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Introduction

The Board and the CEO matter. Their impact is vast and everything from the
result of their organisation to the individual success of its people depends on
their effectiveness - short term and long term. Consequently, the cost of their
failure is extraordinary, but so are the opportunities that can be realised by
securing effective Boards and CEOs. And if these opportunities are to be re-
alised, itis essential that the Board and CEO can be successful in the specific
context of their organisation and its needs.

In extensive research conducted by MU, Board Directors and CEOs confirm
that they expect and need more professional and objective service from their
Executive Search partners and that the candidates put forward lack diversity.
They also state most development work with Boards and CEOs does not offer
business value. Itis clear that a more reliable way of selecting and developing
Boards and CEOs is required.

Conventional Executive Search approaches are not effective in predicting
which CEOs will succeed or in assembling Boards that are successful. Only
50-60% of CEO and executive leadership appointments succeed.

In our “CEO Success Demystified” series, experts from the MU Board & CEO
practice will advise you, step-by-step and based on personal experience,
how to successfully select and develop Boards and CEOs.

MU provides a reliable alternative for Board and CEO acquisition and devel-
opment. Our experts advice, based on MU Leader Selection Science®, leads
to improved performance and diversity of leaders. Your organisation will out-
perform when an MU Expert partners with you to acquire your CEO and Board
and advise on their effectiveness and development. Find out more about

our science-based approach to the effective selection and development of
Boards and CEOs at www.mercuriurval.com.



http://www.mercuriurval.com




& cEo success
»EMYSTIFIED

The Graduate’s Story

The prospective new graduate is subjected to an extensive battery of selection
methods and processes - tests, interviews, profiling and more. It makes sense. After
all, itis important to evaluate the contribution and potential of prospective employ-
ees - to look beyond the obvious. Beneath the résumé, how will they really perform

- and what potential do they have?

The CEO’s Story

Meanwhile, in the boardroom, a new CEO with ‘the right résumé’, ‘the right connec-
tions’ and ‘a good fit’ is swiftly ushered into post after discussions with the executive
search consultant, interviews with the Board Chair and selected senior colleagues.

With an impressive résumeé of prior roles and references from contacts in the new
CEOQO’s network the appointment is decided. A personnel assessment of the CEO,
using psychometric tools, describes the leader’s style in relation to some executive
competencies.

For over 50 years the well-respected firm in this story has used the conventional way
to appoint a new CEO, and there have been many appointments. The idea behind the
approach is that experience in a similar past CEO job will translate to performance in
anew job, and that preferred contacts of search consultants and executives can be
placed with the highest confidence of success.

But even if the approach is familiar, it is peculiar. Leaders - and CEOs in particular -
shape organisations success or failure, and despite their résumé and relationships,
just like a new graduate trainee, appointed leaders must performin a new role and
context they have never experienced before. Surely to select a CEO more scrutiny -
not less - is needed.

In any event, the real issue is this: Does the familiar story of CEO appointment lead to
successful outcomes?

Only a coin-flipping chance for the CEO

Alarmingly, for nearly half of new CEOs things go wrong right at the start:

Widely cited research indicates that nearly half of new CEQOs don’t make
it past 18 months, and the costs of replacing them are staggering

—— (AESC ‘Minimize Risk’, retrieved 2021, parai)
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Recent repeated studies have found that placed leaders often fail, and worryingly,
that success rates are declining. Today, the chance of a successful ending to this
CEQOs appointment story is only 50-60%. Whether the candidate is internal or exter-
nal, whether an executive search firm is involved or not and whether ‘add on’ person-
nel assessments are used or not the research is clear - the probability of a success-
ful executive appointment these days is about the same as flipping a coin. This failure
has a huge cost - to people, to leaders and to organisations’ results.

A flawed and outdated recruitment model

Recruiting and selecting effective CEOs is difficult, especially when change is rapid.
Unhelpfully it turns out that experience in a similar past job does not necessarily
translate to performance in a new job, that known contacts of a search-consultant
or executive do not secure selection of more effective leaders - especially where
change is fast, and roles are complex. The extent to which the executive search con-
sultant, hiring manager and candidate like each other is also highly unreliable in fore-
casting long term success at work (psychologists call this ‘affinity bias’).

Today, these flaws in the model are laid bare — with transparent measurement rapidly
becoming the norm - risk and success rates in executive placement are well under-
stood. Despite the many excellent Board Chairs, business executives and executive
search consultants working in CEO recruitment, conventional approaches to execu-
tive appointment are being undermined by their own poor performance.

A more effective way to recruit your next CEO

Today and in the future, more effective CEO recruitment is imperative for success.
In an ever faster changing world conventional approaches no longer fit. The perfor-
mance problem must be addressed by recognising each organisation and CEO is
unigue. And amidst the difficulty of securing the most effective leader, it is essential
to use a fair and ethical decision process. Organisations rightly demand better re-
sults, and leadership candidates expect a professional and inclusive process.

To be more successful in CEO appointments a more scientific, tailored, and inclusive
method for recruiting CEOs is required. Rather than starting with a relationship or a
résume, recruitment must have the unique situation of an organisation and the re-
sult to be achieved, as a point of departure. Fact-based inclusion criteria must guide
sourcing, to ensure a fair and inclusive procedure of diverse relevant candidates.

From a defined result that should be achieved, a method to reliably predict a plausi-
ble CEOs'’ ability to perform a given result should be used. The focus is put on deter-
mining predictive criteria, collection, and processing of data. This is accurate and dis-
ciplined work based on science - it requires an open and tailored approach in close
partnership with decision-makers. Not missing or overlooking important details or
being side-tracked by ‘who likes who' or ‘first impressions’ - and it requires a system-
atic long-term performance follow-up.

Demystifying Successful CEO Recruitment and Selection
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MU Board and CEO Executive Search

In an MU CEO Executive Search, the analysis of the organisational demand for the
leader and the precise context in which they operate, is as extensive as the identi-
fication of plausible candidates and assessment of the individuals. After all, a more
reliable prediction is required, and context is critical. CEOs will succeed - or not - in
a unique real-life situation, and not in a theoretical model of generalised leadership
competencies.

MU Executive Search is a method used by our certified experts to effectively forecast
aleader’s behaviour and performance in relation to a specified result need, context,
and leader task. MU Experts use a fair, fact-based, and inclusive recruitment service
that is tested and proven to be effective. MU Executive Search excels where roles are
more complex and fast-changing and success of appointment is essential.

By employing CEOs based on what they can do, matched to required resultsina

new role context, rather than on what they did before, who they know or how liked or
‘generally talented’ they are, MU Executive Search services assures reliable advice on
including diverse leaders in the recruitment procedure and selecting the best possi-
ble candidate who will perform immediately. Further relevant potential is also reliably
predicted.

Effective leadership and inclusive workplaces are best secured by using MU Execu-
tive Search for CEO appointment - a predictive, fair, and rational method that is con-
sistently applied, regulated, and evaluated over the long term.

To find out more about how MU Board and CEO Executive Search can
dramatically increase the effectiveness of your leadership decisions,
contact our MU Board and CEO Expert team.

Richard Moore Mieke Weijenberg Christian Schaffenberger

CEO & Partner Global Head of MU Board and Global Head of MU Board and
CEO Practice CEO Practice

P/U Demystifying Successful CEO Recruitment and Selection
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» Assessing the Current Situation: Before embarking on the search for a new
CEQ, it's crucial to understand the existing challenges within your organisation. lden-
tifying these challenges is the first step towards addressing them effectively.

» Defining the Desired Culture: Determine the kind of culture you want to cultivate
within your company. Clearly outline the values, attitudes and behaviours that will
support the desired culture.

» CEO Search with a Holistic Approach: In the search for anew CEQ, take an
approach that considers the broader context. Look beyond technical expertise and
focus on finding a candidate who aligns with your desired corporate culture, who
effectively can manage teams and possesses the necessary leadership qualities to
succeed in your unique context. At MU, we work with a science-based method that
incorporates specific context, assessment tools, personality examinations and eval-
uating the candidate’s values and work style.

» Assessing Candidates and Recommending the Right Fit: Conduct thorough
assessments of CEO candidates using a variety of tools and methodologies. These
assessments should enable you to compare each candidate’s compatibility with
your desired culture and their potential for sustainable success. Consider their ex-
perience, leadership style, ability to adapt and potential for growth. Based on these
assessments, provide a recommendation for the best candidate who can lead the
transformation effectively.

» Successful Onboarding and Integration: Once a new CEO are hired, it's crucial
to ensure a smooth onboarding process. Provide the necessary resources and sup-
port to help they integrate into the organisation seamlessly. Encourage open com-
munication, establish clear goals and align their strategies with the company’s vision.
Engage the existing employees in the transition and emphasise the benefits that
come with the new leadership.

NU Acquiring the Right CEO to Rewire Your Culture



» Monitoring and Adjusting: Monitor the progress of the new CEO and the cultural
transformation. Regularly assess their performance, collect feedback from employ-
ees and make necessary adjustments to the strategies if needed. Stay committed
to fostering a positive and inclusive work environment that supports the long-term

success of your organisation.

CEO SUCCESS
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By following this guide, you can successfully
hire a new CEO and navigate a culture change
without losing valued employees. Remember
to focus on the specific context, assess candi-
dates holistically, embrace their strengths and

foster a supportive and collaborative work envi-
ronment. With the right leadership and a shared
vision, your company can thrive and achieve
sustainable success.
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Sometimes, the most surprising results for an organisation can
come from within. Self-reflection is always important for an organ-
isation, especially for a company with an entrenched culture. This
case is a great example of that.

It all started after a rather extensive executive search project for
some high-profile leadership positions for a client. As the project
came to an end the CEO wanted our advice on how to change the

A somewhat
old-fashioned and
inefficient mentality
was noticeably
present

organisation’s culture towards becoming efficient. A somewhat
old-fashioned and inefficient mentality was noticeably present, so
we proposed to conduct a leadership development review of the
entire management layer to figure out if the leadership team were
willing, motivated and able to change.

This culture change really became a priority when the organisation
added another company to its portfolio and realised that it needed
to rework its overall profile and hire new leaders. As a response,
they embarked on a slew of different executive search projects,
however, the initiative that proved to be vital for their transforma-
tion was the leadership assessment of the organisation’s entire
management structure. This type of culture change project is not
an easy task, but the trust in our communication and approach was
already established from our previous work with the company.

P/U Changing the Culture of a Company - By Doris Hofmeister 12



Identifying Issues and Working Towards Solutions

The findings from the leadership assessment were quite surprising
for the organisation. Instead of having many of the long-term man-
agers breeze through, which initially was assumed, it quickly be-
came apparent that some of the veterans would not be able to clear
the leadership assessment. And since they had come to trust our
judgement following our successful search project, they now turned
to us for advice on this matter.

Through our analysis we determined that the problem first and
foremost was a non-existing will and motivation to change among
individuals, but there were also capacity issues to keep up with
the new demands. We

recommended them to

confront the most critical

issues and work with the

leaders who were willing

to change. We also of-

fered executive coaching

to support the onesin

need of guidance. “

This case reinforced the Through our

idea that the best insights . .

sometimes come from analy5|s We determlned

challenging the norm and that the problem flrst

the entrenched thinking.

Becauseinthe end, itis all and foremost was a
bout i heth o oo o

abou’ assessing Wetner non-existing will and

or not you have the right

leaders in the right posi- motivation to change

tions. If not, you need to o o o

identify the issues and be among individuals

willing to work towards a
solution. Anditisin cases
like these where our thor-
ough leadership assess-
ments and measured
reliable advice can make
a difference for the client.

Changing the Culture of a Company - By Doris Hofmeister
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What is the most important decision any CEO must take?

