizations. 

Over time, they permeate the organization 
from top to bottom, influencing activity at all 
levels. Eventually they become embodied in 
the organizational culture, influencing the 
types of  people who get promoted and hired 
into the organization, creating a self-
reinforcing feedback loop—either positive or 
negative.

These seven shifts in changing from 
functional leadership to enterprise leadership 
are crucial to the success of  the transition. 
But, important to keep in mind that the 

biggest reasons why leaders fail in such 
transitions are because they don't go back into 
a learning mode. Nothing fully prepares 
someone for becoming an enterprise leader 
for the first time but there is a lot that can be 
done in preparation and by knowing what the 
shifts entail, leaders will be better prepared to 
undergo transition.  
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Dr. Michael Watkins is a professor of  
leadership and organizational change at IMD. 
He co-directs the Transition to Business 
Leadership program.

Effective enterprise 
leaders see the benefits 
in actively shaping the 
external environment and 
managing critical 
relationships with 
powerful outside 
constituencies, including 
governments, NGOs, the 
media, and investors.
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lusola "Sola" Adejoke David-Borha, is 
the chief  executive of  Africa Regions at the 
Standard Bank Group since January 2017. 
She served as the chief  executive Officer 
of  Stanbic IBTC Holdings until January 
19, 2017 and also served as its deputy chief  

executive officer and executive director of  Corporate & 
Investment Banking. She was the chief  executive of  
Stanbic IBTC Bank Plc from May 2011 to November 
2012 and served as its and head of  investment banking 
coverage for Africa (excluding South Africa) and deputy 
chief  executive officer. She currently serves as the vice 
chairman of  the board of  the Nigerian Economic 
Summit Group, a position she has held since 2015. She 
joined the board of  IBTC in July 1994. She has been a 
non-executive director of  Coca-Cola HBC AG since June 

David-Borha

o

A Banker per excellence
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26, 2015. She served as a director at Stanbic 
IBTC Holdings PLC from 1994 to March 25, 
2017. She is a member of  the governing 
council of  the Redeemer's University.She 
holds a BSc in Economics from the University 
of  Ibadan, a degree she obtained in 1981 and 
obtained an MBA from Manchester Business 
School in 1991. She has attended the 
Advanced Management Program (AMP) of  
the Harvard Business School and Global 
CEO Program (IESE, Wharton, CEIBS). She 
is a Honorary Fellow of  the Chartered 
Institute of  Bankers of  Nigeria (CIBN) 

Early Life & Education
Sola was born in Accra, Ghana to a diplomat 
father, which meant the family travelled a lot. 
The family returned to Nigeria when she was 
about 10 years old. Sola undertook her 
primary and secondary education in Nigeria 
before completing her studies at the 
University of  Ibadan in Ibadan, Nigeria with a 
Bachelor's degree in Economics in 1981.She 
then proceeded to pursue an MBA from the 
Manchester Business School in 1991. Her 
executive education includes the Advanced 
Management Program at Harvard Business 
School and the Global CEO Program jointly 
offered by Wharton, IESE and CEIBS.

Career
Sola David-Borha began her 
career at NAL Merchant 
Bank (now Sterling Bank), 
t h e n  a f f i l i a t e d  w i t h 
American Express from 
1984 to 1989, before joining 
a  bout ique investment 
banking firm, IBTC, which 
was  merg ed  w i th  two 
c o m m e r c i a l  b a n k s  t o 
become IBTC Chartered in 
2005. In 2007, Standard 
Bank Group acquired IBTC 
and became known as 
Stanbic IBTC Holdings, 
where Sola served as deputy 
chief  executive of  the bank 
(Stanbic IBTC Bank) and 
head  o f  i n t e r na t iona l 
banking coverage in Africa 

(excluding South Africa), becoming chief  
executive of  Stanbic IBTC Bank in 2011 and 
chief  executive of  Stanbic IBTC Holdings in 
2012. In January 2017, she took up the 
position as the chief  executive of  the 
Standard Bank Group.She serves as a non-
executive director on the board of  CR 
Services Credit Bureau PLC and the 
University of  Ibadan Business School. She 
joined the board of  IBTC in July 1994.She has 
been a non-executive director of  Coca-Cola 
HBC AG since June 26, 2015. She serves as a 
director of  Fate Foundation, Redeemer's 
International Secondary School. She is also a 
member of  the governing council of  the 
Redeemer's University.

Awards and Recognitions
She was named Business Woman of  the Year 
for the West Africa region in 2016 at the All 
Africa Business Leaders Awards. She was also 
named Business Woman of  the Year for 
Africa.

Personal life
Sola David-Borha is a devout Christian and a 
Pastor at the Redeemed Christian Church of  
God - City of  David in Lagos, Nigeria. She is 
married to Mr David-Borha and a mother of  
three children.
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ccording to BizBuySell.com, more Athan 7,800 small businesses were sold 
in 2016. That's up by nearly 9 percent 

from 2015. Good news, right? Unfortunately 
for many, it isn't always as smooth as walking 
off  with a big check. Many business owners 
will sell, but there will be contingencies for 
future earnings, requiring owners to continue 
working for up to five years to earn the full 
sales price. Why? Because they haven't been 
able to implement a good succession plan with 
a successor prepared to lead the company 
forward.

Roadblocks to
Successful
Leadership 
Transitions2

A solid succession plan and a few 

ground rules are essential when selling 

your business.
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Several years ago, I was working with a small, 
rapidly growing professional services 
company where the owner was nearing 60. He 
decided to develop and implement a 
succession plan, which would allow him to 
spend more time with his family. So he turned 
to his high performing vice-president of  sales 
and promoted him to company president. 

Following the promotion, I was selected to 
help the new president with his leadership 
transition. And, what I quickly learned was 
that there were two things that impeded the 



success of  the president -- which only the 
Founder could resolve. The founder needed to 
redefine and shift his close relationships 
within the company, and he needed to step 
aside for the new leader to truly operate as 
president.

In this situation, there was a long and very 
close relationship between the founder and 
controller. They were known to meet for 
drinks after work and go on weekend retreats 
together. The founder felt the controller was 
very loyal due to his longevity with the 
company, which led to a high level of  trust. 
This existing relationship was creating a real 
challenge for the new president. He found 
himself  being shut out of  f inancia l 
conversations and decisions that, as president, 
he should have been ini t iat ing.  The 
relationship was negatively impacting his 
effectiveness in his new role.

The founder was also making requests of  the 
controller on a regular basis that undermined 
the reporting relationship between the 
president and controller. In effect, the founder 
hadn't made the necessary transition to 
chairman and was still involved in the ongoing 
operations and decisions. Thus, the president 
felt like he had the title of  president but none 
of  the responsibilities.

In the end, the president left for an 
opportunity where he was empowered to be 
president. The new opportunity wasn't just a 
title. Sadly, the founder ultimately sold the 
company, but not without an earn-out 
requiring an additional three years of  full-time 
work for him.

So if  you are contemplating transitioning from 

the day-to-day operations and handing the 
baton off  to someone else, ask yourself  these 
questions before starting the transition 
process:

· What long-standing and existing 
relationships do you have within 
your company? Make a list.

· How should they change when you 
start your transition?

· How do you plan on making this 
change work for you and the person 
it impacts?

· What concerns you about the change 
in the relationship?

· How committed are you, on a scale 
of  1-10, to making this change?

· What do you need to give up? Make a 
list.

· How committed are you to giving up 
these activities, on a scale of  1-10?

· What do you need to be involved in?
· How often do you plan on physically 

being in the office?
· If  you make all these changes, will 

employees believe that you have 
actually stepped away from the day-
to-day?

And don't wait. As Patrick Ungashick, author 
of  Dancing in The End Zone says "the fewer 
the years you have until your exit, the less 
control you have over the exit."

Success in life comes when you simply refuse 
to give up, with goals so strong that 

obstacles, failure, and loss only act as 
motivation
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ou know them when you meet them. YSometimes all it takes is a handshake. 
The kind who hold company retreats 

at their lake house, and when asked how long 
they've been in the game, they tell you they 
invented the game. These entrepreneurs see 
their company as an extension of  their 
personhood. It's not just a hobby or 
profession, but a lifestyle. And giving it up -- 
that's the hard part.

At BCI Group, I work with these intrepid 
business owners on a regular basis, and they're 
usually the type who turn a blind eye to a 
buyout from an outside party with deep 
pockets. Instead, they often take the long -- 
and  somet imes  ha rd  - -  road  when 
transitioning ownership of  their business. Are 
you one them?

If  you own a business, you probably fall into 
one of  three camps concerning ownership 
transition:

· You want to maintain current 
involvement and ownership.

· You want to maintain ownership, but 

reduce involvement in your business 
over time.

· You want to change or reduce 
ownership in your business.

Even if  you are not in the third camp yet, you 
might be in the future.

You need a living transition plan.
Giving up or reducing ownership requires a 
living transition plan, which addresses the 
transition of  the business to its next owner. 
This may or may not include a succession 
plan, depending on the type of  transition 
desired. Creating a living transition plan 
requires coordination of  an intimidating 
matrix of  personal, financial, family, tax and 
legal issues, and it is commonly done in 
phases.

When do you start? At least two or three years 
before you're planning to exit or relieve 
yourself  of  major duties.
The goal

Creating a living transition plan is one part 

You Can't Lead Your
 Business Forever
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retirement planning and one part risk 
management. As an entrepreneur, you have a 
lot of  risk. When you were younger and didn't 
have as much to lose, you were probably 
willing to take greater risks. But now that 
you're successful and have developed a certain 
lifestyle, you are beginning to realize what's at 
stake.

Remind yourself  it's a transition versus a transaction. 
Instead of  seeking outside investors, your goal 
is to set your employees up for success and 
safeguard the heart and soul of  your business. 
A living transition plan should enhance the 
overall  business model, continuously 
positioning the company for long-term 
growth and sustainability. Keep in mind that to 
further support the longevity of  the business, 
you can't over leverage it. To do this, you must 
transition the company to a generation that is 
more innovative, relevant and in touch with 
your day-to-day customers.

What you need

You need great managers and less personal 
limelight. Your company must have some 
wherewithal and the makings of  a true 
management team. Without strong finance 
and administration personnel, strong 
opera t ions,  ove r s i gh t  and  bus ines s 
development, a living transition won't work. 
Most importantly, key components of  the 
business can't be centered around you, the 
owner.

The 5-step process.

You'll craft a plan and then structure how you 
communicate the transition -- first with family 
and then with business executives. 

1. The plan. One of  the most difficult aspects 
of  business transition planning is addressing 
the emotional issues generated by significant 
change. You don't want employees to plan a 
mutiny, just as much as you don't want your 
children to feel like they've lost their 
inheritance.
Business owners should ask themselves:

· How do I  want  the bus iness 
transition to impact my lifestyle?

