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needed to round out candidates’ executive qualifications
and broaden their corporate insight.

As the actual transition approaches, the board should
evaluate the development progress, review the business
results each candidate has achieved and reassess each in-
dividual's fit with future business challenges. The board
should then choose a successor and take formal action
to pave the way for the transition, such as promote the
successor to a second-in-command role such as COO or
president and/or publicly announce the transition.

Of course, things don't always go as expected, and suc-
cession planning needs to take this into account. Here
are two unplanned CEO scenarios to consider, along
with advice on how to deal with each situation:

*The CEO is incapacitated. Incapacitation is one of
the most common complications in CEO transitions.
A CEO may suffer a stroke, heart attack or worse and
end up unable to perform the duties of the office. Con-
sider the assassination of President John E Kennedy
in 1963, for example. In this case, the Constitution
stipulated the immediate succession of Vice Presi-
dent Lyndon B. Johnson, and an orderly transition of
presidential power took place. In an atmosphere of
tremendous uncertainty, order at the top was ensured
via thoughtful pre-planning.
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Companies also need to have com-
prehensive plans in place to avoid
employee and investor uncertainty in
times of tragedy. Sometimes, the can-
didate who has been groomed for the
role is ready and the course of action
is clear. In other situations, compa-
nies rely on an interim individual to
serve as CEO until a permanent re-
placement is named. The naming of
the interim CEO in these cases should
come as no surprise to those inside or
outside the company.

* The CEO needs to be removed involuntarily. In
1973, the United States experienced the most acute
Constitutional crisis in its history when President
Richard Nixon neared impeachment for the Wa-
tergate scandal. While Nixon resigned to avoid
impeachment, the process — to forcefully remove
him from office if necessary — worked as intended.
While tumultuous, order in the presidential transi-
tion process was maintained because the government
had a clear process to follow.

In the corporate world, CEOs occasionally are forced
out due to factors such as shareholder unrest, weak
performance or personal legal problems. Boards of
directors need to have a defined process for these
situations to avoid uncertainty and maintain their
authority over the CEO position.

Successful Transition

Ensuring a successful top leadership transition doesn't
end once the public announcement is made. As has be-
come vogue in presidential politics, a coordinated effort
to establish the new individual’s credibility often is un-
dertaken during the first 100 days, about the length of
the first fiscal quarter after the switch.






At the heart of this effort is rapid identification of what
is most critical in the short term, while simultaneously
laying the foundation for long-term success. Consider
five agendas to bring structure to this process:

* Leadership agenda: Set the tone for leadership and
demonstrate organizational savvy.

* Business agenda: Define strategic priorities and
outline short- and long-term action plans to accom-
plish results.

Relationship agenda: Establish positive working
relationships with key stakeholders; network and
build relationships to ensure long-term success.

Personal agenda: Manage time and priorities and
maintain motivation and focus.

Learning agenda: Identify strengths and weak-
nesses and establish a development plan to build
capabilities as needed.

To see this process in action, consider Bill, a 20-year em-
ployee of a rapidly growing company, who assumes the
role of CEO. While the company's board feels he was the
most viable candidate, it knows there are some risks.
Bill's leadership style is collaborative, but the board is
concerned he might be perceived as too informal and not
“tough enough.” The board also feels Bill can be overly
detail-oriented, running the risk of not being strategic
enough to facilitate the company’s continued success.

The board offers Bill coaching built around the afore-
mentioned five agendas to help him come up to speed
quickly on the demands of the CEO position. This
coaching also helps Bill determine what skills he may
need to leave behind.

Bill and his coach see an immediate challenge on the re-
lationship agenda. The two other employees passed over
for the CEO slot have some resentment over the decision
and need to be re-engaged to prevent the company from
losing their collective talents and experience. Bill and
the board are able to convey these individuals’ ongoing
value to the organization, and they decide to stay.

Weeks and months pass. Bill presents an updated
corporate vision during visits to the company’s five
facilities around the globe (leadership agenda), meets
with key customers and elected officials to establish

personal relationships (relationship agenda), works
with his coach to adopt a more formal approach and
strengthen his leadership style (learning agenda) and
adopts a healthier lifestyle and addresses work-life bal-
ance (personal agenda).

Nine months after Bill's appointment, the results are in.
He has exceeded all financial goals, retained the entire
leadership team, visited each of the company's global fa-
cilities and raised visibility for himself and his company
among community officials. The board has great confi-
dence in him as CEO, and employees, investors and the
media have applauded an orderly changing of the guard.

A Word on Retention

No look at successful transition at the top would be
complete without addressing the issue of retention. Cor-
porations need to do all they can to keep newly appointed
leaders of all stripes on-board at least long enough to re-
coup investments made in the transition process.

Effective strategies here may be surprising. Accord-
ing to Personnel Decisions International research, top
performers often consider intangible elements, such
as belief in the organization’'s mission and stimulating
and engaging work, more important than traditional
perks such as compensation, bonus structures and pay
for performance.

Companies must not assume they know what motivates
their leaders. They should have individual discussions
with these leaders about what work they find challeng-
ing and stimulating, what work they wish they could
do and what experiences they want to have. Compa-
nies also should discuss what work-life balance means
with each leader.

Acting on insights gained through such discussions will
boost feelings of loyalty by conveying the value the or-
ganization puts on each individual's career satisfaction
and continued commitment to the organization. M
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