Whilst the Board are formally accountable for the appointment of a new CEQ, itis the
CEO that decides to accept the CEO job - or not. This is the most important decision
you will ever take as a CEO, and to be a successful CEO you must get this decision
right. Alarmingly, nearly half of new CEOs get this decision wrong and don’t survive
past 18 months.

[ {9
Widely cited research indicates that nearly half of new CEOs don’t make
it past 18 months, and the costs of replacing them are staggering

—— (AESC ‘Minimize Risk’, retrieved 2021, para i)

As Christian puts it when summarising scientific research and his own practical ex-
perience:

“Whichever organisation you take on the CEO role challenge in, congratulations on your
new appointment. The bad news is that there is only about a 50% chance your appoint-
ment will succeed, so a very good chance you won't be in the role in 18 months. That is
basically a coin-flip.”

The good news is, and Christian goes on to say:
“Despite the alarming frequency of failure in new CEO appointments, with all the damage
it does to you as a CEO and the organisation you serve, there are concrete steps you can
take to dramatically increase the probability of success.”

To get this decision right, understand it for what it really is, comments Christian:
“Deciding to take on a CEQ role is to get a very important and difficult prediction right

- to determine if you are the best possible choice for the organisation. Rather than sell
your credentials, analyse the situation and yourself. Start with what must be achieved.”

Deciding on the Right CEO Role for Yourself

15
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What does a successful CEO need to achieve?
Richard comments that CEOs must succeed in multiple dimensions:

“A newly appointed CEO needs to achieve in three dimensions. Firstly, they must achieve
results. Secondly, they must positively impact the culture - the collective values, beliefs
and principles of leaders and colleagues in the organisation. Only by delivering results and
making an effective organisational contribution, does a new CEO create the opportunity
to succeed in the third dimension - to develop themselves, their team, and their leaders
longer-term.”

Even though each CEO role is unique, these three dimensions are always present:
short-term results, impact on culture, develop self, team, and leaders for the longer
term. Christian adds:

“To beat the odds, and succeed as a CEQ, you'll need to achieve in all three dimensions -
and know that success in one at the cost of the others will not be sufficient. That makes
it essential to take a balanced analytical approach to what is required, and objectively
evaluate your suitability.”

How to get the most important CEO decision right in three steps

Christian is used to helping Boards and CEOs address this question. At a point when
it may be tempting to sell yourself, step back and look at the facts:

“You will need to follow the steps you would use for any other important decision. A thor-
ough analysis of the CEQ task you are considering, getting advice from suitable expert,
and evaluating your own suitability objectively and based on facts. Doing this well will
enable you to make a valid prediction — will you succeed in this CEO task, or is someone
else better suited to it?”

Richard comments that much is known about the science of human error in recruit-
ment decisions, but what science tells us is not always followed when CEOs decide
which role to take:

“Accurately predicting whether you will succeed requires that you control the errors
found in conventional approaches to CEO appointment. It’s these errors that lead to the
coin-flip outcomes Christian described. If you allow yourself to be guided by science - to
use knowledge and facts to make evidence-based decisions - you will make more sound
career choices. In that case of taking a new CEOQ role, there are three main errors often
found - to overcome them be precise, be systematic and be objective.”

Deciding on the Right CEO Role for Yourself
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Step one: Don’t generalise - be precise
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To make an accurate prediction about success in a new role, you need to effectively
forecast how you will behave and perform in it. Richard remarks:

“Each CEO role has a precise result need, context, and CEQO tasks that you have never ex-
perienced before. So, when evaluating if you have the competencies needed, look closely
into the unique context of the new organisation, and determine what is required in the
CEO role now, and in the future. Just because you have been a successful CEO before,
does not mean this role is a good match for you. Science guides us that in this decision,

context is the key.”

Christian continues that there are a few key questions any prospective CEO needs to
answer thoroughly:

“The best way to think about a new role is to use the three-dimensional framework for
leader success that Richard commented earlier. | express them in three questions you

should answer thoroughly:

Short- and longer-term achievements: What are
the immediate results and task performance re-
quired of the CEO?

Impact on culture: In what environment must
results be achieved and how should the new CEO
impact the organisation’s culture to ensure its
success?

Develop self, team, and leaders for the longer term:
What future changes in the task or environment
are envisioned and so what long-term development
will be required?”

Christian summarises that a key point is to know
that success in one CEO role, does not directly
translate to success in another:

MU

“The fact you have been a successful leader or CEO
before does not mean you will succeed in this new
role. Only a precision analysis that secures your
self-selection decision is not based on stereotypical
considerations or general ideas, but rather on pre-
dictively relevant specific criteria will suffice.”

Deciding on the Right CEO Role for Yourself

The fact you have
been a successful
leader or CEO before
does not mean you
will succeed in this
new role

17
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Step two: Don’t shortcut - be systematic
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Richard comments that the way to avoid missing important information in any deci-
sion - including vital career moves - is to stick to a sound structure in analysing the
new role and its requirements:

A4

“When assessing the new organisation you may
join, make sure that you are systematic to avoid
irrelevant information and analyse the role and its
context thoroughly. Although every CEO challenge
is unique, the scope of what organisations need to
achieve is not. Analysing these 5 areas effectively
will ensure a systematic analysis of the organi-
sation and dramatically reduce the chance of a
shortcut that will lead to a decision error:

What is the market and context, now and in the
future?

What results need to be achieved and how ambi-
tious are they given historical performance and
context?

What efforts are required in terms of both shorter-
& longer-term strategies?

What organisation is needed, for success, and what
is the gap to the current setup?

What leadership and people capabilities are needed
in this organisation to create success at all levels,
and what is the size and nature of the gaps?”

They are wrong,
instinct does not
improve with
experience

Christian goes on to underline that this form of analysis is common practice to CEOs

but is often not used when your own career decisions are made:

Step three: Don’t trust your gut - be objective

“Systematic analysis makes sure information is properly understood and the decision is
well underpinned. As a CEO you use these methods all the time to decide on investment
cases, buy new IT platforms, make large risk calculations, etc. What is important is to do
likewise in the decision about your career, a systematic analysis of the organisation you
may join as CEQ is vital to making a good decision. So, collect industry analysis reports,
interview Board members and leaders in and around the organisation and consult ex-
perts. Don’t shortcut just when effortful decision-making is most important.”

When researchers study selection errors, especially at a senior leadership level, they
discover that more experienced leaders like CEOs typically perceive their instincts

have improved with experience. Christian comments simply:

“They are wrong, instinct does not improve with experience.”

Deciding on the Right CEO Role for Yourself
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Richard adds that after you have accepted your gut instinct is likely to be a source of
error, you have to be objective and thorough in your own self-appraisal:

“To overcome impression-based decision making — gut instinct - you'll need to assess
yourself as accurately as you have analysed the new role. A fact-based evaluation of what
competencies and abilities you bring to the CEO role - in relation to your analysis of the
specific role requirements — is a vital step. Whether you like the people you meet at the
interview or respect the Board chair based on their reputation or feel an affinity to the
brand is not important. What is important is to be able to understand and clearly describe
if you factfully match the performance requirements on the CEOs task.”

Christian adds that a common source of error at this stage is a failure to define the
few most important decision criteria:

“Focus on a small number of the most important facts to limit the amount of distracting
information and zone in on the core criteria. What vital few result capabilities are required
for success, and do you have them? And use an independent expert able to understand
the business situation and CEQ role requirement — so expect, even demand, your new
employer to have you properly assessed.”

To sum up, Christian concludes:

CEO SUCCESS
»EMYSTIFIED

“In all our lives science helps us so much.
Through applying science to your most impor-
tant CEO decision - do | take the CEO role or

not - you will be more assured to succeed.
After all, the only CEO that can succeed is the
CEO that s in the right role for them.”
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What is the most important plan any CEO must make?

Alarmingly, for nearly half of new CEOs things go wrong right at the start:

Widely cited research indicates that nearly half of new CEQOs don’'t make
it past 18 months, and the costs of replacing them are staggering

—— (AESC ‘Minimize Risk’, retrieved 2021, parai)

An effective onboarding plan will significantly impact your probability of success. As
Richard Moore puts it:

“Science helps us a great deal with getting a successful startin a new role. Research from
the MU Research Institute analysed the decision process leading to CEO termination. A
key finding is that decisions to stop a new CEO typically take much more than 12 months
to execute. Putting that together with other research into typical length of service for new
CEOs, this means decision to stop a new CEQ is taking place at around 6 months. Already
in the first months, Boards are often concluding that the appointed CEO won't succeed.
With odds like this and such a short period to demonstrate effectiveness, planning for a
fast start is vital”.

The good news is, as Christian Nyhlen goes on to say:

“The speed of failure in new CEO appointments is alarming. However, a good onboarding
plandoes dramatically increase the probability of success. Evenifevery planis unique, the
structure of what you need to include and how you should review and adjust it is simple.
As science tells us much about how leaders develop in a new environment, entering a new
C-level role successfully can be effectively managed”.

What does a successful CEO need to achieve in their onboarding period?
Richard comments that CEOs must succeed in multiple dimensions:

“Firstly, they must achieve results. Secondly, they must positively impact the culture - the
collectivevalues, beliefs and principles of leaders and colleagues in the organisation. Only
by delivering results and making an effective organisational contribution, does a new
CEO create the opportunity to succeed in the third dimension - to develop themselves,
their team, and their leaders longer-term. Your onboarding plan should focus on specific
goals that can be measured — and these goals should encompass result achievement,
organisational contribution, and your own learning”.

Designing Your Own Onboarding Plan as a CEO

21
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Even though each CEO role is unique, these three dimensions are always present:
business results, organisational contribution, self and team development. Christian
comments:

“To get off to a fast start you'll need to demonstrate achievement in all three dimensions
quickly — and know that success in one area - at the cost of the other two will not be suf-
ficient. So your plan should be well balanced, result orientated and closely followed up -
covering both the action you will take and the stakeholder relationships you will develop”.

Follow these 3 steps to get the planright

An effective onboarding plan makes sure these simple - but commonly overlooked
steps - take place. As Christian comments - “There are no shortcuts to getting it right”

vvv

Create a precisely tailored 100-Day Plan with clear goals and measures
Create an effective Stakeholder Management Plan
Systematically follow up of your 100-Day Plan and Stakeholder Management Plan.

1. Create a precisely tailored 100-Day Plan with clear goals and measures

Richard points out that science explains leaders success in a new role is defined to
alarge extent by the specific role context. Under-
standing the context is key for any new CEO:

“The success of CEOs is determined by the specific
context in which they operate and the goals they
must achieve in the short and long term. Generic
advice on how to succeed in a new role is not ef-
fective because each situation is unique. Success
requires understanding the precise situation and
planning accordingly. MU recommends using a
checklist to create a tailored 100-day plan for CEO
success”.

Christian describes the areas covered in such a
plan:

vVv

MU

“Consider these questions to structure a solid plan
—and consider your own will and capacity to pursue
the action required. Your plan should be stretching
but achievable!

What action(s) are you able, and willing to do?
When will the action be completed (and what sup-
port is needed, if any)? How will the action impact
the development result(s) to be measured?

How can your new work environment be adapted
to ensure action success?”

