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Innovaion, congstently high standardsand speed arenecessties in the
compettive environment of today’s busnessworld. New exeautivesareexpect
ed to move forward with their own agendas andmake their mark within aslit-
tle as 18 months Howe\er, it is often forgottentha theseagandas needthe
supportof key people,and asa new manager, you will hawe to gain andretain
this supportin orderto achiewe suaess.

In the fast-pa@d busnessworld, there is little roomfor error or expert
ment.In large organizations,the presaurefor sucess is huge The ability to
becomethe newleade of a department or organization and transtion seaméss
ly is whatseparaesgred leadersfrom goodleaders The smoohnesswith
which this changehappeasis crudal to a manaye’s suaess,andit makesstart
ing anewjob evenmoreof a chdlenge.Thewindow of opporunity for achiev
ing a seanless transitionis thefirst 100days — thats all thetime a newman
agertypicaly hasto enairetha heor shewill be effective in thelong run and
thatemployees stay motivated.

Therearesevenbuilding blocks to creaing a suacesdul leaderdip change.

Accordingto author Pete Fischer, these building blockshdp leadersunder
stand why they shouldn’tjust “jump in”; they show leaders the why andhow of
assessing critical situdions, how to know whateveryoneexpets and how to
introducechangemindfully. Fischeralso providescasestudies tha shedmore
light onthe presures and opportuntiesfor new manages in speifi c andall-
too-commorcircumstances such asdesling with being promoted and surviving
acunbersomeredeesor.

This summarywill give newleaders the necesay tools for making a
smoothtranstion into ther newrole within thefirst 100days, and will make
themawae of someof the commonpitfall s to be avoided.

INTHIS SUMMARY, YOU WILL LEARN:

* How to define ard manageexpetations— from your boss,your enployees,
your cdleagues ard yoursef — well.

* How to prove yoursdf to disgoppoiniedrivals, hidden conpetitorsandother
skeptics

» How to figure out what prodems are important and which to tackle first.

* Whatcommonobstales to avoidto ensurea sucoessful transtion.

Publishedby SoundviewExecutiveBook SummariesP.O.Box 1053,Concordville,PA 19331USA
© 2007 SoundviewExecutiveBook Summaies« All rightsresered. Reproductinin wholeor pat is prohibited.



THE COMPLETE SUMMARY: THE NEW BOSS

by Peter Fischer

The Dosand Don’ts of
Sucacesstil Leadership

It is therule rather thanthe exception for suaessful
executives to move on to newregonsiblities every two
to threeyeas. It is afurtherrule tha assoonasa
changein leadershp is imminent, therearecertain ques
tionsfrom all directionsin the organiation.

Peoplewho successfull assune newleadershiproles
alo havea numberof othercompédendesthat setthem
apartfrom lesssuccessfutounterpas. Theyareableto
organizeand communicatethe many topics, issues and
expedationsasa clear,managehle conceot.

Anothercharaterisic thatdifferentiates suacessful
from less-than-successf@xeatives is thar stamina
partiaulady in a crisis. Thesecharatteristicsare not
innate they arecompetenciesacquiedthroughpradical
experence. m

PART |: BUILDING BLOCKS

Managing Expectations
Proactively

Expectaionsarethe surestthing abouta changean
leadeship, which hasanalmost magicd attractionand
seens to bring every wish and hopefor changeto the
suface Someimesthey coalesae into expectationshat
are almostimpossble to meet.Skill at handlingexpecta
tions is thusoneof the first compeendesthata persm
must havein orderto mana@ a trarsition successfully

The expecationsof superiorsare arather problematic
mater for newmanagersif anythingat all is explained,
the execuives focuson the usual quantitative objectives,
mertioning moresales bette variable grossmarginand
lower cods asimpartantexpecations Preeminenexpee
tations such assupportinga superior’s own work or
ersuing loyaty arerarelyvoiced. Many managerdail to
askaboutthe simplestthings,such as importantmile-
stones andthe criteria for suc@ss in the newpostion.

The expectdions of the employeesseem much clearer

at firstglane, and thosethat tend to be formulated
clearly are thos pertaining to the solution of old prob-
lems. Not until the newomaea pdiently asksthe employ
ees whatthey hopether manager can do for themwill
theyarticulate the otherwise unstded expectations of
personaljob security and advancement.

In contad, colleaguesexpect a newaome to ask
abouttheir rulesof the gane, notto present newideas
too quickly andto avoid forging too close an alliance
with the powe's tha be. They assume the newconer
will come to them, notthe other way around

De\elop Expectations Activey

Expectaionsdon’t go away by being ignored.At best
theyturn into supportfor the changes to come; at worst
they harborthe potential for resistance to the newexec
utive’s plans.