· Do I want to give up control of  my 
business?

· If  so, how much control, when and to 
whom?

· What do I need financially from the 
business to meet my long-term 
objectives?

· H o w  w i l l  m y  f a m i l y,  o t h e r 
shareholders and/or my employees 
be affected by my departure?

If  you're seriously considering a living 
transition plan, you've already answered some 
of  these questions. The next phase is making it 
public. You must know your audience before you 
discuss transition plans with them. Knowing your 
audience will help you craft the right message, 
and help change people's perceptions and 
support.

After every meeting -- family or other -- 
document and provide notes. Detailed note 
taking will help eliminate emotional responses 
and confusion. This is also where a trusted 
adviser will become an important part of  
every meeting.

2 .  C o m m u n i c a t e  t o  f a m i ly.  F i r s t , 
communicate with family members as soon as 
possible. Keep in mind this is a business 
conversation, not a family conversation. Be 
prepared for family members to get scared, 
ask what you're going to do with all your free 
time and ask how much you're getting for the 
business. Remind them it's a transition not a 
transaction.
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This is where a trusted financial adviser 
and/or senior level company executive is 
worth their weight in gold. An adviser can 
help you create thoughtful messaging and 
serve as a formal mediator between all parties 
involved -- even family. Remember, this 
adviser must also document all formal 
meeting notes.

You'll need to consider the following family 
questions:

· How do I treat all family members 
equitably?

· Do I want to gift all or part of  the 
business to my family?

· Do I want to sell the business to 
certain family members?

3. Communicate with executives. Next, 
have a closed-door conversation with upper 
level management to discuss their long-term 
objectives and career pathing goals. This 
conversation should let you know if  the team 
has any interest in purchasing part of  the 
company.

You'll need to consider the following key 
employee questions:

· Can the business support the 
transition?

· Can I afford the risk of  an internal 
buyout?

· How can employees finance a down 
payment and become party to the 
next generation?

4. Loop in employees. Communicate with 
the rest of  your employees after you've 
designed the first phase of  the living 

transition. Focus the messaging on long-term 
objectives versus the price point.

5. Query outside parties. Depending on the 
details of  the transition, you may need to 
consider the following questions for a 
business consultant:

· What is the best structure?
· Should I integrate the sale into an 

estate plan?
· How can I maximize my tax results?

Throughout this 5-step process, there are 
various approach scenarios. I've helped coach 
business executives through several. These 
two are the most common:
The approach

Transition scenario 1 -- Dipping your toes 
in the water.

It's healthy to dip your toes in the water in a 
responsible and fair way, letting all parties 
know there are no further commitments 
during this phase of  the transition. In this 
scenario, your senior management team could 
buy nine percent of  the company through an 
arm's length transaction.

From there, you could create a gifting plan 
which would give nine percent of  the 
company to your children. Next, you could 
professionalize the company by selling 30 
percent to an employee stock ownership plan 
(ESOP). An ESOP offers significant tax 
advantages, but also allows you to take some 
of  the chips off  the table so to speak, while 
still maintaining control of  the company. 
Now test out the waters.
Ask yourself:
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· Does this set-up feel right for your 
goals and lifestyle?

· Are you comfortable giving up this 
much control of  your business?

· Are you willing to give up more?

If  you're willing to give up more and move 
into the second phase of  the transition, you 
can sell the rest of  the business to an outside 
party, make the ESOP larger, give more to 
your children or have management buy a 
larger portion of  the company. Before you 
finalize a plan that gives away your complete 
control of  the business, make sure all parties 
involved are prepared to handle operations. 
Once the living transition plan is designed, a 
contingency plan consistent with the 
objectives of  the transition plan should be 
developed.

Transition scenario 2 -- Work on the 
business, not in the business.
If  your management team isn't ready to take 
over the company, consider re-organizing the 
business structure, focusing on compensation 
and incentives -- not the transaction of  
ownership. This allows you to transition out 
of  the business over time.

In this scenario, two partners may want to sell 

to an outside party, but they need to get 
employee support.  It 's  important to 
communicate to employees that you don't 
want to sell the business out from underneath 
them, but instead create a transition that is 
mutually beneficial to everyone.

You'll need to create a structure to help 
advance the management team and reward 
them for their efforts while addressing 
compensation, bonuses and long-term 
incentives. Once reorganized, you'll have 
complete confidence that the business can run 
successfully without you being embedded in it. 
When removed from daily operations, you can 
work on the business, but not in the business. 
Once the living transition plan is designed, a 
contingency plan should be developed 
consistent with the objectives of  the transition 
plan.

Whatever plan you choose -- or even if  you 
decide to hold onto the reins a little longer -- a 
trusted financial adviser, business consultant 
and/or senior level company executive is 
worth their weight in gold. Once you've 
stepped out of  the game entirely, you can tell 
people you're reinventing the retirement 
game.
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How many degrees of separation do you think there are between you and Greta Garbo?

n 1967, the social psychologist 

I Stanley Milgram claimed that 
every person in the world is 
connected to every other person 
by just a few degree of  separation 

– a maximum of  six, to be precise. In the 
1990s, the model experienced a renaissance as 
a party game: I know somebody who knows 
somebody who knows somebody else...’

In this way you can connect yourself  to any 
famous person in the world – or you can 
connect all actors that have ever appeared in a 
film to one another. Surprisingly, Laurence 
Olivier is only two steps away from Pamela 

HOW SMALL THE WORLD REALLY IS
THE SMALL WORLD MODEL

It's not about what you can do, but about who you know.

Anderson. Pamela Anderson appeared in 
Snap Dragon (1993) with James Wing Woo, 
who in turn appears in Marathon man (1976) 
with Laurence Olivier. If  you don't believe it, 
check out the website oracleofbacon.org.

The small-world phenomenon becomes even 
more interesting when it comes to viral 
marketing: who do you know could spread 
about your idea or product? Social networks 
like LinkedIn and Facebook show how many 
contacts you have and through how many 
other people you know these contacts.

FREIDA
PINTO

ROGER
ASHTON-
GRIFFITHS

BILL
FRASER

MELVYN
DOUGLAS

GRETA
GARBO

You Will Meet A
Tall Dark
Stranger
(2010)

Pirates
(1986)

The Americani-
sation of

Emily
(1964)

As You
Desire Me

(1932)

The DECISION  Brief Case
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Executive Jokes

An engineer, a physicist, and an accountant 
were being interviewed for a position as chief 
executive officer of a large corporation.
The engineer was interviewed first, and was asked a 
long list of  questions, ending with: “How much is 
two plus two?” The engineer excused himself, and 
made a series of  measurements and calculations 
before returning to the boardroom and announcing, 
“Four.”
The physicist was interviewed next, and was asked 
the same questions. Before answering the last 
question, he excused himself, made for the library, 
and did a great deal of  research. After a consultation 
with the United States Bureau of  Standards and 
many calculations, he also announced, “Four.”
The accountant was interviewed last, and was asked 
the same questions. At the end of  his interview, 
before answering the last question, he drew all the 
shades in the room, looked outside the door to see if  
anyone was there, checked the telephone for 
listening devices, and asked, “How much do you 
want it to be?”

A Blonde and a Bank
A blonde walks into a high-end bank in New York 
City and requests a personal loan of  $5,000 for her 
trip to Europe for two weeks. The loan officer 
explains that they'll need collateral for the loan, so 
the blonde hands over the keys to her Rolls Royce 
along with showing the title as proof  of  ownership. 
Everything checks out, so the loan officer approves 
the loan; after the blonde leaves, the loan officer, 
management, and executives have a laugh at the 
$250k Rolls Royce as collateral for a $5,000 loan.

An employee of  the bank then drives the Rolls into 
the bank's underground garage and parks it there. 
Two weeks later, the blonde returns and repays the 
$5,000 and the interest, which comes to $15.

The loan officer says, "Miss, we're grateful for your 
business, but your account status with us shows 
you're a multi-millionaire; why did you need to 
borrow $5,000?" 

The blonde replies, "Where else in New York can I 
park my car for two weeks for only $15 and expect it 
to be there when I return?"

Why I didn't get the job...
I applied for an executive position at a major 

corporation. They called me in for an interview with 

the board of  directors, and it went pretty well. The 

next day I got a call... it was the vice president on the 

line! 

“Listen, sir", he told me, "you left me very 

impressed yesterday. But there's another candidate 

for the job. Very similar education and work 

background, impressive interview... it's practically a 

tie between you two".

"Really? So which one of  us are you going to hire?" I 

asked. "Well," the VP responded, "the Board of  

Directors has decided to have you both come in to 

answer a ten question test about our company. 

Whoever gets the higher score will get the job. Be 

here at  9am sharp tomor row morning" .

So the next morning I go to the VP's office. The 

other candidate is there - a very charismatic guy, and 

obviously really smart. So we get sat down at two 

desks, side by side, and are given the test.

A little while later, the VP calls me back into his 

office. "Listen... we've scored the tests. You both got 

nine out of  ten, and both missed question #5. But 

we're going to have to go with the other guy."

"What?" I asked, shocked. "But we got the same 

question wrong!" 

"Yes," the VP answered, "but it had more to do with 

your answers to #5. The other candidate answered, 

'I don't know', and you answered 'Neither do I'."
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eadership transition is more common 
and important than ever. By focusing 
on  f ive  bas ic  d imens ions  of  
leadership, new leaders can succeed 
spectacularly.

Every leadership transition creates uncertainty. 
Wi l l  the  new leader  uncover  and se ize 
opportunities and assemble the right team? Will 
the changes be sustainable? Will a worthy 
successor be developed? These questions boil 
down to one: Will the leader be successful?

Why are leadership transitions important?
Hardly anything that happens at a company is more 
important than a high-level executive transition. By 
the nature of  the role, a new senior leader's action 
or inaction will significantly influence the course 
of  the business, for better or for worse. Yet in spite 

Transitioning To New Leadership

Successfully
ROLES

Leadership is 
about making 

others better as 
a result of your 
presence and 

making sure that 
impact lasts in 
your absence.

L
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of  these high stakes, leaders are typically 
underprepared for—and undersupported 
during—the transition to new roles.