Designing Your Own Onboarding Plan as a CEO

Simplified MU Experts Onboarding Checklist

What are the short-term results you must achieve

(within 6 months, 12 months, and 18 months)
Customers/Client results (e.g., sales
performance, customer satisfaction)
Organisation and People (e.g., productivity,
diversity, restructure)
Finance and Governance (e.g., reporting,
control, risk management)

What organisational contribution, beyond
specific results must you have:
Impact on other leaders (e.g., leadership
behaviour, team effectiveness)
Impact on culture (e.g., cooperation,
innovation)
Impact on stakeholders, customers, partners
(e.g., clarity of focus, positioning)

Long term development of your capability and the

performance of your team/organisation:
Analysing and scenario planning risk and
opportunities for the long term; potential
transformations (e.g., vision, and interim
milestones)
More effective business operations and
leadership (e.g., efficiency programmes, cost
opportunities)

Your own learning and development, and that of

your team and Board (e.g., closing skills gaps,
acquiring new capabilities for new needs)

22



2. Create an effective Stakeholder Management Plan

Christian remarks that one of the most important aspects of a successful onboard is
to ask stakeholders the best possible questions right at the start. These will help to
build your plan effectively and create the basis for a trusting relationship:

“Ask your stakeholders some powerful questions, beyond regular information gathering
ones:

What are the most important business objectives in the short-term and longer-term?
What should your new CEO do (tasks)?

How should your new CEO work (behaviour)?

What should the new CEQ achieve (results)?

What organisational contribution (within and beyond their role) is required?

How can the leaders in the organisations develop?”

vvvvvv

Richard adds, that new CEOs have so much to gain from leveraging a strong stake-
holder network:

“The selection of diverse stakeholders will increase your insight and influence. As a CEO,
much of your development should focus on strengthening your network. And a large
part of CEOs impact relates to the network ‘power’ they can bring to bear on problems
and opportunities. A strong network also increases your opportunities to get valuable
feedback”.

So how should you approach building and pursuing a stakeholder management plan
in practice, ponders Christian:

“A good stakeholder plan helps you understand the diverse views and capabilities you
will need to harness. It will give insight regarding what to do and how. And it allows you
to build trust, manage risks regarding how you are perceived and ensure the work you do
is understood. Stakeholder management will ensure you build relationships, learn about
the impact you have and how to sharpen and control it”.

Follow this advice to make an effective stakeholder plan

»»  List your stakeholders and your plan towards each of them. Review it every week. Make
surethe scope s right by asking your Board and leadership team who should be included.
Think about colleagues at all levels, including suppliers and partners. Who has the most
influence on you, your success and your organisation? (Remember influence is not the
same as power, those with the biggest impact are not always found at the top of organ-
isation charts.)

»»  Stakeholder plans are not a fixed list, they develop organically. Regularly update the plan
with new names and keep a running status of those you have to manage. What is your
ultimate goal with each of them? What action do you need to take towards them next,
and when?

NU Designing Your Own Onboarding Plan as a CEO
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) Take a leaf out of any successful C-level salespersons book, they are the most skilful in
stakeholder management. In their customer account planning and deal-winning pro-
cess, they at least consider:
Importance: How much influence do they have on your success (high/medium/ low)
Perception: How does the stakeholder perceive you? (Advocate, supporter, passive,
detractor)
Closeness: How well do you know their business and personal agenda (very well, well,
unclear, no idea)
Christian concludes:
“Agood idea isto track information about key stakeholders — how can they be influenced,
what help can they give you, what network can they connect you to, what is their ex-
pertise and what are their plans? Even for an established CEO - how sure are you about
your stakeholders? Your relationships are never stable”.
3. Systematically follow up of your 100-Day Plan and Stakeholder Management Plan
With an effective plan in place, it's time to make
sure you follow up on progress effectively. Chris-
tian again:
“It is simple. Know how you will measure the impact
of you onboarding actions: Precisely tailor your
action towards specific outcomes. Decide how you ‘ ‘
will measure your organisational impact and which
knowledge gaps you want to close.— I.?,, what must |t is S|mple.
you learn about your new organisation, yourself, .
and your team to have the required impact”. Know how you will
measure the impact

More practically, how should a new CEQ describe

their onboarding and stakeholder management of you onboarding
plans? Richard comments: o
actions

“Wellas Christian states it is simple to review a plan,
but that does not always make it easy in practice.
When you actually look at how CEOs follow up on
their onboarding plan, it is often adhoc, informal or
unstructured - even lost from agendas altogether.
What is most important is to get into a habit of
structured progress review”.

Designing Your Own Onboarding Plan as a CEO 24



Richard and Christians’ advice for following up and reviewing 100-day plans can be
summarised as follows:

) Write the plan with precise actions and times, so you know when things should be
done. Review it every week or two. What is done, what must be done next and what
result has been achieved. Adjust your plan as heeded based on you own learning and
stakeholder input.

) You should ask for structured, periodic reviews with the Board Chair to ensure align-
ment and agreement on plans. The Board Chair should support the CEO and place
significant effort into making them succeed. If they are unable or unwilling to help, the
CEO should find alternate senior advisers who can assist.

»» Share progress with your leadership team - be clear about what is achieved and
what needs to be done next. You are the CEQ, but especially in the beginning, they
will most likely have a clearer idea of how to achieve things than you. New CEOs don't
succeed inisolation - you can't succeed if your leadership team doesn’t succeed as
well. In time you may need to change your leaders, but you also need to release their
potential first.

CEO SUCCESS
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What you work on matters. Who you work with,
and how they work with you, is as important.
Your actions and your stakeholders will define

your success.
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How to build a successful strategy?

The CEO strategy task is unigue - to set the direction for the enterprise. As Angus
Flett remarks:

“Deciding on strategy is not a democratic process, but one based on both facts and
conviction and owned by the successful CEO. Architecting an effective strategy is a sci-
ence and an art. The science part is based on facts and logical arguments — what can be
achieved based on what strategic effort. When it comes to the science of strategy there
is much knowledge about how to scope and measure strategy that CEOs can leverage.
The art of strategy is about the crafting of a compelling narrative or story, here people
leadership is the key, and the CEO must use their team to engage and create followers.”

Christian Nyhlen continues:

“Research into effective and ineffective strategy execution clarifies that to be successful
in the strategy task, the CEO must first be able to also secure that the organisation’s
purpose, mission, direction, and vision are clearly formed and aligned. Then an effective
strategy can be scoped and, ultimately, the best possible strategic choices made. As the
CEOQ, you need to create strategic direction that is followable — even inspiring — and yet to
still underpin decisions with hard researched facts and not personal opinions (i.e., what
market share can we realistically change; how can we effect our margin; what talent
can we attract to execute our plans, etc.). Continuously securing that the organisation
has a common understanding of the direction and what should be achieved, boosts both
selfleadership and proactive behaviour. The combination of this focus on communication
and using fact-based logics in strategy development are in themselves success factors.”

And Richard Moore points to why there is no possible standard solution for effective
strategy development, but there are important conditions:

“To build a successful strategy, the unique circumstances of the organisation, its results
needs, and success criteria must be agreed between the CEO and the Board. Effective
CEO and Board working is vital for strategy formulation, as is a proper analysis and the
development of a compelling strategic narrative. Only with the precise context commonly
understood - the situation, the results needed, the options available, the direction cho-
sen —and with the people dynamic functioning well - can the foundations for successful
strategy work be laid.”

Christian continues with a focus on how science can help:
“Strategy is nowadays a well-researched area. We know that each organisational con-
text and so strategic effort, is unique. Nonetheless we also know that there are sound

frameworks available to use to ensure the right strategic questions are asked. Whilst
you may choose to work with Strategy Consultants, today it is also possible to use well-

NU Building a Successful Strategy as a CEO
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proven frameworks without such help. However the task is approached, reflecting on it
from a scientific basis will help. After all, the CEO strategy task is simply the systematic
analysis of a complex issue and the creation of a valid hypothesis. Conduct research,
formulate an evidence-based theory and identify the steps that are needed to achieve
the objective. Consider what effort is required and what resources are available - human,
technological, materials (products or IPR) and funding, and test the theory to learn and

change as needed.”

What should the scope of a sound strategic analysis be? Richard picks up the topic:

vvvvy

“I would put forward 4 core question areas, that if answered effectively, will secure a
sound strategy analysis and cover the systematic analysis Christian refers to. They cover
the core elements of a strategic plan and can be looked at past-presentfuture:

Market & Company Context

Results Requirement, Gaps and Opportunities
Organisational Effectiveness

People Capabilities

Of course, there are many other questions you may
need to ask unique to your context, but this scope
will give you a well-proven and comprehensive
base. For examples of specific questions you might
ask related to these four areas, see the information
box.”

And in analysing and building a strategy with the re-
quired scope, Angus adds two principles from his
practical experience.

“Once you understand the scope of a sound strate-
gic analysis it is valuable to apply two rules:

Address the required scope with the end in mind.
What should eventually be achieved? This may
sound obvious, but in their excellent book ‘Working
Backwards’ Bryar and Carr explain simply how to
do this properly. In my experience CEOs and stra-
tegic planners can be too fast to focus on internal
strategy drivers rather than building them around
customer need and future value creation.

Make sure you have time-bound measures in place.
Interim goals for your long-term vision and meas-
urement of your strategy implementation are im-
portant. One year is too short, ten years too long
so break strategy followup down to interim steps of
threeto four years. Strategy is about effort to get to

Building a Successful Strategy as a CEO

15 Questions to scope a sound
Strategy Analysis

1. What does your data tell you about where your
organisation stands now?

2. What is different from where you stood last
time you reviewed the data?

3. How are the customer needs and how your
organisation addresses them affected by
change?

4. Which customer segments and locations will
you prioritise next?

5. Should your future market goals change, if so,
how?

6. What competitors will you face? How will you
benchmark?

7. What position will you take towards
stakeholders and society?

8. What type of financial performance will you
plan to achieve? What KPIs will you choose?

9. How will you foster organisation strength?

+ Operating Model
Organisation Design
People Capability
Technology

- Infrastructure and IPR

10. Which stakeholder relations and position in
society will you develop?

11. What adjustments to vision, mission, value
proposition and goals are needed?

12. What changes to operating model,
organisation structure, technology,
leadership, and management are needed?

13. Which leaders do you need to achieve the
results required and how will you attract and
select them effectively?

14. Where in the organisation should leaders be
placed so they perform optimally?

15. What people capabilities do you need to
build?

28



results. What are your proof points that will show your strategy is executed over three-to
four-year periods? Or to put it in more scientific language — how will your team test your
strategic hypothesis and adapt?”

And Christian adds:

“Strategies need to be able to be adapted, sometimes as soon as they are set. Modification
of strategy requires adaptive skills as the context changes, from the CEQ, the Board, and
leaders in the team. Logic and data explain what is not working and increasingly can
propose decisions. But it is people that must adapt, change, and achieve in new situa-
tions. Don't be afraid to change your strategy. Strategy is a choice where to put focused
effort (or not) and the choice is easier to make with a strong outside-in perspective, good
metrics, and continual review.”

Finally, Angus reminds us of the essential art of strategy:

CEO SUCCESS
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“To build a strategy based on proven frame-
works and measure it effectively is one thing,
but to lead your team to higher success, you
must equip your team to execute it. Remember
that widely cited research indicates that nearly

half of new CEOs don’t make it past 18 months
(AESC ‘Minimize Risk’, 2021). At the end of the
day, successful CEOs implement strategy
through everyone else and your people are the
most important aspect of strategic planning
and execution.”
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Understand and Appreciate Individual Personalities: Take the time to under-
stand the personality traits and preferences of each team member.

Encourage Open Communication: Promote an environment where team mem-
bers feel comfortable expressing their ideas and concerns openly. Encourage active
listening and ensure the voice of each member is heard during team meetings and
discussions. Establish a culture of respect and collaboration where differing view-
points are welcomed and considered.

Leverage Strengths: Identify and leverage the unique strengths and expertise of
each team member. Assign roles and responsibilities that align with their individual
abilities and preferences. Recognise and appreciate their contributions, which will
boost their confidence and motivation. A well-utilised team will perform better and
make each of its members feel more appreciated.