* Expectationsare desires, ideas, hopes suggested

soluionsto problemsand recommendations.

e Expectationsare notlogical.

e Expectationsstand for a basic attitude— waiting.
“Let'ssesif hesuaeedsat it” is a sertencefre-
guently heardin change of leadership. Lurking
behind it is the passvity of wait-and-se. Thatis
why expectations hawe to be translaed into tasks.
Youtherefore hawe to askwhich expetationscan
beturned into shared tasks. This will help to cre-
ateabdane. =

The author: Peer Fischeris anindustial psychologis
andpsychohemapist He is the founderof fgi Fischer
GroupIntemaiond. For more than20 yeas, Fischerhas
suppoted senior executvesin personaltranstions,in
taking over new assgnment andin changeproceses.
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Summary: THE NEW BOSS

Developing Key Relationships

In mary instancesyelationswith shareholderssuperk
ors,enployees clientsandcolleayuesdecide the success
of achangein leadeship. Misundersandingsand lack of
clarity in importantrelationshipsareliable to lead to ten-
sionsthatare difficult, if notimpossible, to compenate
for in the difficult phaseof assuminga new position.

On Dealing With the Disappanted Rivals and
Hidden Conpetitors

Key relationshipsin a change of leadeship are those
thatareimportant to taking overa posiion sucessfully.
The problemis thatit is usualy essierto determine
afterthe factwhich relationshipswere key andwhich
werenot.

Oneprimary playet of courseg is the personwho
managedhingswhile the posiion was vacant. It would
be a mistaketo give a hiddenrival the cold shouder
duringa changen leadershipHe or shewantsto be
talkedto andaskedfor advice.

At this point, people often make mistakesin dealing
with adisapaintedrival. They makepromises,try to find
sodhing words and raisehopesfor future progects.
Insteadthe new manageneedsto appro&h thedisap
pointedrival with understading. It istherival’s job to
work through his or herdisappointment your contribu-
tion liesin making that persona fair offer andthereby
bridging the ggp betweenthetwo of you.

The Preceaes®r — the Hidden Compstition

Therelatonshipto a predecesoris a speial topicin
the subject of leadershigranstion. The mater goes
beyondrelationsbetweerthe newmmerand the prede
cesorto includethosewith the employeesaswell,
becau® they will alwaysconparethetwo bosseswith
eachothe. Don’'t makethe misteke of aaccepting the
invitation to complainaboutyour predeessor’'spossible
wegkneses,for thenyou will expeience fully thedouw
ble natureof the situation.

Thingsareusualy easielif theformermanage has
beenpromotd.But if theempbyees feel thattheir for-
merbossgot araw dealfrom top managenent, then
your predeessomwill continueto enjoy the loyalty of
the employeesandyou will not havean easy time of it.
Absolutely clearsignak areneedel so everyoneremg-
nizesthe authorityof the newmanaer.

Invitations Betta Refused

Invitationsaremoreor lessovertly formulated recom-
mendationghat, if acceptedy the newcome, will lead
to serioustrouble. The momentyou buy into the view-
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point lurking behind theseinvitatons you meetthe neg
ative expectations. Theriskiis particularly highwhena
tean hasbeen working very effectively, perhapseven
for alongperiod, withoutformd leadership.

Seaona manages prectice patience in such
instances.Theyknow tha employeesneed same time to
accept tha theyare nolonge done andmud relinquish
sone of the authority they hadpreviousy exercisedon
their own. Meanwhile, they confine themselvesto gaih-
ering informdion, making contacts andperforming typi-
cal manageial dutes.

If ateamhasbeenwaiting for the newcomer’s highly
praissd manageranttalent acceping theinvitation to show
it off is one of the biggestmistakesthat the manayercan
male. Experienceshows thatsuchanapprachcenens the
actasin ther rolesof the savior andtheweak =

Condr uctively Analyzing the
Initial Situation

A characteristic of leaderdip transitonsis thatthe
newmmer mustnot only cometo gripswith a hostof
issuesandproblems, but also make decisionswithout
being thoroughlyinformed. There are five perspectives
thathawe proved paticularly usdul for andyzing the
typesof situaionstha you, the new manayer, will face
at the outsd of the transition process:

Perspective 1: the rules and assumptonsguiding
the people involved. Surprsingly, as ary seasoned
manaerwill confirm, the purporedly hard realtiesare
easier andquicker to changethan the so-called soft cor-
porak culture You, too, shoutl therdore begn your
andysis of theinitial situaion by exploring therules,
assunptions and values tha underpn the way peopk
think andwork in your new department. Slowly but
surdy, an initial picture of the new organiation forms.

Perspetive 2: the issues ocaupying the organization.
It isimportant not to regad thelist of problans as any-
thing other than a desaiption of the situaion from vari-
ous perspectives. Gather as muchinformaion asposshle.

Perspective 3: the facts that determine action. An
interesing contradiction between the descriptionsof the
soft problems and the hardfacts usudly ememgesafter
you gather information. It is not a matter of using the
facts to wipe the complaints off thetable. It is simply a
matter of making the tenson between soft and hardfac-
torsappaent

Perspedive 4: the available potential for innovation.
If important changesare cdl edfor when you take over
(continuedon page4)
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Constructi vely Analyzing the Initial Stuation
(continued from page 3)

your new pasition, you mustfind out how open to innova-
tion your compary or areais. In doing so, however you
shoud not corfine yoursef to assesng the currentsitua
tion.You should insteadfocusaboveall ondiscoveringhe
existing poteriial.