The consequences are huge
Executive transitions are typically high-stakes, 
high-tension events: when asked to rank life's 
challenges in order of  difficulty, the top one is 
"making a transition at work"—ahead of  

2
bereavement, divorce, and health issues.  If  
the transition succeeds, the leader's company 
will probably be successful; nine out of  ten 
teams whose leader had a successful transition 
go on to meet their three-year performance 
goals (Exhibit 1). Moreover, the attrition risk 
for such teams is 13 percent lower, their level 
of  discretionary effort is 2 percent higher, and 
they generate 5 percent more revenue and 
profit than average. But when leaders struggle 
through a transition, the performance of  their 
direct reports is 15 percent lower than it would 
be with high-performing leaders. The direct 
reports are also 20 percent more likely to be 

3disengaged or to leave the organization.

Successful or not, transitions have direct 
expenses—typically, for advertising, searches, 
relocation, sign-on bonuses, referral awards, 
and the overhead of  HR professionals and 
other leaders involved in the process. For 
senior-executive roles, these outlays have been 

4
estimated at 213 percent of  the annual salary.  

Yet perhaps the most significant cost is losing 
six, 12, or 18 months while the competition 
races ahead.

Nearly half of leadership transitions fail
Studies show that two years after executive 
transitions, anywhere between 27 and 46 
percent of  them are regarded as failures or 

5
d i s a p p o i n t m e n t s .  L e a d e r s  r a n k 
organizational politics as the main challenge: 
68 percent of  transitions founder on issues 
related to politics, culture, and people, and 67 
percent of  leaders wish they had moved faster 
to change the culture. These matters aren't 
problems only for leaders who come in from 
the outside: 79 percent of  external and 69 
percent of  internal hires report that 
implementing culture change is difficult. Bear 
in mind that these are senior leaders who 
d e m o n s t r a t e d  s u c c e s s  a n d  s h owe d 
intelligence, initiative, and results in their 
previous roles. It would seem that Marshall 
Goldsmith's advice—"What got you here 

6
won't get you there"  —is fully applicable to 
executive transitions.

Leadership transitions are more frequent, 
yet new leaders get little help
The pace and magnitude of  change are 
constantly rising in the business world, so it is 
no surprise that senior-executive transitions 
are increasingly common: CEO turnover rates 
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have shot up from 11.6 percent in 2010 to 16.6 
7

percent in 2015.  Since 69 percent of  new 
CEOs reshuffle their management teams 
within the first two years, transitions then 
cascade through the senior ranks. Sixty-seven 
percent of  leaders repor t that their 
organizations now experience "some or many 
more" transitions than they did in the previous 

8
year.
Despite the increase in frequency, only 29 and 
32 percent of  US and global leaders, 
respectively, feel that their organizations 
appropriately support new leaders. As many as 
74 percent of  US leaders and 83 percent of  
global ones think they are unprepared for their 

9
new ro les.  As  CEB puts  i t ,  "most 
organizations approach new leadership 
t r a n s i t i o n s  i n  t h e  s a m e  way  m a n y 
organizat ions approach mergers and 
acquisitions: as one-off  events…. The typical 
unsystematic 'hands-off' transition approach 
relies heavily on new leaders to self-manage 
their transitions. However, most leaders 
experience only a handful of  transitions … so 
for them, each transition remains more art 

10
than science."

Organizations most often try to help newly 
appointed leaders by supplying them with 
mentors or informal "buddy" networks. Yet 
only 47 percent of  external hires and 29 
percent of  internal ones find these helpful. 
Standard orientation programs are the second 
most common approach, but only 19 percent 
of  externally and 11 percent of  internally 
recruited executives consider them effective. 
Some methods—for instance, tailored 
execut ive  coach ing  and cus tomized 
assimilation plans—have been shown to 
double the likelihood of  success, but only 32 

11percent of  organizations use them.  When 
companies are asked what additional support 
they intend to provide in the future, the 
commonest response is to have HR play a 
more supportive role. But HR departments 

12
already have a full plate.

What are the big ideas?
Newly appointed leaders should take stock of  
their situation in five areas and then take 
action to deal with them. They should also 
clearly state not only what they will do but 
what they won't, as well as forget the idea that 
they have only 100 days to make an impact.

Take stock and take action in five areas
The great Spanish writer Cervantes once 
wrote, "To be prepared is half  the battle." 
What is the other half ? A second famous 
Spaniard, the artist Pablo Picasso, said, 
"Action is the foundational key to success." 
They were right, so every leader should mount 
a transition in two equally important stages: 
first take stock and then take action by asking 
questions about five basic dimensions of  
leadership—the strategy and operation of  the 
business or function, the corporate culture, 
the team, the leader herself  or himself, and 
other stakeholders that need to be managed 
(Exhibit 2). Beware of  generic answers 
because every leader's starting point is 
different. For some, the starting role is to 
maintain and improve steadily what they 
inherited in each of  these dimensions. For 
others, transformational change in all the 
dimensions is necessary. Still others face a mix 
of  requirements.

Simultaneously managing the five focus areas 
isn't easy. As with spinning plates, do it too 
slowly, and they lose momentum and crash to 
the ground; do it too quickly, and they spin out 
of  control. Get this right, and you can succeed 
spectacularly.

Be clear about what you won't do, not just 
what you will
When Alan Lafley took over Procter & 
Gamble, in June 2000, the global consumer-

Leadership is the capacity 
to translate vision into reality
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goods g iant  had become the worst-
performing company in the Dow Jones 
Industrial Average. Lafley increased P&G's 
profits by 70 percent and its revenues by 
almost 30 percent in his first five years. His 
success was as much about what he stopped as 
what he started. Lafley and his senior team 
quickly ended almost $200 million of  
experimental technology projects and regional 
marketing campaigns. They prioritized four 
core businesses and ten countries.

As Lafley says, "be clear on what you won't 
do—what needs to stop…. Most human 
beings and most companies don't like to make 
choices, and they particularly don't like to 
make a few choices they really have to live 
with." Along the same lines, management 
thinker Jim Collins notes that great companies 
create "stop-doing" lists to complement their 

13
"to-do" lists.  In our experience, too, senior 
executives in new roles must be clear not only 
about what they want to do but also about 
what they don't. Otherwise, when employees 
hear about the company's new direction, they 
will reframe what they are already doing to 

show that this supports the changes, and 
many pet projects will crop up in the name of  
advancing them. Well-intentioned but 
fragmented and ineffectual efforts then 
proliferate, and momentum vanishes. 
Successful leaders are 1.8 times more likely 
than others to communicate explicit ideas 
about what to stop, not just about what to 
start.

So, as leaders in a transition take stock, they 
should ask what  they can de lay  or 
terminate—for example, initiatives, meetings, 
process steps, reports, and rituals. As leaders 
take action, they should not only be clear 
about what will stop and start but also adopt a 
philosophy from the world of  good 
housekeeping: one thing in, one thing out. 
When people propose new initiatives, leaders 
should ask what the company will stop doing 
to free up the time, money, resources, and 
focus needed to implement them well.

Be impact-driven, not calendar-driven
If  you type "executive transitions" into 
Amazon, you will find a long list of  books 
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offering 90- and 100-day plans for success. 
These works say that you have a limited period 
to achieve full productivity as a leader and that 
if  you don't make it in time, you are doomed. 
The evidence doesn't support these claims: 92 
percent of  external and 72 percent of  internal 
hires take far more than 90 days to reach full 

14
productivity.  Sixty-two percent of  external 
and 25 percent of  internal hires admit that it 
took them at least six months to have real 
impact.

In general, that delay isn't a problem. 
Stakeholders typically expect a new CEO to 
propose a strategic vision within the first eight 
months, not the first 100 days (Exhibit 3). 
They give the CEO 14 months to get a new 
team in place and 19 months for an increase in 

15
share prices. This doesn't necessarily mean 
that leaders shouldn't move quickly—for 
example, 72 percent of  them wish they had 

16
taken less time to reshape their teams.  But 
stale formulas shouldn't pressure leaders to 
act.

How do I make it happen?
Sofia, a high-ranking leader at a European 
financial-services company, accepted a senior-
executive position in its insurance-brokerage 
business. The company's top leaders felt that 
although this would be a stretch assignment, 
she was right for it. Sofia 

had some previous contact with the business 
but knew little about how it worked, although 
she did know its reputation as a weak 
performer.

1. Aspire
Sofia quickly immersed herself. She spent time 
carefully understanding the views of  the 
outgoing leader and organized sessions with 
third-party experts to learn about industry 
dynamics, competitive trends, and best 
practices. She also started to get to know her 
team and met a couple of  colleagues from 
earlier in her career who now worked in the 
same business.

Sofia's next step was to begin engaging the 
organization. She spent time at regional offices 
interviewing high-performing employees 
individually to get their advice and meeting 
with the rest of  the staff. She also met with 
representatives from key customer accounts 
to hear their hopes and concerns. Meanwhile, 
a small strategy team was pulling together a 
baseline analysis of  the unit's performance 
and culture. She met the team every week to 
discuss the findings and create "one version of  
the truth."

Ten weeks into the role, Sofia assembled her 
team for a two-day "aspiration-setting" 
workshop at an off-site location. Together, 
they created a high-level aspiration: to operate 

30
Decision Review Issue 18, July - August, 2019

DECISION FEATURE 5



as a bank-owned business rather than a 
standalone company; to segment the market in 
a disciplined way rather than trying to be 
everything to everyone; and to consider 
acquisitions only after they had shown that the 
unit could organically grow.

2. Assess
Sofia and her direct reports, supported by a 
strategy team, started meeting twice a week to 
deepen their discussions. Together, they 
decided on the priorities for achieving the 
aspiration, identified the new capabilities it 
required (for example, digital marketing, data 
analyt ics,  and customer re lat ionship 
management), and considered organizational 
options. Twelve weeks into the new job, Sofia 
announced a restructuring of  the business, the 
early retirement of  two executives, and the 
creation of  three new executive roles.

She now had the strategy team running focus 
groups to identify limiting mind-sets and 
behavior that could undermine the aspiration. 
Many employees, for instance, felt that being 
part of  a larger financial-services institution 
hurt the insurance operation's performance. 
They didn't trust the abilities of  colleagues 
outside their own departments. A significant 
number believed that if  revenues grew, 
everything else, including margins, would take 
care of  itself.

In the next workshop, an experienced 
facilitator helped Sofia's direct reports to 
decide on specific performance goals (such as 
margin growth, cross-sell rates, and customer 
satisfaction) and to identify the necessary 
shifts in mind-sets and behavior.

3. Architect
Having taken stock of  the business's situation 
and aligned on an aspiration, Sofia and her 
direct reports began to plan how they would 
take action. They launched initiative teams to 
determine how to implement all the priorities. 
Executive-level members, working in pairs to 
get to know each other better and to model 
their collaboration, sponsored every initiative. 
The initiative teams focused on defining a 
customer-segmentation strategy, optimizing 

technology, standardizing office models and 
compensation structures, and creating more 
integrated partnerships with the company's 
other businesses. The teams also suggested 
what should be on the stop-doing list and how 
the company's culture could change through 
role modeling, storytelling, reinforcement 
mechanisms, and skill building.