Foster Team Cohesion: Develop activities and initiatives that promote team bond-
ing and collaboration. Team-building exercises, offsite retreats or social events can
help bridge gaps and build relationships. Encourage cross-functional collaboration
and create opportunities for team members to work together on projects or initia-
tives outside of their usual domains.

Establish Clear Communication Channels: Today, there are a wide variety of
communication channels which can rather increase complexity instead of efficiency.
Decide on one or two channels, ensuring that important information is shared clearly,
consistently and transparently.

Facilitate Conflict Resolution: Conflicts are bound to arise when working with di-
verse personalities. Be proactive in addressing conflicts and provide a safe space for
open discussions. Encourage team members to resolve conflicts through construc-
tive dialogue and compromise. Act as a mediator when necessary and ensure that
conflicts neither escalate nor impact team dynamics and productivity.

Set Clear Expectations and Goals: Define clear expectations and goals for the
team as a whole and for individual members. Ensure that these objectives are com-
municated clearly and consistently. Provide regular feedback on performance and
progress to keep team members motivated and aligned with the overall vision.

NU Harnessing Diversity Within Your Leadership Team
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» Lead by Example: As the CEO, your leadership style sets the tone for the entire
team. Lead by example and demonstrate the behaviours and values you expect from
your team members. Be adaptable, empathetic and open to feedback. Show appre-
ciation for diversity and foster an inclusive work environment.

» Investin Personal Development: Encourage and support the personal and pro-
fessional development of your team members. Provide opportunities for training,
mentoring and skill-building. Help them explore their areas of interest and acquire
new knowledge and competencies. Investing in their growth will not only benefit the
individuals but also enhance the collective capabilities of the team.

» Regularly Review and Adjust: Periodically assess the team dynamics and effec-
tiveness. Solicit feedback from team members on how they perceive the team’s per-
formance and their experience of working together. Make adjustments as necessary,
refine processes and address any issues that hinder collaboration and productivity.

CEO SUCCESS
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Managing a leadership team with different per-
sonalities requires understanding, adaptability
and effective communication. By appreciating
individual strengths, fostering cohesion and
promoting open dialogue, you can create a har-

monious and high-performing team. Remember
to lead by example and continually invest in
the personal and professional development of
your team members. With these strategies in
place, you'll be well-equipped to navigate the
challenges (and leverage the strengths) of your
diverse leadership team.
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Understanding the Business

To get started, we needed to get insights from the Chairman of the
Board. As the holder of the business ideas, he served as the focal
point around which a management team with different skillsets and
capabilities was put together. Along with identifying their leadership
requirements, it was vital for our combined success that we got
everybody in the current management team on the same page, al-
lowing for effective and constructive collaboration focused on the
specific results we needed to set together.

The second step was a deep dive into their business ideas and de-
velopment plans to understand the unique circumstances of the
organisation, its result need, as well as the specific requirements on
the leaders in their organisation — current and future. This tailored
approach allowed us to identify the specific personnel requirements
needed for the startup stage, aligning with the company’s goals.

Once we had a complete picture of what they planned to achieve,
we made sure our understanding of their direction was clear and
confirmed with the Chairman. From there, it was on to do what is
our core at MU: Secure that we get the right leaders and leader
competence in place that will deliver a sustainable result.

We used our ‘MU Leadership Assessment’, a tailored service which
predicts the immediate and sustainable success of leaders in the
unigue context they operate, to evaluate the current leaders and
identified competency gaps that needed to be filled. The assess-
ment is built on a science-based methodology used to deliver accu-
rate, fact-based predictions anchored in an organisation’s individual
situation and plans.

In the end, our precisely tailored insights into the company, and

the challenges they faced as a start-up, paid off. The client was ex-
tremely satisfied with the development goals we had put together
and there were no disagreements on any of the positions we identi-
fled needed to be filled. The whole project remains a giant success,
and they’re still a client with us today.

NU Managing and Developing Different Personalities - By Carl Pauly
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» Define a Clear Vision and Objectives: To drive aligned communication, start by
establishing a clear vision for your company. Clearly articulate your mission, values
and long-term objectives. Ensure that all coommunication efforts align with this vision
and consistently reinforce it across all channels.

» Develop a Comprehensive Communication Strategy: This is essential and
you should consider the following elements:

Target Audience: Identify your key stakeholders, including employees, customers,
investors and partners. Tailor your messaging to address their needs, pain points
and aspirations.

Channels: Determine the most effective communication channels to reach your
target audience, such as websites, social media, email newsletters, press re-
leases and industry events.

Content: Create compelling and consistent content that aligns with your brand'’s
values and resonates with your target audience. Ensure that your messaging re-
flects your strategic objectives.

» Foster Internal Alignment: This is crucial to achieve successful communication.
Engage your employees by:

Cascading Objectives: Clearly communicate the overarching strategic objectives
to each department and team. Ensure that every employee understands their role
in achieving these goals.

Regular Communication: Conduct regular team meetings, town halls or written
communication through your most impactful channels to update employees on
company performance, progress and upcoming initiatives.

Encourage Feedback: Create an open and transparent environment where em-
ployees can provide feedback, suggestions and concerns. Actively listen and ad-
dress their inputs.

» Empower Leaders as Communicators: Your leadership team plays a pivotal role
in driving aligned communication. Equip them to be effective communicators by:

Identify Their Strengths: Some are good writers and some are good speakers.
|dentify the medium that will make each individual look their best.

Provide training: Offer communication workshops or coaching to help leaders en-
hance their public speaking, presentation and interpersonal skills.

Lead by Example: As CEO, you set the tone for transparent and consistent com-
munication. Be visible, accessible and authentic in your interactions with employ-
ees and external stakeholders.

NU Driving Success Through Aligned Communication: A CEQ’s Guide to Strategic Marketing



Empower Delegation: Encourage leaders to communicate directly with their
teams, fostering a sense of ownership and responsibility within their depart-
ments.

» Establish a Feedback Loop: Two-way communication is essential for alignment.
Implement mechanisms to gather feedback and insights, such as:

Surveys and Feedback Sessions: Conduct regular surveys and listening sessions
with employees, clients and external stakeholders. Analyse the feedback and
make necessary adjustments to your communication strategy.

Social Listening: Monitor social media platforms, industry forums, and review
websites to understand how your audience perceives your communication ef-
forts. Address any concerns or issues promptly.

» Measure and Adjust: Continuously measure the effectiveness of your communi-
cation strategy by tracking key performance indicators (KPIs) such as engagement
metrics, brand sentiment and employee satisfaction. Regularly assess the impact of
your communication efforts and adjust your strategy accordingly.

CEO SUCCESS
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Driving success through alignhed commu-
nication requires a strategic approach that
encompasses a clear vision, comprehensive
communication strategy, internal alignment,
empowered leaders, a feedback loop and con-

tinuous measurement. By implementing these
practices, you can create a cohesive and effec-
tive communication framework that supports
your overall business strategy and drives suc-
cess for your organisation.







MU

During my 20 years as acommunication expert, | have been
fortunate to work closely with not 1 or 2, but 8 brilliant CEOs. The
challenges have been as diverse as them, but one topic has been
reoccurring through all these years - the importance of effectively
communicating the company’s strategy to its employees.

In this case story, | will share the strategic work done together with
one newly appointed CEO who understood that clear and consist-

Through a series of
in-depth interviews,
| developed a clear
understanding of the
CEO’s vision and the
direction in which
they wanted to steer
the company

ent internal communication was essential for aligning the entire
organisation and driving its success.

The first order of business was a series of in-depth interviews with
the CEO to gain a deep understanding of the company’s strategy,
objectives and values, as well as his own personal ambitions and
goals. Through these discussions, | developed a clear understand-

Driving Success Through Clear and Consistent Internal Communication - By Sofia Hjort Lonegard
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ing of the CEQ’s vision and the direction in which they wanted to
steer the company.

With a solid foundation in place, | worked closely with the CEO to de-
fine the key objectives. We aimed to create a shared understanding
of the company’s strategy among employees, to foster a sense of
ownership and commitment to the strategic goals and to provide
regular updates. These objectives served as guiding principles
throughout the planning process.

One of the crucial steps in creating the internal communication

plan was determining the target audience. We identified the various
employee groups that
needed to be engaged,
including different de-
partments, teams and
hierarchical levels - also

“ counting the colleagues
in the Leadership Team.
We identified Understanding the spe-
. cific needs and prefer-
the various emplovee ences of each group was
groups that needed to vital in tailoring our com-

munication approach.

be engaged, including
different departments,

We recognised that a
multi-channel approach

teams and hierarchical was essential for reach-
o ing and engaging em-
levels - also counting oloyees effectively. We
the colleagues in the leveraged a variety of
. communication chan-
LeaderShlp Team nels, including townhall

meetings, digital sig-

nage around the offices,

intranet updates and

e-mail newsletters to en-

sure that the messages
reached all employees. This allowed us to capture a wider audience
and provide opportunities for two-way communication.

Content development was also a critical aspect of the internal com-
munication plan. Working closely with the CEO and the leadership
team, we created compelling content that effectively conveyed the
company’s strategy. We ensured that the messaging was clear and

NU Driving Success Through Clear and Consistent Internal Communication - By Sofia Hjort Lénegard



aligned with the overall brand identity. Infographics and videos were
used to enhance understanding and engagement. And most impor-
tantly - all meetings in the company, from team to Townhall, started
with a one-pager on the company’s strategy as a constant reminder.

In order to promote active engagement we introduced feedback
opportunities. On top of the regular employee engagement sur-
veys, we implemented coffee breaks with the CEO to talk in smaller
groups, where employees could provide their thoughts, sugges-
tions and concerns. This allowed us to gather valuable insights and
make necessary adjust-

ments to the communi-

cation approach, foster-

ing a sense of inclusivity

and ownership among

employees. “

Through the implemen- The CEO witnessed a
tation of this compre- . e .
hensive internal commu- pos‘tlve tranSformatlon
nication plan, the CEQ within the organisation.
witnessed a positive

transformation within the Employees became more
organisation. Employees °

became more engaged, engaged’ allgned and
aligned and motivated to motivated to contribute
contribute to the compa- h ’

ny’s strategic goals. The to the company S
clarity and consistency of strategic goa's

the communication plan
allowed for better deci-
sion-making, increased
collaboration and im-
proved overall perfor-
mance.

Personally, it's so rewarding to witness the positive impact of a
well-executed communication plan and its contribution to the
overall success of the organisation. It really fosters a shared under-
standing, commitment and enthusiasm among employees.

NU Driving Success Through Clear and Consistent Internal Communication - By Sofia Hjort Lénegard
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» Analyse the Company Strategy: Start by thoroughly examining the documented

strategy of your company. Understand its unique goals, objectives and requirements.

This strategic foundation will serve as the basis for assessing your management
team’s capabilities and potential.

» Develop a Capability Model: Create a capability model that aligns with your com-
pany’s specific strategy. This model will outline the core competencies and skills
required for success in your organisation. Unlike generic models used by other com-
panies, this tailored approach ensures that the following assessments reflects the
specific needs of your company.

» Assess Your Management Team: Utilise the capability model as a framework for
assessing each member of your management team. Evaluate their current capabili-
ties and potential against the defined competencies. Consider factors such as their
technical expertise, leadership abilities and general management competencies.

» Consider Behavioural Interest: In addition to assessing capabilities, explore the
behavioural interests of your managers. Understand their motivations, aspirations
and areas of passion within the organisation. Weigh these interests in relation to their
positions and reassess their fit within the company based on these insights.

» Collect Comprehensive Data: Gather a wealth of data about each manager, in-
cluding performance records, personality assessments and general management
abilities. This holistic approach will provide a comprehensive view of their strengths,
areas for improvement and potential for future roles aligned with your company’s
strategy.

