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The appointment of a new manager into a senior position is an important event for 

both the organisation, the manager, and their family.  

A search process will have been successfully completed, ideally using external 

specialists in line with good Corporate Governance practice, to help the organisation 

select the most suitable person.  

Remuneration will have been agreed, references will have been taken, and the new 

manager will be all set to start an important new stage in their professional - and 

personal - life. A change of house or country may well be involved, children's' 

schooling arrangements may change. It is not a casual matter. And expectations are 

high. 

Lost opportunities, waste, and disruption to people's lives 

But there are some very worrying claims being made by many specialists and 

academics. They claim that perhaps as many as 40% to 50% of all such 

appointments fail. Such high levels of failure represent an appalling level of lost 

opportunity, waste, and disruption to people's lives. And it is possible that the real 

level of failure is even higher. This is because companies require methods of 

identifying failure. Unless those are in place, one cannot know that things are not 

proceeding as they should.  

A very disturbing picture starts to emerge from such considerations: private and 

public sector organisations appointing people who are believed to be "just right for 

the job" but who do not, for whatever reason, perform as they should. The overall 

effects are non-optimal use of both capital and Human Resources, waste, potentially 

major problems.  

Is this over-dramatising the situation? We don't think so. The difference between 

what is achieved in a poorly-managed situation, and what could be achieved with a 

really good result, is not a few percentage points. On the contrary, it is huge. We see 

this everywhere: for example, in the growth figures and profitabilities of individual 

companies, and in the results of football teams. And we see it in the results of team 

exercises, for example those so vividly portrayed in Lord Sugar's television 

programmes "The Apprentice".  

http://www.oxanabristowe.com/
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"Goofy joins Donald Duck Goldfields as new CEO in record $50 million 

transfer deal" 

 

In the sporting world, performance and success are measured in very quantified 

ways. The speed of a runner, the height or length of a jump, the number of goals 

scored and conceded, victory or not...and for those who cannot keep pace with their 

peers, relegation to a lower league. Business has not yet introduced the system of 

transfer fee payments which features in many sports. Suppose Mickey Mouse Mining 

had to pay Donald Duck Goldfields a transfer fee of maybe $50 million to get their 

star CEO, Goofy, to join them? If that were the case, the incentive to make 

absolutely sure that Goofy performed to the best level possible in his new role would 

be very strong indeed.  

 

The current situation is that the remuneration levels of senior managers may appear 

high, when compared to the average wage. But in comparison to top sportsmen and 

women? Not at all. Management remuneration may then appear quite modest. And 

there is no transfer fee system in the business world. So at the present time, Mickey 

Mouse Mining can get Goofy, the star CEO, to join them for a salary figure which 

successful football clubs would see as mere loose change. And without paying a 

transfer fee.  

 

Massive differences between good results and disappointing performances 

 

Does the remuneration package of a Chairman, CEO, Finance Director etc. reflect 

the cost of employing that manager? Superficially it does...but this superficial 

impression is false. Senior managers have assistants, direct reports, offices, all sorts 

of overheads including travel and accommodation...and that is before any money is 

spent on current account, and especially on capital account, items. These items, 

properly quantified, will overshadow the remuneration package.  

 

And the difference in business between a "strong win" and a "poor defeat" can be 

truly enormous.  The salary paid to a senior manager is modest compared to the 

prizes from great results, or from the cost of mistakes. 

 

So the executive search process, leading to the appointment of a senior manager, is 

actually addressing huge areas of opportunity and cost. 

 

It is not therefore surprising to find that - looking at the negative side of the coin first - 

a poor appointment can be very expensive indeed. Independent academic research 

has found that poor senior appointments can cost colossal sums of money. Yet on 

the other hand, what is the potential value of a world-class result? Enormous. These 

figures can run into hundreds of millions, or even billions, of dollars.  

 

The importance of establishing what the job is really all about  
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As executive search consultants, we first seek to establish and understand the goals, 

targets and objectives of the client company, and what the selected candidate is 

required to do once they have taken up appointment. And we establish the client's 

values, culture and history. Doing this will reveal how clearly the client has a 

corporate strategy, good planning, budgeting and reporting procedures, a defined 

and appropriate organisational structure, "what sort of animal it really is", and so on. 

And then the way that the new manager will fit into that organisation becomes 

clearer: their priorities, their budgets, already-identified opportunities, problem areas 

which the board or CEO see as being in need of remedial action, and so on.  

 

Achieving this clarity may well involve an iterative process and the client may 

conclude that some clarification - or anticipated changes to organisational structure - 

shortly after the appointment begins - is needed. And identifying any non-standard 

responsibilities, which would not normally be associated with such a position and 

transferring them to another function might be appropriate. 

 

Therefore the tasks which the new manager is expected to perform should be 

established at the start of the selection process, and certainly long before the person 

arrives in their new position. And that position cannot be a blank slate, upon which 

the new manager can write pretty much whatever he or she wants...before finally 

emerging triumphant, or alternatively creating a train wreck. There has to be a 

degree of flexibility, and the freedom to influence and change things will increase 

over time. But what is required of the new manager must be clearly established.  

 

Integrating a new manager into a management team isn't a quick process 

 

How long does it take for a new manager to become settled into their job, delivering 

in line with their full potential, and be fully integrated into the management team? 

The answers to that question are highly revealing. Some commentators think that the 

process is fairly short; not exactly hours, but the new manager should in their view 

be up-to-speed quite quickly. A few weeks, perhaps. But academic research 

suggests that this is simply not what happens.  It can take as long as three years 

before a new senior manager is truly operating to maximum efficiency in a sort of 

steady-state basis in which they are truly in command.  