The next off-site meeting determined the 
scope of  each initiative, the key decisions, the 
overall milestones, and the governance 
mechanisms. A few scenarios were played out 
so that everyone understood decision rights, 
k e y  p e r f o r m a n c e  i n d i c a t o r s ,  a n d 
interdependencies. Then a change story 
assembled the full picture—the what, when, 
why, how, and who of  the whole program.

4. Act
Sofia worked with her assistant to ensure that 
she would have enough time for the important 
issues as well as the flexibility to deal with 
urgent ones. She ensured that detailed plans 
were fleshed out for each initiative while 
simultaneously implementing some quick 
wins. She also established a program-
management office (PMO) to coordinate the 
initiative teams.

This phase culminated in an off-site meeting 
with the business unit's top 300 leaders that 
formally marked the launch of  the new 
direction. In advance of  the meeting, the 
change story and detailed implementation 
plans were refined. The PMO fleshed out a full 
change-management and communications 
plan. The finance and HR teams reviewed 
current business and talent processes to 
confirm their alignment with the new 
direction and to clarify who was responsible 
for what. And Sofia's boss, Rajit, was briefed to 
explain what the new direction of  the 
insurance business would mean for the 
company as a whole. (Sofia had previously 
spent time with him to ensure that he was 
comfortable with her plans.)

5. Advance
In the next six months, Sofia met monthly with 
the PMO and the initiative teams, switching to 
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a quarterly schedule once things were well on 
track. She continued to manage her schedule 
to balance meetings with customers, business 
partners, and regulators and with her direct 
reports. She also reserved time to reflect on 
strategy, organizational dynamics, and her 
personal impact.

Sofia stayed close to her direct reports, both 
individually and as a group (frequent one-on-
one feedback and coaching sessions ensured 
that they remained fully on board). Six months 
into her role, two leaders hadn't changed in the 
way she had hoped, so she made the necessary 
moves; fortunately, she had earlier decided to 
work with HR to create succession options. 
She also used an inner circle of  informal 
advisers to act as a sounding board, to give her 
discreet advice, and to learn how the 
organization perceived her and her actions.

A year into her role, not everything had gone 
according to plan: unforeseen economic 
changes dictated a strategic decision to focus 
more on the consumer business. She also had 
to dismiss another of  her direct reports 
unexpectedly after major risk and compliance 
issues surfaced. But thanks to the operating 
rhythm Sofia had created, the business unit 
picked up the need for adjustments early on 
and quickly made changes. Its performance 

was turning around—it beat its plan, with 
significant increases in cross-selling and in 
profit margins. Ninety-five percent of  its 
employees now felt it had a clear, shared 
direction, up from less than half  before 
Sofia's arrival. Most important, she felt 
confident she had the right strategy, the right 
t e am,  and  the  r i gh t  suppor t  f rom 
stakeholders.

Sofia effectively took stock and took action in 
the areas that matter, and so should all 
executives who want to ensure that their 
transitions are a success.

Scott Keller is a senior partner in 
McKinsey's Southern California office, and 
Mary Meaneyis a senior partner in the Paris 
office
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So, what lies ahead for the soon-to-be-former 
president?

“I don't mind being America's pitchman… I'll 
be on the job market,” Obama said during a 
keynote address in June to the SelectUSA 
Investment Summit. “I'm gonna get on 
LinkedIn and, you know, see what comes up.”
In this election year, there will be hundreds of  
politicians leaving the front lines of  politics. 
Some, like Boehner, on their own terms and 
others at the hand of  voters. From local 
government, all the way up to the White 
House, change is coming for men and women 
of  political power. And in some ways, it will be 
the biggest challenge of  their entire 
professional lives.

We know this because senior business leaders 
face this kind of  uncertainty and stress all the 
time. 

For politicians, elections can be the seismic 
events that lead to fundamental change on a 
societal level as well as transition for the 
leaders on an individual level. For business 
leaders, transition can result from a myriad of  

Keys to Successful 

Helene Cavalli
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At the relatively young age of  66, 
the former Republican House 
Speaker decided to hang up his 
political spurs after more than 30 

years of  public service. In retiring from 
politics, Boehner went from one of  the most 
recognizable political faces in the United 
States, and one of  the leading Republican 
voices in one of  the most volatile periods of  
federal politics, to an experienced sideline 
commentator for the 2016 election.

Boehner has publicly noted that he is not sure 
exactly what to do with himself  now that he 
has left the crucible of  party politics. “It's 
weird,” the former Ohio representative told 
Politico in late 2015. “I'm used to going all the 
time. Then you're not going all the time. It's 
different.”

Boehner is not alone. The same challenge is 
being faced by none other than President 
Barack Obama. In just a few weeks, the two-
term commander in chief  will hand over the 
title of  “leader of  the free world” to President-
elect Donald Trump.

Leadership
Transitions

STRATEGIC REPOSITIONING



scenarios, including retirement, downsizing, or 
a reorganization resulting from a merger or 
acquisition. The end result, however, is the 
same: powerful leaders that serve often as the 
final decision makers in large and complex 
organizations suddenly find themselves 
without an office, a title and a clear purpose in 
life.
As Boehner noted above, this can mean a 
profound change in the tempo of  life. Boehner 
was, by his own admission, “going all the time.” 
He spent more than two-thirds of  each year 
travelling the country on political business, 
living out of  a suitcase and a hotel room, 
surrounded by security and driven everywhere 
by a chauffeur. Now, all of  that is gone, and it 
creates some stress.

“I need a car,” Boehner said in his interview. 
“So do I get a car in Ohio? Do I get a car here? 
Do I get a car in D.C.? I don't know. Much less 
try to figure out what I'm actually going to do.”

This is a reaction we hear all the time from 
senior business leaders. Along with the power 
inherent in occupying a position atop a 
corporate structure come certain benefits and 
privileges.  When those things are gone, some 
leaders have trouble figuring out how to make 
their lives work.

How exactly will Boehner and other political 
leaders find their way in a post-politics world?

Having worked with thousands of  top 

business leaders in transition, the parallels 
with pol i t ic ians cannot be ignored. 
Fortunately for the ranks of  the former 
political leaders, the solutions we have used to 
help business leaders can be applied in both 
spheres.

 What really makes you happy?
 The first step is getting the political or 
business leader to stop and take stock of  what 
they would really like to do with their lives.

At the International Center for Executive 
Options, we have heard over and over again 
from business leaders that they have been so 
busy, so engaged in their jobs, that they never 
found the time to even consider a life doing 
something else. When they are forced into a 
transition, they have trouble imagining other 
roles or purposes.

We see senior business executives who have 
spent a long time in careers that were not as 
fully satisfying as they might have liked. Many 
drifted into senior leadership roles not 
because of  a burning desire to lead, but to 
serve something or someone else. These 
leaders spent their lives constantly putting the 
needs of  the company, the party or the 
government ahead of  their own.

The end result is a leader that has lost touch 
with his or her personal hopes and dreams. In 
transition, it is extremely important to get 
back in touch with those aspirational goals 
and really focus on the things that make them 
happy and fulfilled, both professionally and 
personally.
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Remember that networking is not a thing, 
it's a skill.
 A common fear among many senior business 
leaders in transition is that their network of  
colleagues and other contacts will somehow 
disappear once they leave a leadership 
position. Although there may be a bit of  
erosion, those networks are generally far more 
robust than these executives appreciate.

The important thing to remember is that 
executives will always retain the skills that led 
to them being top performers and well 
networked in their former roles. You don't 
suddenly lose all of  the skills that served you as 
a business or political leader and made you 
appealing to your networks.

There are always opportunities for people 
who were successful leaders. Although it 
may seem hard to believe, many senior 
business leaders in transition simply don't 
believe there are opportunities awaiting them 
in the post-transition period of  their lives. The 
reality is that leaders have more options than 
they often realize. There is a huge breadth of  
opportunity awaiting them as they begin the 
next stage of  their careers. The key is to not get 
bogged down looking for the exact same role 
in a similar organization; in reality, leaders that 
allow themselves the room to consider 
different roles and with different types of  
organizations will see the fullest range of  

opportunities revealed.

There is no getting around the fact that being 
forced to confront a transition can be a 
disquieting, life-altering experience. It is 
profound change, brought down to a very 
personal and intimate level. So, it's necessary 
to develop a mindset that is fully prepared for 
the journey and all that it has to offer.

That having been said, senior business leaders 
can get derailed in transition by focusing solely 
on the stress and change. So much so that they 
s imply cannot see the ful l  range of  
opportunities that exist for them.

In our extensive experience working with 
business leaders, it does not take long before a 
broad and exciting array of  new career options 
become available. Options that may not have 
been apparent before, but which can be just as 
interesting, challenging, and satisfying as 
anything these leaders were doing before.

All it takes is a fresh perspective, a willingness 
to question the status quo and a sense of  
purpose to explore all options.

37
Decision Review Issue 18, July - August, 2019

STRATEGIC REPOSITIONING



arge companies devote plenty of  attention and 
resources to succession planning, yet a PwC 
study finds that $112 billion in shareholder 
value is lost annually because companies pick 
the wrong people to lead them. In our CEO 
transition work across a wide range of  
industries, we found that in more than half  of  
the 110 cases our firm assisted with during the 
last two years, the “obvious” choice was not 

the candidate most likely to succeed in the CEO role.

Nearly three-quarters of  the directors responding to the 
National Association of  Corporate Directors' latest corporate 
governance survey say that maintaining the CEO pipeline is their 
top succession planning challenge. Yet we find that even at the 
most respected companies with disciplined succession processes 
in place, well-suited candidates may not even make it into the 
shortlist of  succession candidates — overshadowed by “safe” or 
“chosen” ones. We have identified three reasons this can happen:

The power of the heir apparent. In an orderly process to 
replace a respected CEO, the incumbent typically holds 
disproportionate influence over the choice of  a successor. 
Successors who rise to the top in these situations are often loyal 

When the 

Heir 
Apparent 

is the 
Wrong Choice for CEO

Elena Lytkina Botelho & Shoma Chatterjee Hayden

L
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deputies who have faithfully carried out the 
incumbent CEO's agenda. While it 's 
reasonable to assume that the incumbent 
CEO has deep knowledge of  her team, it's 
equally important to remember that even the 
best CEO can, due to her own sense of  loyalty, 
overestimate the capabilities of  trusted 
individuals.