» Focus on Development Measures: Remember that the objective is not to label
individuals as good or bad leaders, but rather to identify development opportunities
for each person. Consider the future needs of your organisation and recommend de-
velopment measures accordingly. This joint approach involves collaborative discus-
sions with the candidate managers and human resources to ensure alignment and
agreement on the proposed development plans.

NU Developing Your Management Team as a New CEO
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» Succession Planning and Future Success: By undertaking this analysis, you
will demonstrate your commitment to the success of the organisation and under-
score the importance of succession planning. Identifying high-potential individuals
within your company will enable you to cultivate a strong pipeline of future leaders.
Additionally, this process will provide the entire organisation with a clear roadmap for
achieving future success.

CEO SUCCESS
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As the new CEO, your understanding of your
management team and your dedication to their
development will empower them to contribute
their best to the company’s growth. By utilising
a tailored capability model, assessing behav-

ioural interest, and adopting a collaborative
approach, you will lay a solid foundation for a
prosperous future.




450 SUCCESS
EMYSTIFIED

Reaching
New Heights

By Dominik Roth
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This case involved an aerospace company that faced a lot of
business challenges and were navigating in a very competitive en-
vironment, making it critical to analyse the capability and potential
of their management team. The CEO stated that the management
team had excellent engineering capabilities but they may have been
short on general management competencies. They were keen to
understand what development opportunities where available.

The CEO stated that
the management team had
excellent engineering
capabilities but they may
have been short on
general management
competencies. They were
keen to understand what
development opportunities
where available

MU conducted a workshop where we analysed the documented
strategy of the company and developed a capability model. This ca-
pability model became the framework for assessing the capabilities
and potential of each manager, and it could also be used to identify

Reaching New Heights - By Dominik Roth
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new potential members for the management team. The model got
approved by the CEO and we presented it to the whole manage-
ment team in order to receive their commitment before starting.

Itis critical to assess people against company-specific capabilities
or competence models. Whereas other firms use commonly apply
generic models, ours was designed around and based on the strat-
egy of this particular company, producing an entirely different result
from assessing against a generic management profile. This is the
differentiator. We're able to determine not only the current capability
of the candidate but also their future potential.

Our aim was

not to say whether

someone was a good
or a bad leader,
our objective was
simply to determine the

proper development

measures for each

person

Our aim was not to say whether someone was a good or a bad
leader, our objective was simply to determine the proper develop-
ment measures for each person.

The result? The CEO was grateful to have the analysis performed
within the company. It also underscored just how important succes-
sion planning was for the company; they would have some capable
leaders retiring soon and didn’t have any suitable plans to replace
those people. Our analysis allowed them to identify potential individ-
uals within the company to take on leadership roles and has given
the whole organisation a roadmap to future success.

Reaching New Heights - By Dominik Roth
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» Recognise the Need for a CEO Succession Plan

Understand the importance of succession planning: Recognise the potential
risks associated with a sudden leadership vacuum and the benefits of proactive
planning.

Evaluate the current CEQ’s tenure: Assess the CEQ’s age, health, long-term goals
and potential departure scenarios (retirement, career change, unforeseen cir-
cumstances).

» Define Desired Leadership Success Criteria

Align with strategic goals: Consider the company’s vision, mission and future ob-
jectives when defining the criteria for the next CEO.

Identify key competencies: Determine the skills, experience and leadership quali-
ties required for the organisations context-specific success.

» Create a Succession Planning Committee

Establish a cross-functional team: Form a committee consisting of Board mem-
bers, executives and HR representatives to oversee the succession planning pro-
cess.

Assign roles and responsibilities: Clearly define the committee members'’ roles,
including their involvement in assessing potential candidates and executing the
plan.

» Identify Internal and External Candidates

MU

Assess internal talent pool: Identify potential candidates within the organisation
who possess the necessary skills, experience and leadership potential to suc-
ceed in your unigue context. Evaluate their performance, potential and readiness
for taking on the CEQ role.

Explore external options: Identify key competencies: Determine the skills, experi-
ence and leadership qualities required for the organisations context-specific suc-
cess.

Leverage Executive Search firms, like MU, to identify suitable candidates.

Planning for a Smooth CEO Succession
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» Develop and Prepare Candidates

Provide leadership development opportunities: Create a structured plan to pre-
pare internal candidates for future leadership roles. Offer mentorship, executive
education and rotational assignments to enhance their skills and broaden their
experience.

Encourage ongoing development: Foster a culture of continuous learning and
development to ensure potential CEO candidates are equipped with the latest
knowledge and skills.

» Conduct Effective CEO Selection Assessment

Effective CEO selection will lead to reliable decisions about the CEO that will fulfil
your business goals. Reliable decisions are anchored in your unique context and
business situation, and not generic models, assumptions, or theories of leader-
ship. Specific analysis of your CEO task is vital. With Expert advice a unique and
relevant selection profile should be created and agreed with the Board.

Using the determined CEO selection profile as a framework for effective selection
assessment aims to provide reliable predictions about candidate performance
and potential. The assessment methodology for CEO selection should be evi-
dence-based and impartial - and provide specific recommendations. Using a
method tested and proven to meet the highest industry standards of validation
and certification is wise, for example ISO 10667-2.

The accuracy of assessment predictions associated with performance should be
followed up and reported - and the selected CEO supported in their onboarding
using the assessment insights reported.

» Create a CEO Transition Plan

Define the transition process: Outline the steps involved in transitioning from the
current CEO to the successor, including key milestones and timelines.

Develop a communication strategy: Determine how the announcement of the
new CEO will be made internally and externally. Plan for effective communication
to maintain transparency and manage stakeholders’ expectations.

» Support the Transition and Onboarding

MU

Facilitate knowledge transfer: Ensure a seamless transfer of critical information,
relationships and institutional knowledge from the outgoing CEO to the succes-
Sor.

Provide mentorship and support: Offer support to the new CEO during the tran-
sition period, including access to a mentor or executive coach to help navigate
challenges and adjust to their new role.

Planning for a Smooth CEO Succession
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» Continuously Review and Update the Succession Plan

Regularly assess the plan’s effectiveness: Review the succession plan periodi-
cally to ensure it remains aligned with the organisation’s evolving needs and goals
and with industry trends as well.

Identify and develop future leaders: Continuously identify and prime high-poten-
tial employees for future leadership roles, maintaining a robust talent pipeline.

CEO SUCCESS
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A well-executed CEO succession plan is essen-
tial for ensuring a smooth transition of leader-
ship and maintaining organisational stability. By
following these steps organisations can proac-
tively plan for CEO succession, identify and de-

velop strong candidates and successfully navi-
gate leadership transitions, setting themselves
up for long-term success. Remember, effective
succession planning is an ongoing process that
requires continuous evaluation and adaptation
to meet the ever-evolving needs of the
organisation.
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MU'’s team applied their unique working method - MU Leader Se-
lection Science® - to identify a diverse pool of candidates who pos-
sessed the required capabilities and had experience in similar con-
texts. The solution was tailored to the organisation’s specific needs,
ensuring that the candidates were an excellent match for both short
and long-term task requirements.

The result of this collaboration was the successful appointment of

a CEO who not only matched the unique context but brought with
them a fresh perspective

and innovative ideas.

The new CEQ'’s strategic

thinking and agility ena-

bled them to navigate the “
rapidly changing market,

while their influence and MU'’s team

talent attraction skills

also helped them attract applied their unique
top talent to our organi- working method -
sation.

MU Leader Selection
Science® - toidentifya

The Board was im-
pressed by the success

of the appointment and diverse pool of candidates
the increased diversity of

candidates brought for- who possessed the

ward by MU. The organi- required capabilities
sation’s performance im- . .
proved significantly, and and had experience in
the new CEQO's effective similar contexts

operational management
skills ensured that the or-
ganisation was well-po-
sitioned for sustainable
success.

Thanks to MU's science-based methodology, quality-assured ex-
ecution, and unique way of working, the organisation was able to
secure a CEO who could successfully lead them through turbulent
times and into a bright future.

CEO Succession Planning in a Disruptive Market - By Anonymous
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» Define Your Company’s Goals and Values: Before selecting Board members, it

is essential to have a clear understanding of your company’s goals, values, and long-
term vision. Identify the strategic areas where your company needs expertise and
support. Consider what kind of experience, knowledge, and connections that would
be valuable in achieving those goals.

Assess Board Composition and Diversity: Diversity in Board composition
brings different perspectives and expertise to the table, leading to more informed
decision-making. Consider a mix of backgrounds, experiences, and skills that align
with your company’s needs. Look for diversity in gender, ethnicity, industry, func-
tional expertise, and geographical representation.

Evaluate Industry Experience: Industry experience can prove invaluable for a
Board member. Look for individuals who have a deep understanding of your industry;,
including its trends, challenges, and opportunities. Consider professionals who have
atrack record of success in relevant roles or have successfully led companies in sim-
ilar markets.

Consider Strategic Expertise: Identify the specific areas of strategic expertise
that your company requires. This could include marketing, finance, technology,
operations, or legal expertise, depending on your company's industry and stage of
growth. Look for individuals with a proven track record in these areas and the ability
to contribute meaningfully to your company’s strategic decisions.

Assess Leadership and Governance Skills: A successful Board requires strong
leadership and governance skills. Look for individuals who have demonstrated effec-
tive leadership in previous roles, such as executive positions or other Board appoint-

ments. Evaluate their ability to work collaboratively, facilitate productive discussions,
and make well-informed decisions while prioritising the company’s interests.

Evaluate Network and Connections: A well-connected Board can open doors
to otherwise unreachable opportunities, partnerships, and resources for your com-
pany. Consider individuals with extensive networks in your industry, or where your
growth plans are. Include connections to potential customers, investors and strate-
gic partners. Assess their ability to leverage these networks to benefit your compa-
ny’s growth.

NU Selecting a Successful Board for Your Company’s Unique Context
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» Assess Commitment and Availability: Board members must be committed
and available to actively contribute to the company’s success. Evaluate their current
commitments, time availability, and willingness to dedicate time and effort to the
responsibilities. Consider their ability to attend meetings regularly and engage in on-
going discussions and decision-making processes.

» Conduct Thorough Due Diligence: Before finalising your Board selections, con-
duct thorough due diligence on potential candidates. Review their professional back-
grounds, achievements, and reputations. Seek references and testimonials from
trusted sources to ensure they have a strong track record and are aligned with your
company’s interests.

» Maintain Board Refreshment: As your company evolves, so should your Board.
Periodically evaluate the effectiveness and relevance of your Board members. Con-
sider refreshing the Board to bring in new perspectives, skills, and expertise
as needed.

CEO SUCCESS
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Selecting a successful Board that aligns with
your company’s unique context is a strategic
decision that requires careful consideration.
By defining your company’s goals, evaluating
Board composition, and assessing industry
experience, strategic expertise, leadership
skills, network, commitment, and availability,
you can assemble a Board that will provide
invaluable guidance and support on your
journey to success. Regularly evaluate and
refresh your Board to ensure it remains
effective and relevant in a rapidly changing
business landscape.

MU
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Achieving More
Board Diversity
Through Inclusion

MU is founded on research and insight into what
makes leaders successful in the workplace. It is
concluded that success at work can be increased
through ensuring leader decisions are made using
a science-based, precisely tailored, quality assured
and ethical way of working. The only basis for an
employment decision is a factful match between
an individual’'s competencies - what they bring to
work - and the requirements of the role, context
and organisation results needed. Our advice to
clients, candidates and our own employees is
therefore based on this founding principle.