 

Senior managers are not at the start of their careers, learning the technical and 

practical aspects of a job and the skills and the art of managing people and creating 

and leading teams. They are instead highly-experienced, mature people with proven 

track records at the senior level. That is why the executive search process identified 

them, and it is why the client finally decided "this is exactly the person we need". 

Success should be, so to speak, "baked-in". In some cases it is. But regrettably, in 

other cases it isn't.  
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Stable Management versus Musical Chairs 

 

Some commentators even claim that after about a couple of years in a job, a 

manager is ready to move on. But when we look at the length of service of CEOs of 

large and successful organisations, we do not see that. An average of perhaps 

seven years in a successful CEO position is reported by independent research for 

major companies. The same thing is seen in the sports world: successful managers 

of, for example, football teams can remain in charge for many years.  

 

Yet we can also find the opposite. Companies whose directors constantly change, as 

the latest appointments fail to deliver what is needed and someone else is tried. And 

again using the sporting world as an example, there are football teams who go 

through one manager after another, in the hope that the new person will fix the 

problems. When one reviews business managers' CVs, there are those who spend 

long periods in a relatively small number of positions - whilst others hop from job to 

job, and from one employer to another. In the world of music the most successful 

bands are stable - the Beatles are a classic example. And the Beatles perhaps 

provide another clue: the key role played by their mentor or coach, George Martin. 

They got by with a little help from their friend.  

 

If the period of time required to assimilate a new senior manager into a leadership 

position is much longer than many commentators imagine, then the period 

immediately following the appointment really is crucial. Making the appointment 

successful, achieving success as quickly as is reasonable, and achieving deserved 

respect - these things are of vital importance. How successfully is this transition 

managed? Some people take it very seriously. But they are in the minority. Most are 

unaware that it is even an issue at all.  

 

Nothing new under the Sun? 

 

In addressing the opportunities for making new appointments deliver the targeted 

results as effectively as possible, we think it is necessary to integrate the post-

appointment process with the company's goals, its plans and budgets, the defined 

operational objectives and the organisational structure etc. By doing this, the new 

manager's task then becomes defined. It becomes expressed in terms of specifics, 

most if not all of which can be measured or quantified. In essence: a great new 

woman or man is taking up post, their job is clearly defined - now how do we make 

them truly effective in that job, how do we bring them up-to-speed in an optimal way? 

 

Perhaps a clue is to be found in a large organisation with which one of our Advisors 

is familiar. Prior to the new leader's arrival, key briefing material would be prepared 

by the various HQ functions and operational units. Doing this represented a major 

exercise, delegated via the Directors and centrally coordinated. A similar exercise 

was done when a new Minister, whose responsibilities covered the area of business 
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operation, was appointed. The new Minister was thereby helped to understand what 

the organisation did  and where it was going. And those processes were place 

decades ago, a generation before the first authors began writing on the topic. So we 

see that there is an established history of assisting newly-appointed leaders, even 

though its application is far from universal.  

 

Towards a solution 

 

The process of effectively integrating the new manager should begin well before the 

person arrives. There should be a developed system and methodology, ready to go. 

Who should take the initiative for that? Some corporations already have these 

processes. But most do not. How could a company, perhaps already under pressure, 

employ research teams to look at what might or might not be relevant across an 

almost limitless spectrum? Could they be expected to identify the issue, let alone 

develop systems and processes? It is simply not a realistic expectation.  

 

Where it is being done, the organisation prepares for the manager's arrival, and they 

themselves also prepare for what they are going to do. Even in the case of a totally 

unexpected appointment - for example, a change of Minister - the administrative 

machine quickly comes into action, and senior managers speedily prepare briefing 

notes. Their system can do this because there are clearly-defined goals, targets, 

strategies, plans and budgets. And they have done it before. The question "what on 

earth are we going to say?" simply doesn't arise.   

 

Where it is not being done, the solution is surely for the client to say to the Executive 

Search consultants "what can you offer to help us integrate the candidate into our 

company?". But the question typically doesn't get asked, because the client isn't 

aware of the issues involved. And in any case, few headhunters offer such products. 

 

Our system of Post-Appointment Coaching 

 

Our research into the successful integration of new managers has led to our system 

of Post-Appointment Coaching. This involves seven key steps, established from 

detailed review of published commercial and academic comment, refined and 

adapted by ourselves with the benefits of our experienced expert Advisors.  

 

We believe that coaching is the key to helping a new manager to get to grips with 

their new position and to thrive and grow within the new organisation. 

 

Our seven steps avoid the minefield of management theory. And they deliberately 

avoid burdening the new manager with unrealistic additional tasks. The coach, 

communicating with the new manager via Skype or using the telephone, 

confidentially works through each of these steps with the manager over a period of a 

few months. This would typically represent a total of perhaps eight hours of 
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coaching, conducted probably in the evening or the weekend. We believe in 

relatively short, focused coaching sessions, typically lasting 30 to 45 minutes each. 

We supplement this coaching with emailed written material which supports the 

process: key points checklists, action point and progress charts, etc. We deliberately 

avoid long and complex procedures. 

Post-Appointment Coaching leads into Executive Coaching 

Our Post-Appointment Coaching product is designed to complement, and also 

potentially lead into, longer-term coaching. It is therefore designed as part of an 

integrated process: establishing what the job involves and what the successful 

candidate will be required to do, selecting the manager, facilitating their successful 

integration into the organisation, its operations and its culture, and then addressing 

the longer-term delivery of real stakeholder value and great results!  
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