The chair and CEO of  a major industrial 
company, for example, told us that he felt 
obligated to “pass the baton to his CFO, who 
has always been a safe pair of  hands.” Some 
senior executives were apprehensive that the 
anointed successor was not up to the task, but 
they were loath to upset the apple cart given 
the strong support of  the incumbent CEO 
and the board. Unfortunately, the new CEO 
struggled to maintain revenue and growth. He 
executed diligently on the direction of  the 
prior CEO but lacked the strategic heft, hustle, 
or creativity to take decisive action in the face 
of  supply shocks and pressure from 
nontraditional competitors.

Likability counts more than it should. 
Our 10-year CEO Genome study across 2,600 
leaders found that the qualities that help one 
look the part and advance in corporate hierarchy 
are often at odds with what it actually takes to 
deliver results in the CEO role. This echoes the 
findings of  Steven Kaplan at the University of  
Chicago, whose research shows that likable 
executives are more apt to get selected for C-
suite roles even though they demonstrate no 
advantage in performance. On the other hand, 
we found that while highly decisive executives 
are 12 times more likely to excel as CEOs, 
they're also more likely to ruffle feathers on 
their way up the ranks. These are the 
candidates whose performance reviews may 
include such assessments as “lacks enterprise 
view,” “doesn't play nice in the sandbox,” and 
“needs to soften her approach.”

The safe choice can be irresistible. 
Many  compan i e s  we  adv i s e  have  a 
transformational strategic agenda, but when 
faced with the pressures of  selecting the next 
CEO, their boards look past candidates who 
break the mold and opt for a seemingly “safe 

choice” — which can lead to disappointing 
results. These boards tend to prioritize 
candidates who closely resemble their own 
backgrounds and those of  the existing 
leadership team. As a result, both diversity and 
results suffer. For example, our research 
shows that women are 28% less likely to get 
selected for CEO roles and that having a 
significant accent made one 12 times less likely 
to get picked for the job.

We suggest three tactics that can help avoid 
these costly traps and increase the odds of  
selecting the best candidate:

A CEO scorecard linked to business 
strategy. 
While every company presents a unique set of  
challenges and opportunities that the next 
CEO must harness, most CEO specs list a 
similar set of  generic qualities like “strong 
leader,” “sense of  urgency,” and “strategic.” 
Before comparing candidates, it is essential to 
articulate five to seven top priority outcomes 
and key leadership capabilities required for the 
next CEO to deliver in the specific business 
and organizational context. Even the best 
boards often struggle with this exercise, 
because it requires alignment on difficult 
strategic trade-offs amid uncertainty. 
Furthermore, translating what the next CEO 
needs to get done into a robust, measurable 
set of  leadership behaviors and competencies 
requires an analytical process far beyond the 
level of  conversation that typically takes place 
in boardrooms.

A broader and deeper lens on the 
leadership bench. 
Most boards focus on the shortlist of  
candidates identified by the incumbent CEO 
and get only a carefully curated view on the 
broader team. Even in cases when board 
members get to know a wide range of  
executives over a long period of  time, this 
familiarity often gives directors a false sense 
of  comfort — particularly when they don't 
have access to robust data that can help 
predict future performance. We've seen a 
conversation on the corporate jet raise the 
s tock of  a  weaker  candidate  and a 
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misinterpreted remark over dinner plant 
doubts about an otherwise highly capable 
executive. Once board members form a point 
of  view on candidates based on casual 
exposure, it is often hard to change. To 
prevent this, succession planning best practice 
includes an objective assessment of  a broad 
slate of  leaders (often over a dozen), starting 
five years ahead of  the likely succession and 
updated annually. Our CEO Genome research 
demonstrated that leaders who are highly 
decisive, adaptable, and reliable and who 
prioritize results over being liked are more 
likely to become successful CEOs, so we 
suggest assessing for and developing these 
characteristics starting well in advance of  the 
potential succession event.

Trusted agitators. 
There is ample research to show that diversity, 
when harnessed properly, can improve 
corporate performance. In cases of  CEO 
succession, a board with diversity of  thought, 
backgrounds, and traits benefits the 
organization by staving off  groupthink and 
increasing the breadth of  perspectives. 
Constructing a quality board is about the 
caliber and perspective of  individual directors 

as well as the deliberate rules of  engagement 
that allow for productive debate and effective 
decision making. One board chair, for 
example, led directors in examining their own 
preexisting biases and preferences before 
launching a discussion of  succession 
candidates. Recognizing the complex 
dynamics and risks involved in succession, 
boards increasingly engage outside experts 
three to five years ahead of  CEO transitions 
to provide objective assessment and 
development of  potential candidates, help 
stimulate necessary discussions, and bring 
external best practices.

The succession process enhancements we 
recommend here may be uncomfortable and 
time-consuming, but they help ensure that the 
right candidates don't get overshadowed by 
the “safe” ones. As the chair of  a succession 
committee recently reminded his board: 
“We've worked very hard for the last few years 
to execute this process smoothly. It's worth 
reminding ourselves that shareholders will 
judge us on the outcome — Did we pick the 
right person to run this company? — not on 
how good we felt about our discussions to get 
there.”
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or years Charles dreamed of  working side by side with his son, James, in Fthe family business, a thriving manufacturing company that his father 
had founded and he had grown. Since James joined the business straight 

out of  college, both men assumed he would eventually take over. But things 
hadn't turned out the way the patriarch hoped. Eager to demonstrate his value 
to the business, James asked for, and was given, responsibility for growing new 
lines of  business. Initiative after initiative either failed or underwhelmed, but 
Charles wrote them off  as valuable learning experiences. Now he had a bigger 
problem. Longtime trusted employees working in James's group were handing 
in their resignations. Charles feared that James was never going to be able to lead 
this business — and worse, that he was damaging it beyond repair. The question 
that loomed in his mind: Should I fire my own son? 

Choosing to fire your child can be one of  the most difficult decisions you can 
make as a leader of  a family business — and the consequences will be enduring 
no matter how well it's done.

When Should You
FIRE YOUR CHILD FROM 
THE FAMILY BUSINESS ?

Judy Lin Walsh, Ben Francois
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Jerry Jones, owner of  the Dallas Cowboys 
football team, fired his daughter, Charlotte, a 
Stanford graduate, twice from the franchise. 
Neither separation lasted long, and they say 
they laugh about it now. But his daughter still 
brings it up in press interviews, which is 
understandable. Being ousted from your job 
by your own family can feel like a double 
punch. We've seen individuals who have been 
let go spend more than five years licking their 
wounds and disconnecting not only from the 
business but also from the family itself  before 
coming back into the fold. And sometimes 
those bitter wounds never heal.

To ward against making decisions you may 
r e g r e t  l a t e r  ( b o t h  p e r s o n a l l y  a n d 
professionally), think about what is driving 
your instinct to fire, what your options are for 
addressing the problem, and what the future 
would look like if  you took that step.

Understanding Your Instincts and Options
Instead of  proceeding on a knee-jerk reaction, 
get to the core of  why the situation is not 
working as you envisioned. In our experience, 
working sequentially through four questions 
can help you find a path forward that works 
best for you, your child, and your business.

Are expectations clear and mutually 
agreed upon? 
Ask yourself  if  you've unintentionally set up 
your child to fail with amorphous or 
unrealistic expectations. One of  our clients 
wrestled with how long to tolerate increasing 
losses in a new venture given to a next-
generation family member. But the individual 
had been given only minimal direction. “We've 
made it his personal playground,'' one of  the 
older family members confided in us. “We're 
just writing him a blank check.” Without clear 
goals and a mechanism for feedback and 
development, there were no clear metrics to 
measure his  prog ress  and hold him 
accountable.

Have you clearly defined the role you've put 
your child in so that you both know what to 
expect? Does your child have the right 
experience and skills to do the job well — and 

if  not, what is the plan to help her build that 
skill set? Is your child held to the same 
standard as other employees with reasonable 
targets and standards?

If  you answered “no” or “unsure” to any of  
these questions, ask a trusted third-party 
adviser (such as an independent board 
member) for a neutral assessment. If  there is 
still potential to remedy the situation, consider 
asking that adviser to step into a mentoring 
role.

Is there a cultural mismatch?
 Many families are fearful that their wealth and 
business success will somehow lead to 
unmotivated children. But we often find 
unexpected trouble when the next generation 
is highly motivated to make a mark on the 
business, but is not yet mature or trusted 
enough to do so, which wreaks havoc on the 
corporate culture. In James's case, he was 
pushing the company to focus almost 
exclusively on metrics, which was in stark 
contrast to the family's traditional “people 
first” ethos. Longtime nonfamily employees 
felt alienated by his exacting style and either 
resigned or requested transfers. As the ranks 
of  the unhappy swelled, Charles knew the very 
essence of  the company was at stake.

If  this sounds like your situation, it's time to sit 
down with your child and have a hard 
conversation about the values and culture 
upon which the business was founded. This is 
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often the “secret sauce” of  a family business's 
success — what distinguishes it from any 
other company. Take Berkshire Hathaway as 
an example: When Warren Buffett appointed 
his son, Howard, to be the “guardian of  
culture” in his succession plan, he shone a 
spotlight on the importance of  values and 
traditions to the continued success of  the 
multibillion-dollar investment firm. We agree. 
Of  course, performance is important. But 
equally critical is preserving what makes your 
organization an attractive place to work. 
Culture takes years to build, but can be 
dismantled far more rapidly.

Deliver a firm message: Your child will need to 
adapt his approach and be respectful of  the 
company's culture in order to be successful. 
Having an outside coach (or internal mentor) 
provide feedback and guidance can help your 
next-generation leader find the balance 
between innovation and consistency.

Is your child in the right role? 
Can you shift jobs or responsibilities to 
provide a better fit? When it became clear to 
one patriarch that his son was not capable of  

becoming CEO, he invited him for a drink and 
asked him what he was truly interested in. 
Outside of  the pressures of  headquarters, the 
son confided that his true passion was not in 
day-to-day operations but in having a 
platform for greater social impact. This 
empowered the patriarch to appoint his son as 
the head of  the company's charitable 
foundation, which was a much better fit.

This is a tricky topic to broach with your child, 
but in our experience, people who are 
struggling know they are. They may trudge on 
out of  pride or a sense of  obligation, but it will 
wear them down. As a parent, this is not a 
position you want your child to be in, so see if  
you can find a place where he or she will thrive. 
Remember that rising to the level of  their 
abilities and interests, even if  not to the top of  
the organization, is still a win, especially if  it 
prevents them from burning out. It might 
even be better in the long run, since a non-
CEO position can help your child better 
distinguish and fulfill duties as a shareholder, 
as wel l  as understand the employee 
perspective.
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Do not dive into solution mode to find the 
“right role” for your child, however. We 
recommend leading with questions instead of  
answers. “What are you interested in?” will go 
a lot further than “I've decided to move you 
somewhere else.” With sensitive topics, the 
process matters as much as the solution.