At

Sofia Hjort Lonegard %‘ Mieke Weijenberg
U Head of Marketing and . Global Head of MU Board and
Communications, MU > CEO Practice & Partner
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Board Diversity
on

We also believe that diversity is achieved through inclusion. True inclusion in all organ-
isations is what generates diversity, and by avoiding stereotyping, shortcutting, and
subjectivity in our actions and behaviours inclusion can be assured.

Achieving more diversity requires a combination of strategies and efforts, both at
the organisational and societal levels. Inclusion and diversity are ever-evolving and
timeless topics, which makes it challenging to advise on - easy fixes would be short-
cutting.

Inclusive leadership and
inclusive recruitment create diverse
and high performing workplaces

However, organisations that practice inclusive leadership and inclusive recruitment
will have inclusive workplaces and so diverse teams. Inclusive leadership and inclu-
sive recruitment create diverse and high performing workplaces.

Increasing diversity on Boards is important for many organisations to ensure ef-
fective, high-performing and collaborative teams which in turns foster innovation,
improve decision-making, and can better represent their stakeholders. Inclusive
Boards are essential to secure inclusive leadership, inclusive recruitment and di-
verse, high-performing teams.

Here are some advice from the MU Experts working with Board diversity to increase
success:

NU Achieving More Board Diversity Through Inclusion
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» Set Clear Inclusion and Diversity Goals:: Organisations should establish clear
goals and objectives for inclusion and diversity in their Boards. These goals should be
specific, measurable, and time bound. Having targets can help keep the organisation
accountable. Ensure that you use targets that are realistic, and that you have a clear
baseline established. Note also that a 50/50 goal is not always to strive for because
that itself could promote stereotyping.

» Board Composition Assessment: Regularly assess the composition of the
Board to identify gaps in diversity. Analyse not only gender, age and ethnicity but also
diversity in terms of skills, experiences, and perspectives.

» Broaden the Candidate Pool: Expand the search for Board candidates beyond
conventional networks. Work with Executive Search firms with a proven and tested
track record of having an inclusive and case specific candidate pool, and that makes
fact-based recommendations with no significant skews.

» Diverse Selection Committees: Ensure that the nominating and selection com-
mittees responsible for recommending Board members are themselves inclusive
and diverse. This can help prevent bias and subjectivity in the selection process.

» Diversity in Leadership: Promote deep diversity in senior leadership positions
within the organisation. Diverse leadership can help influence Board appointments
positively, and avoid stereotypical views on what leadership looks like.

» Mentorship and Development: Foster a culture of inclusion throughout the
organisation. When employees feel valued and included, they are more likely to ad-
vance to leadership roles and be considered for Board positions. Establish mentor-
ship programs and leadership development initiatives to prepare individuals from
underrepresented groups for Board roles. This can help build a pipeline of qualified
candidates.

» Board Training and Education: Provide Board members with training on inclu-

sion, diversity, and equality issues. This can increase awareness and sensitivity to the

importance of inclusion in decision-making.

NU Achieving More Board Diversity Through Inclusion
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» Shareholder and Stakeholder Engagement: Encourage shareholder and
stakeholder engagement on the topic of Board diversity. Investors and customers
can play a significant role in pushing for change.

» Transparency and Reporting: Publish annual reports on board diversity and pro-
gress toward diversity goals. Transparency can hold organisations accountable and
signal their commitment to diversity

CEO SUCCESS
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By following these steps, you can successfully
achieve a diverse Board through inclusion.
Remember, the key to success lies in setting
clear inclusion and diversity goals, assessing
Board composition, broaden the candidate

pool, ensuring diverse selection committees,
promoting diversity in leadership, establish-
ing development and mentoring programmes,
encouraging stakeholder engagement, being
transparent and reporting on progress toward
diversity goals.
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In2023, it should be a source of embarrassment that diversity in
the boardroom remains an aspiration and not the norm in most
parts of the world. Progress has been made in recent years, partic-
ularly in terms of gender diversity, but the pace of change has been
painfully slow. The FTSE 100 is leading the way in the UK (c.38%

of Boards now include at least one woman), but the UK still lags

far behind many other mature economies. For example, in Norway
gender diversity in the boardroom isn’t just a nice idea, it’s the law;

Nation states, employers
and the ES profession
as awhole have only
addressed the tip of this
particular iceberg

the boards of all publicly traded and public limited companies must
have at least 409% female representation. Companies that do not
comply (at least in theory) can be shut down. ‘Diversity in leadership’
is a multi-layered problem requiring multi-faceted solutions, but

as we stand, nation states, employers and the ES profession as a
whole have only addressed the tip of this particular iceberg.

Unsurprisingly, Executive Search (ES) professionals are now clam-
ouring to be part of the solution. As the call for greater diversity on
boards has intensified, we have seen Search Firms increase their
focus on diversifying their networks and their capabilities to meet
this demand. This is making a difference, but the pace of change
remains slow. Arguably, more needs to be done to highlight the sub-
stantive contribution the ‘conventional ES method’ (reliant on the
rolodex of ES professionals and the CVs of their known contacts)

P/U Tackling the ‘Diversity in Leadership’ Problem - By Matthew Owens



has made to the creation of the
‘diversity in leadership’ problem.
When the hiring process is not in-

clusive, or when ineffective steps ‘ ‘

are taken to manage the risks as-
sociated with cognitive bias and

‘noise’ (as described by Nobel The Executive Search
Laureate Daniel Kahneman in his

seminal work ‘Noise’), it can be

no surprise that leader selection biggest cha"enge

decisions continue to reflect both
systemic and random errors. Itis
these built-in errors that contrib-
ute most to ‘the diversity in leader-
ship” problem.

The ES Profession now faces its

biggest challenge. Analysts are now shining an uncomfortable light
on the impact of out-dated ways of working. There is an abundance
of data indicating capable diverse and plausible candidates con-
tinue to be systematically excluded from the boardroom and from
executive leadership teams. Buyers of ES services are waking up to
this reality and are now better informed than ever before. They are
demanding more reliable and more inclusive leader acquisition and
selection advice. As a consequence, we are already seeing more in-
novation in the leadership advisory sector than ever before.

In 2023 the MU Research Institute conducted a literature review

to understand the most recent research into diversity in the work-
place. Diversity has different forms, and studies into the effects of
more diverse or less diverse teams and their impact on business re-
sults need to bear this in mind. We can summarise today’s scientific
knowledge regarding the impact of diversity on team performance
as:

Variety Diversity (diversity in personal characteristics) should be
understood as a valuable resource and not a problem to man-
age. Recognising individual difference and the fluidity in themis
an opportunity for leaders.

Separation Diversity (diversity in perspectives) should be re-
duced through inclusion. Separation diversity leads to opposi-
tion and antagonism which are counterproductive workplace
behaviours. Leaders should foster greater inclusion - cohesion,
understanding and appreciation between employees

Disparity Diversity (inequality) should be reduced through fair-
ness. Greater equity and equality should be strived for (Harrison
& Klein, 2007).

Tackling the ‘Diversity in Leadership’ Problem - By Matthew Owens
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Gender diversity is just one dimension of the ‘diversity in leadership’
problem, but for many good reasons this dimension has been the
focal point of the debate for some time. Increasingly, more recent
studies distinguish between forms of surface-level diversity (ob-
servable characteristics such as gender and ethnicity) and deep-
level diversity (none observable characteristics such as cognitive
diversity). How we measure and account for deep-level diversity
raises a whole new set of questions, and the language used to
explore this topic is evolving faster than ever before. Our industry
should be leading the debate when it touches on ‘diversity in leader-
ship’, not just reacting or contributing from the sidelines. To increase
diversity in teams and organisations, inclusive leaders and selection
processes that include different individuals are paramount.

Guided by science,
each step in our process
has been engineered
to mitigate therisks
commonly associated
with the conventional
ES method

At Mercuri Urval, the home of
Leader Selection Science®, we
have quietly pioneered a different
approach to leader acquisition
and selection. Guided by science,
each step in our process has
been engineered to mitigate the
risks commonly associated with
the conventional ES method. A
recent study undertaken by the
MU Research Institute (based

on more than 10,000 leadership
appointments between 2019 and
2021) concluded unequivocally
that our science-based approach
to leader selection is factful,
effectively mitigating risks of sub-
jectivity, stereotyping and short-
cutting found in conventional
recruitment decision making.

There is insufficient room here to
explain how every component of
the MU science-based method
assures inclusiveness, and so
diversity, but one significant re-
centinnovation can be singled

out to highlight the impact of good science on decision-making
when making senior appointments. One of the most significantin-
built flaws within the conventional ES method is the way in which ES
professionals and clients evaluate the track record of candidates.
How candidates present themselves in CVs, on social media and

NU Tackling the ‘Diversity in Leadership’ Problem - By Matthew Owens
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in interviews clearly has a profound impact on those making in-
clusion and selection decisions. Without a robust science-based,
evidence-based approach, many qualified ‘diverse’ candidates are
overlooked and not included in shortlists. To address this issue,

in collaboration with Mercer, the global leader in position bench-
marking, the MU Research Institute has developed a unique po-
sition benchmarking tool to increase consistency in track record
evaluation. This tool enables MU Experts to objectively evaluate the
career progression of candidates when matching them with senior
leadership roles. One very significant consequence of this analysis
is the inclusion of candidates based on facts and evidence, and not
irrelevant criteria triggered by either bias or ‘noise’.

More work needs to
be done by manyin our
profession to address the
barriers to inclusion

More work needs to be done by many in our profession to address
the barriers to inclusion at every level of the business community,
not just at a leadership level, but unless the profession as a whole
starts to make the changes needed, the pace of change in the cli-
ents we serve will continue to be glacial.

NU Tackling the ‘Diversity in Leadership’ Problem - By Matthew Owens
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» Understand the Situation: Start by delving into the circumstances that led to the
need for a new Supervisory Board. Conduct thorough investigations and hold discus-
sions with relevant stakeholders to gain insight into the current need and the reasons
behind it. Identify and clarify your company'’s strategy and align the Board’'s composi-
tion accordingly, ensuring that the structure supports the overall vision.

» Acquire Knowledge: Familiarise yourself with the inner workings of the company
and the challenges you are facing now and in the future. Engage in self-study to en-
hance your understanding of your industry, its dynamics and best practices. This
knowledge will enable you to provide valuable guidance to the nomination committee
or the Chairman that ultimately will be responsible for selecting the board members.

» Seekthe Right Mix: As you begin the candidate selection process, keep in mind
the importance of assembling a well-balanced group. Look for individuals with di-
verse background and experience. Consider both their track record and personality,
ensuring they possess the necessary skill set in your area of expertise, collaboration,
crisis management and more. These qualities will contribute to building trust and fos-
tering effective collaboration within the Board.

» Engage the Chairman: Start by selecting a capable and experienced Chairman
for the Supervisory Board. Their involvement in the final selection of other Board
members is crucial. Identify candidates who can inspire trust, lead with integrity, and
contribute strategic insights. Present only a limited number of candidates whom you
genuinely believe in, as this will enhance the nomination committee’s trust in your
judgment.

NU Revitalising a Supervisory Board: A Path to Trust and Success



» Nurture Positive Dynamics: Once the Supervisory Board is formed, ensure that
the members work together harmoniously. Encourage open communication, trans-
parency and collaboration among the Board members. By fostering a positive dy-
namic, you can prevent faltering relationships and regain stakeholders’ trust.

» Obtain Stakeholder Confidence: The ultimate goal is to gain the trust of internal
and external stakeholders. By carefully selecting the right candidates and fostering a
functional Board, you can achieve just that. This renewed trust is essential for making
strategic decisions that receive broad support.

CEO SUCCESS
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By following these steps, you can
successfully fill the Supervisory Board of
your organisation. Remember, the key to
success lies in understanding the situation,
acquiring knowledge, finding the right mix of

candidates, nurturing positive dynamics, and
gaining stakeholder confidence. With a well-
balanced and effective Board, your company
can thrive and deliver high-quality services
to the people and the community it serves. \
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Inmost cases you only have one position open at the time, but in
this case it was the entire Supervisory Board of a hospital that had
to be filled. This of course presented a whole new set of challenges.

The fact that | had to find five suitable candidates rather than one al-
ready made this a unique situation, not to mention yet another spe-
cial aspect of this case - the amount of media attention it attracted.
Due to a Chief Physician being asked to leave, several negative
reports were published about the hospital. That departure created
intense pressure from all the shareholders which resulted in the
CEOQ, the Chairman and four other Board members also deciding to
leave.

Lack of trust
always arise as
communication
starts to break down
and transparency
starts to lack

Ultimately, it was the lack of trust from the shareholders that
caused the Board to leave. And lack of trust always arise as com-
munication starts to break down and transparency starts to lack,
so my task was to find suitable candidates for these five positions.
Even the deadline for this unusual assignment was a challenge in
itself - a general assembly was scheduled only seven weeks from
this point in time, at which the new Supervisory Board was to be
elected. It was clear at this point that my main priority was to strike
the right mix of candidates, in terms of experience, diversity, geog-
raphy and personality.

Filling the Supervisory Board of a Hospital - By Christian Schaffenberger
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about the hospital had
ceased to exist only presented a few candidates

Constructing a Well-balanced Team
and Regaining Trust

To stand a chance of finding the right candidates, | first had to un-
derstand what had happened and why. | had over 40 conversations
with key stakeholders to try to figure out why such a big loss of
trust had occurred. | also had to understand the hospital’s strategy,
because ultimately the structure of the new Board must follow the
strategy. In addition, | immersed myself in research of how hospitals
operate and what kind of challenges that lies ahead of them. And by
consulting with experts from our Life Science and Healthcare Prac-
tice, | was able to corroborate key findings. With my conclusions

in hand, | was able to steer and advise the nomination committee,
which was formed to be responsible for the composition of the
Supervisory Board.

When selecting the members for the Supervisory Board, | paid great
attention to track records as well as personality. On the whole, it
was about putting together a
group that would be well bal-
anced. | started with the Chair-
man of the Supervisory Board,
“ since he would be involved in
the final selection of the other

Now, the entire members. Throughout the whole
process, | prioritised finding peo-
Board ﬁna"v Worked ple who could build trust and who
weII together and a“ had experience .in crisis mgnage—
. ment as well as in the hospital
the negative press field. Because the nomination
committee had trust in my ability

to select suitable candidates, |

who | believed in and it turned out
well.

Following the election of the Su-

pervisory Board, the feedback
from the Chairman was extremely positive. Now, the entire Board
finally worked well together and all the negative press about the
hospital had ceased to exist.

Furthermore my work helped the hospital to regain the trust of its
stakeholders, so that strategic decisions that have to be supported
by the stakeholders and the public again could be made. After all, it
is the taxpayers who finances the hospital.

Filling the Supervisory Board of a Hospital - By Christian Schaffenberger
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Competence requirements during the growth period (2013-2018)
The period between 2013 and 2018 was largely characterised by economic expan-
sion and stability in many regions. Low interest rates further fuelled an expansion

strategy of many companies based on heavy investment.

Development of Interest Rates )
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Statista: Entwicklung des Kapitalmarktzinssatzes in Deutschland in den Jahren von 1975 bis 2022. Retrieved from: https://de.statista.com/statistik /daten/
studie/201419/umfrage/entwicklung-des-kapitalmarktzinssatzes-in-deutschland/

During this growth period, the competence requirements for Executive Board mem-
bers tended to emphasise the following key areas:

» Strategic Vision and Business Development: Executive Board members were
expected to possess a forward-thinking strategic vision to identify emerging oppor-
tunities and drive business growth. They needed to formulate and execute long-term
plans, explore new markets and product/service offerings to expand the company’s
reach.

NU Changing Competence Requirements for Executive Board Members
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» Financial Acumen and Risk Management: As organisation sought to capi-
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talise on the favourable economic climate, Executive Board members needed to
demonstrate strong financial acumen. They were responsible for managing financial
resources efficiently, optimising profitability and implementing effective risk manage-
ment strategies.

Leadership and Team Building: In the growth period, Executive Board members
were required to provide strong leadership and foster a positive corporate culture.
They needed to build high-performing teams, nurture talent and motivate employees
to achieve organisational goals.

Innovation and Adaptability: Rapid technological advancements and changing

customer expectations demanded Executive Board members who were innovative
and adaptable. They needed to embrace emerging technologies, promote a culture
of innovation and ensure that the organisation stayed ahead of the curve.
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Competence requirements during the crisis period (2020-2022)

The global COVID-19 pandemic in 2020, the Russian war in the Ukraine starting in
2022 and the subsequent economic downturn marked the crisis period from 2020
to 2022. During this challenging phase, the competence requirements for Executive
Board members underwent significant shifts:
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Crisis Management and Resilience: The crisis necessitated strong crisis man-
agement skills. Executive Board members were expected to swiftly respond to the
evolving situation, making tough decisions to protect the organisation’s viability. Re-
silience and the ability to navigate uncertainty were paramount.

Cost Control and Efficiency: With economic uncertainty and reduced revenue
streams, Executive Board members had to focus on cost control and efficiency. They
needed to identify areas of waste, streamline operations and optimise resource allo-
cation to maintain financial stability.

Digital Transformation and Remote Work: The pandemic accelerated the need
for digital transformation and remote work capabilities. Executive Board members
had to ensure the organisation could adapt to remote operations, leverage digital
tools and maintain productivity and connectivity in a virtual environment.

Stakeholder Communication and Transparency: During the crisis period, ef-
fective communication with stakeholders became crucial. Executive Board members
were required to provide transparent updates on the company’s financial health,
mitigation strategies and contingency plans to maintain stakeholder confidence and
trust.

The competence requirements for Executive Board members have evolved signifi-
cantly, reflecting the changing dynamics of the business environment. The growth
period of 2013-2018 emphasised strategic vision, financial acumen, leadership and
innovation. However, the crisis period of 2020-2022 demanded crisis management
skills, cost control, digital transformation and effective stakeholder communication.
By recognising these shifts, organisations can better align their board selection and
development processes with the specific demands of each period, ensuring the right
skill sets are in place to steer the company successfully, regardless of the prevailing
economic conditions.

The question of whether to promote an internal candidate or hire an external can-
didate for the Executive Board is complex and depends on a whole host of factors.
There is no one-size-fits-all answer, as each situation is unique and requires careful
consideration. Both internal and external candidates bring distinct advantages and
challenges. Let’s explore the benefits and considerations of each option:

Promoting an Internal Candidate:

Institutional Knowledge and Understanding: Internal candidates often have a
deep understanding of the company'’s culture, operations, and industry dynamics.
They possess institutional knowledge and historical context that can be invalua-
ble in decision-making processes.

Loyalty and Commitment: Internal candidates who have been with the company
for a significant period may have demonstrated loyalty and commitment to the
organisation’s long-term success. Their dedication and alignment with the com-
pany’s values and objectives can contribute to stability and continuity.
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Motivation and Morale Boost: Promoting from within can boost employee morale
and motivation, as it signals opportunities for career growth and recognition of
talent. This can foster a positive work environment and inspire other employees to
strive for advancement.

Reduced Onboarding and Transition Time: Internal candidates are already fa-
miliar with the company'’s processes, systems and people, which canresultina
faster transition and reduced onboarding time compared to external candidates.

» Considerations for Internal Candidates:

Limited External Perspectives: Internal candidates may have limited exposure to
external industry trends and fresh ideas. This can potentially lead to a lack of di-
verse perspectives and innovative thinking.

Risk of Stagnation: If an organistion relies too heavily on internal promotions with-
out considering external talent, it may miss out on new skills, experiences and
perspectives that could drive growth and innovation.

» Hiring an External Candidate:

Fresh Perspectives and Expertise: External candidates bring a fresh set of expe-
riences, perspectives and expertise from different organisations and industries.
They can introduce new ideas, challenge existing norms and drive innovation.
Expanded Networks and Relationships: External candidates often have broader
networks and industry connections that can benefit the organisation in terms of
partnerships, collaborations and business development opportunities.

Objective Evaluation and Independence: External candidates can provide an ob-
jective evaluation of the company’s operations, strategies and performance. Their
independence can facilitate unbiased decision-making and enhance governance
practices.

» Considerations for External Candidates:

Cultural Fit and Integration Challenges: It can take time for an external candidate
to adapt to the organisation’s culture and build relationships with existing employ-
ees. Ensuring a cultural fit and supporting their integration into the company is
crucial for success.

Disruption and Employee Morale: Hiring an external candidate for a top leader-
ship position may create some disruption and potential resistance from internal
employees who were vying for promotion. Managing employee morale and com-
munication during such transitions is essential.
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» Conclusion

The decision to promote an internal candidate or hire an external candidate for the
Executive Board requires a thoughtful evaluation of the specific circumstances, com-
pany culture, strategic goals and available talent pool. Both options have advantages
and considerations that must be weighted.

Growth cycle competencies of an Executive Board Member are typically learned in-
side the company or coming from a competitor or customer which favours internal
candidates. Crisis and restructuring competencies are typically gained in a wide va-
riety of companies with shorter mandates to develop a reliable toolbox and profound
knowledge.

Whereas in growth periods Leadership Development Services play a prominent role
when promoting internal candidates, Executive Search Services are requested to
find external candidates with repeated restructuring experience. It is not unsurprising
that Executive Board members selected for growth did not see the crisis coming and
a significant number of companies went unprepared into the storm.

Part of the challenge of finding competent Executive Board members for crisis peri-
ods are that crisis periods (in the past) were shorter and fewer than growth periods.
Additionally, experiences should be obtained from several mandates. Therefore,
such Executive Board members are a rare species to encounter.

CEO SUCCESS
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Ultimately, the organisation should
strive for a balanced approach, considering a
mix of internal promotions and external hires
to ensure a diverse range of skills, experiences

and perspectives within its Board of Directors.
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» Assess the Current Leadership: Begin by critically evaluating your existing lead-
ership team in light of the context you are operating in. Ask yourself whether your
leaders possess the necessary skills, competencies and mindset to tackle future
challenges. This evaluation should be based on an objective analysis of each leader’s
performance and the alignment between their capabilities and the organisation’s
strategic goals.

» Engage aTrusted Partner: Consider engaging a trusted partner, such as MU, to
assist you in this evaluation process. A reputable Leadership Advisory firm can bring
an unbiased perspective, deep expertise and a structured approach to identifying
leadership gaps and developing effective solutions.

» Define Leadership Requirements: Work with your trusted partner to clearly de-
fine the specific leadership requirements for each role within your organisation. This
involves understanding the context, expected results, and strategic objectives as-
sociated with each position. By aligning leadership expectations with organisational
needs, you can create a comprehensive framework for selecting and developing
leaders.

» Assess Candidates Holistically: Implement a rigorous assessment process that
goes beyond personality traits. Utilise a combination of personality questionnaires,
cognitive exercises and reflection documents to evaluate candidates’ track record,
strategy approach and more. Look for alignment between their leadership capabili-
ties, potential background, track record, ambitions and choices made. A comprehen-
sive assessment will provide a holistic view of a candidate’s suitability for a leader-
ship role.

» Focus on Behaviour-Based Development: Once the new leaders are selected,
prioritise behavior-based development to enhance their leadership capabilities. Pro-
vide opportunities for them to participate in full-360 exercises, which involve receiv-
ing feedback from peers, subordinates, and superiors. Encourage open discussions
based on the assessment reports and outcomes, fostering a culture of continuous
learning and improvement.