Could you be the problem? 
It's not uncommon for a mature patriarch or 
matriarch to resent the younger generation 
nipping at his or her heels to take over the 
business. We saw this play out in recently in 
one family. The founder somewhat grudgingly 
gave his daughter a small spin-off  venture to 
lead, assuming it would keep her out of  his 
hair. Instead, she grew it into a thriving 
business, one that had potential to eclipse the 
original. That success empowered her and 
simultaneously got under her father's skin. 
The two found themselves clashing in 
meetings, resulting in epic battles between 
“the old lion” and “the young lioness.” 
Incredibly, the founder began to wonder aloud 
if  it was time to push his daughter out for the 
“good of  the business.”

Reflect on your situation. Is the problem truly 
your child — or is it you? This is the toughest 
question to ask and answer. For a leader 
devoted to the business's success, it can be 
incredibly hard to walk away. “Because the 
business still needs me” is a common rationale. 
But sometimes the desire to be needed can 
morph into the presumption that the next 
generation is not and will never be ready. If  
there's even a chance this is why you want to 
fire your child, pump the brakes. Consider 
what your goal is: Is it for the business to be the 
best it can be during your lifetime? Or do you 
want it to thrive beyond you? If  you want 
cross-generational success, you'll need to 
establish a real succession plan that parallels 
the development track set for the next 
generation of  leaders. Put one in place and 
stick to it, asking your trusted advisers to 
support you in the journey.

Considering the End Game
Firing your child (or not) is a momentous 
decision, one that was probably impossible to 

imagine when you first welcomed him or her 
into the business. It's vital to work through it 
carefully. This includes reflecting deeply on 
the implications of  action or inaction, 
including the impact (positive or negative) on 
the company, the effect on family relations 
(manageable or not), and the knock-on effects 
it may have for your succession plans.

What presents itself  as a stark, “to fire or not 
to fire” decision is actually multilayered and 
made infinitely more complex by family 
dynamics. For example, if  you have multiple 
next-generation contenders to succeed you, 
your legacy may still be assured even if  you fire 
your child. But if  he or she is the only 
interested or possible successor, you'll need to 
figure out how the business will continue when 
you're ready to hand over the reins. Do you 
want it to remain family-owned and -operated? 
Would you consider elevating a nonfamily 
executive to run it in the future? Or be willing 
to sell it during your lifetime?

Once you 've considered ever ything, 
remember that process matters. You can make 
moves to keep your child in the business in a 
better position or with clearer guidelines and 
expectations. If  those won't work, and you 
conclude that the best decision is to fire, then 
make the cut — but be clear which “hat” you 
are wearing: executive, not parent. You are 
letting go of  your child as an employee, but not 
as your child. As an oft-told story goes, one 
family business patriarch, wearing his “CEO 
hat,” told his son that he was fired. 
Immediately afterwards, he put on his “dad 
hat” and said, “Son, I've heard you've just been 
fired. How can I help?”
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  Mistakes Employees 
Make When Challenging 

the Status Quo

t's time for companies to embrace their Irebel talent as a way to foster innovation, 
employee engagement, and change from 

within.

But what happens when a brave employee 
dec ides  to  cha l l enge  org an iza t iona l 
conformity and offer new ideas that she 
sincerely believes would improve operations, 
before the company has embraced the idea of  
rebel talent? She's often on her own, making it 
up as she goes along, often tripping over 
organizational potholes and stepping on 
cultural landmines.

In our book, Rebels at Work: A Handbook for 
Leading Change f r om Within ,  we offer 
suggestions for how employees can more 
effectively advance their good ideas, even in 
organizations resistant to constructive 
nonconformists. Over the last three years, 
we've validated our suggestions in meetings 
with thousands of  employees in large 
corporat ions,  non-prof i t s,  academic 
institutions, and government departments at 
every level. We've found that no matter the 
organization, rebels are susceptible to making 
several common errors. Here are the top 
pitfalls for you to avoid if  you're a rebel at work 
trying to break through.

You fail to prioritize your ideas. 
If  you feel like a constructive nonconformist 
yo u  p r o b a b l y  h ave  m o r e  t h a n  o n e 
controversial idea for improving performance 
and maybe even your company's bottom line. 
But when you constantly suggest ideas, you 
risk diluting your impact, particularly if  you 

never  engage in  the  hard work of  
implementation. Leaders may tune you out as 
someone who continuously feeds them new 
ideas. Go forward with the one or two 
suggestions you have that are most relevant 
for the organization and stand the best 
chance for implementation.

You go solo.
 We've found that those who want to buck the 
pressures for conformity in a large 
organizations tend to have healthy egos. It's 
important to recognize that and to not let that 
sense of  being the rebel lead you to try to go it 
alone. Temper that ego by working with 
others to advance your ideas for change. You 
may even need to be prepared to relinquish 
ownership of  your idea so that a broader 
group can implement the change. Making the 
idea community property will improve it as 
more people wil l  be bringing fresh 
perspectives to it, and you can avoid the 
backlash that can sometimes occur when you 
challenge management orthodoxy.

You flunk the pitch meeting. 
We've see rebels who feel as if  the meeting at 
which they pitch their idea is their One Shot. 
So they stuff  every research point, potential 
benefit, and details of  implementation into 
an obese presentation that overwhelms and 
confuses listeners and leaves them no time 
for thoughtful discussion and feedback. You 
only need to pitch three things: What's at 
stake – the “so what” factor; what will be 
different if  the idea is adopted; and assurance 
that the proposed idea is likely to work. 
Rather than spending 45 minutes presenting 
and leaving 15 minutes for Q&A, flip it. Give 
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a tight, 15 minute presentation and then 
discuss the idea for 45 minutes. During the 
conversation ask people what they liked about 
the idea, how it could be made stronger, and 
how they would advise  proceeding. 
Engagement is the start of  buy-in.

You give up too soon. 

In a recent research study among self-
identified rebels at work, we found that among 
their strengths were — not surprisingly — 
honesty, creativity, curiosity, and fairness. But 
self-regulation, perseverance, and prudence 
were among their weaker points. Setting small 
goals and appreciating the small wins along 
the way will help you strengthen those weaker 
traits and help prevent you from giving up too 
soon because you're frustrated that things 
aren't happening the way you want them to 
and you decide not to persevere. It will help 
you, too, to find a mentor from whom you can 
get frank guidance on how to navigate tricky 
organizational politics. Rebels can especially 
benefit from Wharton Professor Adam 
Grant's psychology research findings: a sense 
of  appreciation is the single most sustainable 
motivator at work. Regularly expressing 
specific gratitude to your work mates for their 
contributions will renew your energy and help 
you keep going.

You ignore personal danger signals. 
In the pursuit of  big goals, you may find times 
when you're exhausted, single-minded, bitter, 
or angry. You turn pessimistic about success 
and may want to give up. This is why 
increasing your capacity for resiliency may be 

the most important thing for you to do to 
succeed. Be attuned to the signs you're feeling 
negative and turn it around: Appreciate what 
is working, spend time with good friends, 
become more mindful, journal. Eat well. It 
may sound unlikely but these practices will 
help you see the good in your organization 
even on days that can feel like you're lost in a 
bureaucratic nightmare.

Lastly, please don't make the mistake of  
despairing that your career or reputation 
hinges on one particular idea or cause. From 
our secondary research it is clear that 
creativity is a renewable source of  energy for 
rebels.

If you can't 

communicate well, you 

can't do much else well, 

especially in business. 

Take advantage of the 

wide range of business 

tech solutions available 

to make sure the 

communication 

processes in your 

company are firing on 

all cylinders.
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hat is time management? Is it a Wmanager telling you how to manage 
your time? Or is it simply keeping 

yourself  as busy as possible to ensure you are 
always performing at peak productivity levels?
The reality is there's a careful balance to 
managing time wisely enough to get 
everything done as needed without putting too 
much pressure on yourself.

You'll find that the hardest workers are not 
always the best managers of  time, but this also 
doesn't mean you should work less hard. 
Following effective time management 
strategies involves incorporating tactics into 

Time Management Strategies
of Highly Effective People

your daily, weekly, and monthly routine that 
optimize the available hours of  the day.

Let's dive into 12 of  these techniques to see 
how you can boost your productivity without 
the need to put in more overnighters at the 
office.

1. Understand You're Not Perfect
One of  the most difficult things for many 
people to accept is the fact that they're not 
perfect. They think that because they are 
taking every precaution and planning for 
every possible scenario, there's no chance of  
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anything going wrong. Unfortunately, anyone 
with this mindset will run into a serious reality 
check at one point or another.

Take a moment right now to realize it's okay to 
make mistakes and be imperfect. Keep this 
mind as you strive to improve your time 
management skills, understanding that even 
the most thought out plans can change or fail. 
These thoughts will open doors for you to 
improve when these times come, instead of  
feeling defeated by them.

2. Plan Out Each Day
Even though plans change, it doesn't mean 
you shouldn't make plans at all. There are 
many ways you can do this to be successful, so 
it may take some time for you to determine 
what works best for you. Many people find it 
helpful to take a few minutes every night 
before bed and put together their agenda for 
the next day.

Take a step back from your list to decide the 
who, what, when, where, what, why, and how 
of  any intricate responsibilities you have 
tomorrow. Make sure you leave a few open 
spaces on your daily calendar as well. This will 
prepare your mind for the next day's workload 
and also allow you to accept additional 
assignments, if  necessary.

3. Prioritize Your Daily, Weekly, & Monthly 
Tasks
Along with your planning sessions, you 
should identify the priorities for upcoming 
days, weeks, and even months. Keeping tabs 
on future tasks will allow you to disperse your 
workload in a way that avoids making you 
overly busy or stressed. You'll be able to 
establish a more structured routine for your 
daily goals and remain productive throughout 
the week.

One of  the best ways to get started is by 
making a long list of  every single task or duty 
you have in your job. You can then spend 
some time breaking these down into daily, 
weekly, and monthly tasks. Once you know 
these details, it will be much easier to stay 

focused from day to day and complete 
everything on your to-do list.

4. Use Time Management Tools
And speaking of  to-do lists, one of  the best 
things you can do to manage your time more 
wisely is by using as many tools as necessary to 
support your position. There are millions of  
computer programs and smartphone apps out 
there waiting to make your life easier with a 
simple download. Even adding a single time 
management tool to your repertoire can save 
you hours of  work each week.

A great example worth a look is Teamweek's 
project management software, which allows 
you to create everything from checklists to 
timelines. The daily, weekly, and annual 
overview features make it easy to plan ahead 
and shoot for success on every project. You 
can even incorporate integrations and 
extensions of  other tools you're already using 
to improve your overall experience and boost 
efficiency.

5. Do Not Multitask
Did you know that multitasking can lower 
your comprehension level and overall 
intelligence by more than 11%? The effects of  
trying to complete more than one assignment 
at a time can have staggering negative 
implications for both you and the people 
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around you. And for those who don't think it's 
that bad, just imagine making 11% less per 
year than you do currently.

Beyond your intelligence level, multitasking 
also inhibits performance with a 40% drop in 
productivity. If  you take a moment to think 
about this statistic, you'll discover that you can 
accomplish twice as much in a workweek 
when you only work on one thing at a time. 
Bear in mind, things like listening to soft, 
relaxing music don't typically count as 
multitasking as they can have productivity 
benefits when used correctly.

6. Determine Your Productive Times
Are you a morning person, a night owl, or do 
you fall somewhere in between these molds? 
Oftentimes, these types of  questions can help 
your time management strategies as you 
determine when you're most productive 
during the day.
A morning person who is able to jump out of  
bed wide-eyed and bushy-tailed a minute 
before their alarm goes off  will likely be able 
to accomplish more work in the earlier parts 
of  the day. Whereas a night owl might be 
moving a bit more slowly when they wake up 
and need some time to get into their usual 
work grind. Those people are usually able to 
achieve a higher level of  productivity in the 
afternoon.

Whichever side you're on, decide when you 
are most awake, alert, and motivated. That will 
be your time to do your deep work and 
accomplish more of  your daily tasks.

7. Remove Distractions
Why is time management important? Because 
the world is full of  red herrings ready to steal 
your attention away from work and your other 
responsibilities. Some of  the biggest 
distractions in the workplace include:

· Smartphones
· Social Media
· Internet
· Email
· Co-workers
· Meetings (Unless it's a strong and 

productive meeting)

While you may not always be in control of  
meeting schedules, you do have ways of  
removing these other distractions that can 
inhibit your productivity. To avoid your 
smartphone and the time-leeching world of  
social media, put your phone on silent and put 
it in a desk drawer while you work. For things 
like email, limit the number of  instances you 

check it by having set times to review your 
inbox 2-3x per day.

And while you should always be genuine and 
professional when communicating with your 
co-workers, if  one of  them is distracting you 
from your work, it's okay to gently let them 
know and advise them of  another time you 
can chat.

8. Use a Timer
As crazy as it may sound, using a timer might 
be one of  the best time management 
techniques out there. Setting a timer can be an 
effective way to remind you of  breaks, set 
time limits, and even make you more 
productive. Timing out portions of  your day 
for breaks is an urgent part of  any workday as 
they give you time away from your desk and a 
chance to clear your mind for a short time 
before getting back to work.

Another great use of  a timer is setting time 
constraints for specific tasks. By giving 
yourself  a set amount of  time to complete an 
objective, you push yourself  to reach the 
deadline and end up accomplishing more 
work before time runs out.
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And don't worry, you don't have to get one of  
those loud, obnoxious egg timers like your 
grandma used to use when she was baking. 
There are numerous digital options ranging 
from Toggl's well-regarded timer to the 
Pomodoro Technique's tomato timer.

9. Split Large Projects into Pieces
Have you ever looked at a project and wanted 
to run for the hil ls because of  how 
complicated and difficult it appeared? You may 
want to look at the smaller picture. A great tip 
for managing your time on a large project is to 
break down the large milestones and deadlines 
into smaller side tasks and objectives.

As everything is separated, you can revert back 
to previous time management strategies we've 
mentioned by planning and prioritizing what 
needs to be accomplished and when. When 
you do this, the big picture becomes much less 
intimidating and that looming deadline seems 
much more achievable.

10. Learn to Say “No” More Often
Have you ever seen the movie “Yes Man” 
starring Jim Carrey? The basic synopsis of  the 
comedy presents a banker with a negative 
attitude who decides to say “yes” to everything 
after attending a positivity seminar. While it 
makes for some entertaining situations, the 
main character eventually realizes that being 
too willing to do anything can lead to some 
serious issues.

The basic moral of  the story is to avoid 
becoming the “yes man” or “yes woman” in 
your office. If  you often find yourself  
overworked or bogged down by too many 
responsibilities, you may need to start saying 
“no” when someone asks you to help with 
something. This can open up a world of  
possibilities for you to manage your time more 
effectively and improve the value of  the work 
you do.

11. Delegate Work When You Can
Following a similar concept to the previous 
two time management tips, you should look 
for opportunities to outsource your work 
when you are overly busy. If  you are given an 

assignment with a deadline you won't be able 
to reach on your own, then share the load with 
your team and tackle it together.

This can be especially important for managers 
and team leaders as the workload can quickly 
stack up on your shoulders if  you're not 
delegating properly. To avoid this, ensure your 
role and the roles of  each team member are 
clearly defined, making it easier to know who 
should be handling each task as it arises.

12. Recharge Your Batteries
Some might consider this the most vital of  all 
the time management techniques to your 
overall success, and sanity for that matter. So 
many industries in the world are always in 
battle mode, confronting the next problem or 
resolving the next issue on the agenda. But 
amidst all the chaos, you should always set 
aside some time to kick back and relax.

Taking a break from the daily grind to rest 
your mind and body can play a major role in 
your ability to stay focused and energized 
once you return to your desk, warehouse, or 
construction site.

Whether you go on a weekend camping trip or 
splurge on a beach cruise for your family, 
allow yourself  some time to recharge your 
mental, physical, and emotional batteries in 
whatever way is most comfortable to you.

Pick 3 of These Time Management 
Strategies
The thought of  changing 12 things about 
yourself  r ight away can feel  a lmost 
impossible. But what if  you simply chose 
three of  the strategies mentioned above and 
integrated them into your routine? Do you 
think it would make a difference?

Say “no” a few times this week, review your 
priorities, or remove some of  those pesky 
d is t ract ions  that  are  negat ing  your 
productivity. You'll be pleasantly surprised at 
how big of  a difference these little changes 
can make.
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or years, organizations  have Fl av i shed  t ime  and  money  on 
improving the capabi l i t ies  of  

managers and on nurturing new leaders. US 
companies alone spend almost $14 billion 

1
annually on leadership development.  
Colleges and universities offer hundreds of  
degree courses on leadership, and the cost of  
customized leadership-development offerings 
from a top business school can reach $150,000 
a person.

Moreover, when upward of  500 executives 
were asked to rank their top three human-
capital priorities, leadership development was 
included as both a current and a future 

Why 
Leadership-Development

Programs Fail

Sidestepping four common mistakes can help 

companies develop stronger and more capable 

leaders, save time and money, and boost morale.

pr io r i t y.  A lmos t  two- th i rds  o f  the 
r e s p o n d e n t s  i d e n t i f i e d  l e a d e r s h i p 

2
development as their number-one concern.  
Only 7 percent of  senior managers polled by a 
UK business school think that their 

3
companies develop global leaders effectively,  
and around 30 percent of  US companies 
admit that they have failed to exploit their 
international business opportunities fully 
because they lack enough leaders with the 

4right capabilities.  

We've talked with hundreds of  chief  
executives about the struggle, observing both 
successful initiatives and ones that run into the 
sand. In the process, we've identified four of  

Pierre Gurdjian, Thomas Halbeisen, and Kevin Lane
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the most common mistakes. Here we explain 
some tips to overcome them. Together, they 
suggest ways for companies to get more from 
their leadership-development efforts—and 
u l t i m a t e l y  t h e i r  l e a d e r s — a s  t h e s e 
organizations face challenges ranging from 
the next demanding phase of  globalization to 
disruptive technological  change and 
continued macroeconomic uncertainty.

1. Overlooking context
Context is a critical component of  successful 
leadership. A brilliant leader in one situation 
does not necessarily perform well in another. 
Academic studies have shown this, and our 
experience bears it out. The CEO of  a large 
European services business we know had an 
outstanding record when markets were 
growing quickly, but he failed to provide clear 
direction or to impose financial discipline on 
the group's business units during the most 
recent economic downturn. Instead, he 
continued to encourage innovation and new 
thinking—hallmarks of  the culture that had 
previously brought success—until he was 
finally replaced for underperformance.

Too many training initiatives we come across 
rest on the assumption that one size fits all and 
that the same group of  skills or style of  
leadership is appropriate regardless of  
strategy, organizational culture, or CEO 
mandate.

In the earliest stages of  planning a leadership 
initiative, companies should ask themselves a 
simple question: what, precisely, is this 
program for? If  the answer is to support an 
acquisition-led growth strategy, for example, 
the company will probably need leaders 
brimming with ideas and capable of  devising 

winning strategies for new or newly expanded 
business units. If  the answer is to grow by 
capturing organic opportunities, the 
company will probably want people at the top 
who are good at nurturing internal talent.

Focusing on context inevitably means 
equipping leaders with a small number of  
competencies (two to three) that will make a 
significant difference to performance. 
Instead, what we often find is a long list of  
leadership standards, a complex web of  
dozens of  competencies, and corporate-
va lues  s t a tements.  Each  i s  usua l l y 
summarized in a seemingly easy-to-
remember way (such as the three Rs), and 
each on its own terms makes sense. In 
practice, however, what managers and 
employees often see is an “alphabet soup” of  
recommendations. We have found that when 
a company cuts through the noise to identify 
a small number of  leadership capabilities 
essential for success in its business—such as 
high-quality decision making or stronger 
coaching skills—it achieves far better 
outcomes.

In the case of  a European retail bank that was 
anxious to improve its sales performance, the 
skill that mattered most (but was in shortest 
supply) was the ability to persuade and 
motivate peers without the formal authority 
of  direct line management. This art of  
influencing others outside formal reporting 
lines runs counter to the rigid structures of  
many organizations. In this company, it was 
critical for the sales managers to persuade the 
IT department to change systems and 
working approaches that were burdening the 
sales organization's managers, whose time 
was desperately needed to introduce 
important sales-acceleration measures. When 
managers were able to focus on changing the 
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systems and working approaches, the bank's 
productivity rose by 15 percent.

Context is as important for groups and 
individuals as it is for organizations as a whole: 
the best programs explicitly tailor a 
“from–to” path for each participant. An 
Asian engineering and construction company, 
for example, was anticipating the need for a 
new cadre of  skilled managers to run complex 
multiyear projects of  $1 billion or more. To 
meet this challenge, it established a leadership 
factory to train 1,000 new leaders within three 
years.
The company identified three important 
leadership transitions. The first took experts 
at tendering (then reactive and focused on 
meeting budget targets) and sought to turn 
them into business builders who proactively 
hunted out customers and thought more 
strategically about markets. The second took 
project executors who spent the bulk of  their 
time on site dealing with day-to-day problems 
and turned them into project directors who 
c o u l d  m a n a g e  r e l a t i o n s h i p s  w i t h 
governments, joint-venture partners, and 
important customers. The third targeted 
support-function managers who narrowly 
focused on operational details and costs, and 
set out to transform them into leaders with a 
broader range of  skills to identify—and 
deliver—more significant contributions to 
the business.