NU Strengthening Your Leadership Team in the Face of Adversity



» Implement Changes: Implement the necessary changes identified during the
assessment process. This may involve making replacements within key leadership
positions. While some decisions may be immediate, others may require more time
and careful consideration. Ensure clear communication regarding the changes, em-
phasising the rationale behind them and the positive impact they will have on the
organisation’s future.

» Monitor Progress and Maintain Momentum: Regularly monitor the progress of
the new leadership team and evaluate their performance against established goals
and objectives. Encourage ongoing feedback and communication within the team.
Celebrate successes and address any challenges promptly to maintain the positive
dynamic and drive continuous improvement.
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Developing a strong leadership team is crucial
for organisations facing adversity. By assess-
ing your current leadership, engaging a trusted
partner, defining leadership requirements, im-
plementing a comprehensive assessment pro-
cess, focusing on behaviour-based develop-

ment, and making necessary changes, you can
strengthen your leadership team and enhance
your organisation’s ability to navigate chal-
lenges successfully. Remember, continuous
monitoring and fostering a culture of learning
and improvement are key to sustaining
positive outcomes in the long-term.
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The COVID pandemic came with a multitude of problems for orga-
nisations, especially in healthcare. In this case, MU helped a hos-
pital revamp its management team to become more robust. The
pandemic raised the bar for leadership fundamentally and made
the difference between good and poor leadership much more ap-
parent.

The mission? Equip the hospital to meet current and future needs
better. They wanted strong leadership, both internally and exter-
nally, and the Executive Board had expressed their wish for a review
of the Leadership Team in light of the changing context that COVID
had brought about.

The big question was;
‘Do they truly have the
right leaders in place
to tackle the future
challenges?’

As their trusted partner, our job was to ensure that the hospital was
adequately managed in the future. The big question was; “Do they
truly have the right leaders in place to tackle the future challenges?”

After much deliberation with the client, the conclusion was straight-

forward. No, they don'’t. Also, our relationship with the client kept
getting more tense as our recommendations frequently turned out

P/U Developing Leadership in the Face of Adversity - By Marie-Bernard Guillaume



to be different from what each Board member had expected. How-
ever, our recommendations were clear and concise.

We conducted a very thorough analysis of what leadership exactly
meant in each leadership role (context and specific expected re-
sults). It was important for us to press upon them that there is no
significant correlation between personality and leadership, which
our assessments clearly proved. Each candidate was interviewed
based on a personality questionnaire, cognitive exercises and re-
flection documents to explore their track record, strategy approach
and much more. In particular, we looked for evidence confirming
that the overall presentation and the strategy of the department,
and the hospital, were of

paramount importance

to them.

Additionally, we looked

for behaviour-based de- “

velopment focusing on

leadership capabilities, It was important
potential background,

track record, ambitions for usto press uPon
and choices made. them that thereis

From start to finish the no significant correlation
whole process took between personality and
around six months.

Some decisions were |eade|‘5hip, which
executed immediately

while others took some our assessments

time to getin place. c|ear|v proved

And, in spite of the ini-

tial hesitation from the

Board Members, most

of our recommenda-

tions ended up being

implemented. There

were three replacements in the executive committee, and its overall
dynamic has since improved noticeably. Additionally, the general
perception of the culture within the hospital has turned around for
the positive as well. Across the board, it remains a healthy improve-
ment.

NU Developing Leadership in the Face of Adversity - By Marie-Bernard Guillaume
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» Define Board Roles and Responsibilities: Clearly outline the roles, responsi-
bilities, and expectations for Board members. Establish a charter that includes the
Board’s purpose, composition, committee structures and, meeting frequency. This
provides a framework for effective decision-making and ensures that everyone un-
derstands their contribution.

» Optimise Board Composition: Carefully consider the composition of the Board.
Strive for diversity in terms of expertise, skills, backgrounds, and perspectives. A
diverse Board fosters robust discussions and brings a broad range of insights to the
table, enabling better decision-making.

» Implement Processes and Foster Cooperation: Teamwork in a Board of direc-
torsis crucial because it leverages the diverse skills and experiences of its members,
promotes balanced decision-making, encourages accountability, and fosters effec-
tive problem-solving. A well-functioning Board team can contribute significantly to
the success and sustainability of an organisation.

» Enhance Communication and Information Sharing: Establish clear channels
of communication between Board members and the management team. Provide
timely and relevant information in advance of meetings to allow Board members to
thoroughly review materials. Encourage open dialogue, active participation and con-
structive feedback during Board discussions.

NU Maximizing Board Efficiency: A Guide for Effective Corporate Governance
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Streamline Board Meetings: Efficient Board meetings are crucial for productivity.
Consider the following practices to optimise meeting effectiveness:

Set clear agendas: Define the meeting objectives and provide a detailed agenda
in advance. Allocate time for strategic discussions, decision-making, and ad-
dressing critical matters.

Limit meeting duration: Keep meetings focused and time-bound. Avoid unneces-
sary tangents or discussions that don’t align with the agenda. Consider leveraging
technology for remote participation and efficient document sharing.

Encourage preparation: Request Board members to come prepared by thor-
oughly reviewing materials and raising questions or concerns in advance. This
allows for more meaningful and efficient discussions during meetings.

Delegate to committees: Leverage committees for in-depth examination of spe-
cificissues. Empower committees to research, analyse, and provide recommen-
dations on topics before presenting to the full Board. This optimises time utilisa-
tion during meetings.

Foster a Culture of Accountability: Promote a culture of accountability within the
Board and throughout the organisation. Clearly define performance expectations,
encourage transparency, and hold Board members responsible for their commit-
ments. Regularly assess progress on action items and follow up on implementation.

Continuous Learning and Development: Encourage ongoing education and
development for Board members. Provide opportunities for training, workshops and
seminars to enhance their knowledge and skills. Stay updated on industry trends,
regulatory changes, and governance best practices to ensure the Board remains ef-
fective and informed.

Perform Constant Evaluation: Regularly evaluate the performance of individual
Board members, committees and the overall Board itself. Conduct objective assess-
ments to identify areas of improvement and address any skill gaps or shortcomings.
This process helps maintain a high-performing Board and ensures alignment with the
company'’s objectives.
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» Regular Board Refreshment: Periodically assess Board member tenure, skills
and expertise to determine if adjustments are needed. Board refreshment ensures a
balance of experience and fresh perspectives, enabling the Board to adapt to chang-
ing business environments and challenges.

» SeeklIndependent Expertise: Consider engaging independent advisors or con-
sultants to provide objective insights, guidance and specialised knowledge on spe-
cific topics or challenges. Independent experts can enhance the Board'’s effective-
ness and assist in critical decision-making processes.
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By implementing these strategies and best
practices, companies can maximise the effi-
ciency of their Board of Directors. An efficient
Board fosters strong governance, enhances

decision making and contributes to the long-
term success of the organisation. Continuous
improvement, open communication, and a
commitment to excellence are key to maintain-
ing an effective and productive Board.







MU

We were facing challenges in achieving our long-term goals due
to a lack of strategic alignment and dynamic chemistry among the
members of our Board. It became clear that our Board’s composi-
tion needed to be improved in terms of member competence and
diversity to ensure future success.

Consequently, we turned to MU for their expertise in identifying the
right Board members. What attracted us were their positioning and

track record within Board and CEO work, with access to interna-
tional candidates.

Thisledto a
close collaboration
that alliowed MU
to understand our
company’s culture,
strategic objectives
and leadership
style in detail

This led to a close collaboration that allowed MU to understand our
company'’s culture, strategic objectives and leadership style in de-
tail. They then proceeded to leverage their global network and were
able to identify potential new Board members with the right mix of
expertise and experience. They arranged for each of the candidates

Effective Boards are Paramount and Require Continual Development - By Anonymous



to be assessed by their experts to determine if their strategic think-
ing ability, long-term view and global geopolitical view would align
with our company goals.

After arigorous selection process, MU presented a list of highly
qualified Board members with diverse backgrounds and skillsets.
We engaged with these candidates in a series of open and transpar-
ent discussions to ensure a good cultural fit and alignment with our
company’s values.

MU continued to support
not only us, but also our
management by provid-
ing advice on handling
crucial topics for us like

“ cultural development
and innovation. Both

MU continued to current and new Board
I members also engaged
suPport noton v in continual self-assess-
us, but also our ment and development
to ensure their effec-
management bv tiveness in guiding the
providing advice company towards future
SUCCess.
on handling crucial
o o As aresult of MU’s ef-
tOpICS fOI’ us Ilke forts, the Board have
cultural development achieved strategic
and innovation alignment and dynamic

chemistry. Our collab-
oration as a group has
also increased after the
self-assessments, since
we now complement
each other’s skills and
expertise better. The
culture of respect, openness, and transparency that was fostered
among the Board members and the CEO has created a strong foun-
dation for our company’s future success.
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» Understand the Importance of Board Succession Planning:

Recognise the strategic significance: Board succession planning ensures a
steady pipeline of qualified individuals who can fill future Board positions, main-
taining strong corporate governance.

Emphasise diversity: Seek diverse perspectives, experiences, and backgrounds
to enhance Board effectiveness and adaptability.

Promote continuity: Avoid sudden leadership gaps by identifying potential suc-
cessors and providing them with appropriate development opportunities.

» Define Succession Goals and Criteria:

Set clear criteria: Define the competencies and qualifications required for Board
roles and future leadership positions.

Determine succession timelines: Establish a succession planning cycle and with
anticipated leadership leadership transitions to maintain stability.

» ldentify Potential Board Candidates:

Internal candidates: Assess current leadership team members, senior execu-
tives, and high-potential employees who demonstrate leadership potential.
External candidates: Conduct a thorough search to identify external candidates
with the desired skills, expertise, and diversity.

Seek independent advice: Engage an Executive Search firm to tap into a broader
talent pool and to gain unbiased insights.

» Assess and Develop Candidates:

Evaluate potential candidates: Use a combination of interviews, assessments,
reference checks, and background screenings to assess their suitability for Board
positions.

Provide developmental opportunities: Create tailored development plans, men-
toring programs, and training sessions to prepare potential Board members.
Rotate committee assignments: Offer opportunities for candidates to serve on
Board committees to gain exposure and develop their skills.

» Engage the Current Board:
Communicate the succession plan: Share the Board succession plan with exist-

ing members to ensure transparency, manage expectations and to gain their sup-
port.

NU Planning for a Steady Board Succession



Encourage mentorship: Promote mentorship relationships between current
Board members and potential successors to facilitate knowledge transfer and
skill development.

» Smooth Transition and Onboarding:

Facilitate knowledge transfer: Establish a comprehensive transition plan to en-
sure outgoing Board members share their insights, experiences and critical infor-
mation with successors.

Provide onboarding support: Offer orientation programs, materials, and re-
sources to new Board members, enabling them to understand their roles, respon-
sibilities and the organisation’s culture.

» Monitor and Review Succession Planning Efforts:

Regularly evaluate the effectiveness of the succession planning process.

Solicit feedback from current Board members, potential successors and execu-
tive leadership.

Continuously adapt and refine the succession plan based on organisational
needs, emerging trends and feedback.

CEO SUCCESS
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Board succession planning is an ongoing pro-

cess that requires foresight, strategic thinking
and a commitment to talent development. By
following this guide, organisations can build a

robust pipeline of qualified Board members,
ensure a smooth transition of leadership and
position themselves for long-term success in
an ever-changing business landscape. Remem-
ber, an effective Board succession planis a
key driver of corporate governance, strategic
decision-making and sustainable growth.
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