2. Decoupling reflection from real work
When it comes to planning the program's 
curriculum, companies face a delicate 
balancing act. On the one hand, there is value 
in off-site programs (many in university-like 
settings) that offer participants time to step 
back and escape the pressing demands of  a 
day job. On the other hand, even after very 
basic training sessions, adults typically retain 
just 10 percent of  what they hear in classroom 
lectures, versus nearly two-thirds when they 
learn by doing. Furthermore, burgeoning 
leaders, no matter how talented, often 
struggle to transfer even their most powerful 
off-site experiences into changed behavior on 
the front line.

The answer sounds straightforward: tie 
leadership development to real on-the-job 
projects that have a business impact and 
improve learning. But it's not easy to create 
opportunities that simultaneously address 
high-priority needs—say, accelerating a new-
product launch, turning around a sales region, 
negotiating an external partnership, or 
deve loping a  new d ig i ta l -market ing 
strategy—and provide personal-development 
opportunities for the participants.

A medical-device company got this balance 
badly wrong when one of  its employees, a 
participant in a leadership-development 
program, devoted long hours over several 
months to what he considered “real” work: 
creating a device to assist elderly people 
during a medical emergency. When he 
presented his assessment to the board, he was 
told that a full-time team had been working on 
exactly this challenge and that the directors 
would never consider a solution that was a by-
product of  a leadership-development 
program. Given the demotivating effect of  
this message, the employee soon left the 
company.

By contrast ,  one large international 
engineering and construction player built a 
multiyear leadership program that not only 
accelerated the personal-development paths 
of  300 midlevel leaders but also ensured that 
projects were delivered on time and on 
budget. Each participant chose a separate 
project: one business-unit leader, for instance, 
committed his team to developing new orders 
with a key client and to working on a new 
contract that would span more than one of  
the group's business lines. These projects 
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were linked to specified changes in individual 
behavior—for instance,  overcoming 
inhibitions in dealing with senior clients or 
providing better coaching for subordinates. 
By the end of  the program, the business-unit 
head was in advanced negotiations on three 
new opportunities involving two of  the 
g r o u p ' s  b u s i n e s s  l i n e s .  Fe e d b a c k 
demonstrated that he was now behaving like a 
group representative rather than someone 
defending the narrow interest of  his own 
business unit.

The ability to push training participants to 
reflect, while also giving them real work 
experiences to apply new approaches and 
hone their skills, is a valuable combination in 
emerging markets. There, the gap between 
urgent “must do” projects and the availability 
of  capable leaders presents an enormous 
challenge. In such environments, companies 
should strive to make every major business 
project a leadership-development opportunity 
as well ,  and to integrate leadership-
development components into the projects 
themselves.

3. Underestimating mind-sets
Becoming a more effective leader often 
requires changing behavior. But although 
most companies recognize that this also 
means adjusting underlying mind-sets, too 
often these organizations are reluctant to 
address the root causes of  why leaders act the 
way they do. Doing so can be uncomfortable 
for participants, program trainers, mentors, 
and bosses—but if  there isn't a significant 
degree of  discomfort, the chances are that the 
behavior won't change. Just as a coach would 
view an athlete's muscle pain as a proper 
response to training, leaders who are 
stretching themselves should also feel some 
discomfort as they struggle to reach new levels 
of  leadership performance.

Identifying some of  the deepest, “below the 
surface” thoughts, feelings, assumptions, and 
beliefs is usually a precondition of  behavioral 
ch a n g e — o n e  t o o  o f t e n  s h i r ke d  i n 
development programs. Promoting the 
virtues of  delegation and empowerment, for 

example, is fine in theory, but successful 
adoption is  unl ikely if  the program 
participants have a clear “controlling” mind-
set (I can't lose my grip on the business; I'm personally 
accountable and only I should make the decisions). It's 
true that some personality traits (such as 
extroversion or introversion) are difficult to 
shift, but people can change the way they see 
the world and their values.

Take the professional-services business that 
wanted senior leaders to initiate more 
provocative and meaningful discussions with 
the firm's senior clients. Once the trainers 
looked below the surface, they discovered that 
these leaders, though highly successful in their 
fields, were instinctively uncomfortable and 
lacking in confidence when conversations 
moved beyond their narrow functional 
expertise. As soon as the leaders realized this, 
and went deeper to understand why, they were 
able to commit themselves to concrete steps 
that helped push them to change.

A major European industrial company, 
meanwhile, initially met strong resistance after 
launching an initiative to delegate and 
decentralize responsibility for capital 
expenditures and resource allocation to the 
plant level. Once the issues were put on the 
table, it became clear that the business-unit 
leaders were genuinely concerned that the new 
policy would add to the already severe 
pressures they faced, that they did not trust 
their subordinates, and that they resented the 
idea of  relinquishing control. Only when they 
were convinced that the new approach would 
actually save time and serve as a great learning 
opportunity for more junior managers—and 
when more open-minded colleagues and 
mentors helped challenge the “heroic” 
leadership model—did the original barriers 
start to come down and decentralization start 
to be implemented.

Another company decided that difficult 
market conditions required its senior sales 
managers to get smarter about how they 
identified, valued, and negotiated potential 
deals. However, sending them on a routine 
finance course failed to prompt the necessary 
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changes. The sales managers continued to 
enter into suboptimal and even uneconomic 
transactions because they had a deeply held 
mind-set that the only thing that mattered in 
their industry was market share, that revenue 
targets had to be met, and that failing to meet 
those targets would result in their losing face. 
This mind-set shifted only when the company 
set up a “control tower” for reflecting on the 
most critical deals, when peers who got the 
new message became involved in the coaching, 
and when the CEO offered direct feedback to 
participants (including personal calls to sales 
managers) applauding the new behavior.

4. Failing to measure results
We frequently find that companies pay lip 
service to the importance of  developing 
leadership skills but have no evidence to 
quantify the value of  their investment. When 
businesses fail to track and measure changes in 
leadership performance over time, they 
increase the odds that improvement initiatives 
won't be taken seriously.

Too often, any evaluation of  leadership 
development begins and ends with participant 
feedback; the danger here is that trainers learn 
to game the system and deliver a syllabus that is 
more pleasing than challenging to participants. 
Yet targets can be set and their achievement 
monitored.  Just  as  in  any business-
performance program, once that assessment is 
complete, leaders can learn from successes 
and failures over time and make the necessary 
adjustments.

One approach is to assess the extent of  
behavioral change, perhaps through a 360 
degree–feedback exercise at the beginning of  a 
program and followed by another one after 6 
to 12 months. Leaders can also use such tools 
to demonstrate their own commitment to real 
change for themselves and the organization. 
One CEO we know commissioned his own 
360 degree–feedback exercise and published 
the results (good and bad) for all to see on the 
company intranet, along with a personal 
commitment to improve.

Another approach is to monitor participants' 

career development after the training. How 
many were appointed to more senior roles one 
to two years after the program? How many 
senior people in the organization went 
through leadership training? How many left 
the company? By analyzing recent promotions 
at a global bank, for example, senior managers 
showed that candidates who had been through 
a leadership-development program were more 
successful than those who had not.

Finally, try to monitor the business impact, 
e spec i a l l y  when  t r a in ing  i s  t i ed  to 
breakthrough projects. Metrics might include 
cost savings and the number of  new-store 
openings for a retail business, for example, or 
sales of  new products if  the program focused 
on the skills to build a new-product strategy. 
American Express quantifies the success of  
some of  its leadership programs by comparing 
the average productivity of  participants' teams 
prior to and after a training program, yielding a 
simple measure of  increased productivity. 
Similarly, a nonprofit we know recently sought 
to identify the revenue increase attributable to 
its leadership program by comparing one 
group that had received training with another 
that hadn't.

Companies can avoid the most common 
mistakes in leadership development and 
increase the odds of  success by matching 
specific leadership skills and traits to the 
context at hand; embedding leadership 
development in real  work; fearlessly 
investigating the mind-sets that underpin 
behavior; and monitoring the impact so as to 
make improvements over time.
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Book Summaries
Adapt
Why success always starts with failure
by Tim Harford

Seek out new ideas and try new things. When trying something new, do it on a scale where 
failure is survivable. Seek out feedback and learn from your mistakes as you go along. This 
summary includes key lessons and important passages from the book.

In This Summary You'll Learn:
·     Our world is stunningly complex, but we are so engulfed in this complexity that we take it 

for granted. We are blind to it.  
·     We overestimate the impact any one person or leader can have because we fail to see how 

complex the problems are that current leaders face.
·  The process of  evolution strikes a balance between discovering the new and exploiting 

the familiar

A Technique for Producing Ideas
by James Webb Young

An idea occurs when you develop a new combination of  old elements. The capacity to bring 
old elements into new combinations depends largely on your ability to see relationships. All 
ideas follow a five-step process of  1) gathering material, 2) intensely working over the material 
in your mind, 3) stepping away from the problem, 4) allowing the idea to come back to you 
naturally, and 5) testing your idea in the real world and adjusting it based on feedback.

In This Summary You'll Learn:
· The quality of  your work (and life) is a result of  all the forces that have played upon you 

throughout life. The goal is to make the most of  those forces. 
· In learning anything, first you should learn the principles, then you should learn the 

method.
· Particular bits of  knowledge are just “rapidly aging facts.” What matters are the 

underlying principles and methods.
· What is most valuable to know is not where to look for a particular idea, but how to train 

the mind in the method by which all ideas are produced; and how to grasp the principles 
which are at the source of  all ideas.

A Short Guide to a Happy Life
by Anna Quindlen

The only thing you have that nobody else has is control of  your life. The hardest thing of  all is 
to learn to love the journey, not the destination. Get a real life rather than frantically chasing the 
next level of  success.

In This Summary You'll Learn:
·  The only thing you have that nobody else has is control of  your life. You job, your day,         

your heart, your spirit. You are the only one in control of  that.
·   You cannot be really good at your work if  your work is all you are. 
·  All of  us want to do well, but if  we do not do good too then doing well will never be 

enough.
·  We live in more luxury today than ever before. The things we have today our ancestors  

thought existed for just the wealthy. And yet, somehow, we are rarely grateful for all this  
wealth.
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