Perspetive 5: the resourceson which you can build.
Whether the company'’s strenghslie in the corporae cul-
ture, the products, the motivaion of theemployees or the
straeges, you have to know the strengths on which you
can build. This paint is especidl importantif you are
swampedvith problenms anddifficulties. m

Establishing a Setof

Moti vating Goals

What do enployeeslook for in a changeof leadershif?
If you askemgoyeeswhatthey expect of their newboss,
youwill hearvadly differentanswes. Theylook for
informaton that will enablethem to size up thekind of
humanbeing their newbossis and wha persondinterests
he or she brings to the new position. They want to know
whether it will be worth adaptingto the newperson.

But evenwhenthe unit hasa reputationfor having
ddivered solid work sofar, oneof thefirst questions
thatempbyeesput to their newboss is whetherheor
sheadready hasa plan andwheretheirideas will fit into
it. If thosechanges divestthe employeesof authority or
tasksof which they areespecily proud,immediateand
subgantid resistarceis likely.

Ontheothe hard, empbyess also want, andneed, a
plan.A programcapableof motivating empbyees to
strive for ambitious goalsmust:

» Make clear thatthe newbossdoes not intend to
imposesomepreconceiveglan on the employesswith-
outrecognizing the specal features of their situdion.

» Show the employeeghatit takes into account both
their bosss legitimateinterestin suacessandtheir own
long-terminterests.

 Be charaterizedby a balancebetween stability and
changeand demongtaterespetfor significant achieve
mentsof theteam.

» Be eay to comrmnrunicatetangibly andinspiringly
within the companyandto the outdde world.

Desgning a Communicade Se of Gaals

Most managersnitiate changs near the endof the
quater, thatis, aroundthe endof the famous'first 100
days” in the job. Succesful manayersareablenot only

4
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Avoiding PitfallsWhen
Formulating Goals

Better results, lower coasts, a better climate and
more initiative are typical goals challenging man-
agers today. If goals are to be met, they have to be
spelled out, and certain pitfalls must be avoided.

Mistake No. 1: Working with general goals. The
general goals have to be dissected into their compo-
nent parts before you can realistically assess the
effort it will mean to make them part of your strategy.

Mistake No. 2: Working on urgent problems
rather than on the really important ones. New man-
agers all too often fail to correctly assess the signifi-
cance of the goals.

Mistake No. 3: Considering the goals in isolation.
You will find that some goals grow out of others.
Furthermore, by comparing goals on your list, you will
see that some of them are marginal or less critical than
others. Linear thinking is a trap in these situations.

to look at the multitude of issues facing them butto
choo the right ones as well.

That certainly doesn’t mean they do what the employ-
eeswart. But they shouldexamne desredgods for their
effeds on employees Expeienceshows thatnen man-
agers should always be sureto formulate at least one sta-
bility-related goal for every three gods related to change
It isthe only way to generate a positive climate. m

Fostering a Pogtive Climate
for Change

An importart factor is that manages who are succesiul
atmaking transtionsin leacerdhip ask quedions differert-
ly. Queston by quegion, with greatrespectfor whatwas
done in the past they systematicallypiece togeher a pic-
ture of theinitial situation The® arecalled”reflective
guedions” becaus they getpeopleto think.

Sucessful mangyesin new postionsusea second
groupof questionsaswell. Theseare called “resource
ful questions” meaning that they are questionsintended
to help systematically identify strengths. Therefore,ask
your enployees aboutthe deparimentd projectstheyare
proudof, how they managed to get throughlastyear
despite thetight peronné situaion, what strenghsthey
havehonel in thelasttwo yeas, wha strengthsthey
usal to hawe and wha would be neededto regainthem

What you should not do underary circumgancesif you
(continuedon pageb)
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Fodering a Positive Climate for Change
(continuedfrom page4)

are interestedn egablishinga positiveclimatefor change
is ask alout the cawseof problemslt is consideably more
hdpful to assmethatthe emgdoyees havesofar under

taken everything they couldto solvethe problemsat hand.

Ded PosttivelyWith Skepticism

No matter how appreciat/e your interview straegies
are,in mary instancesou will encounte a sizeale
degreeof skeptiésm anongthe employees Wha
shouldthe newcomemo to suceeal?

» Meetthe skepticism positively. Welcomeemployee
skepticism. It protect againstexaggeraed expedations
ard oftencortainsa nunberof clues to possibleobstates
that areliable to be overlooked.

« Differentiate the skepticism. A useful activity isto
askemployees to write down on a cardall the points
thatcouldblock the successfuimplementaton of a pro-
posdstrategy. Whatis foundis tha stated andungated
skeptidsm arenot the samething.

Whenpeoplehave to formulae their skepicism,
manydifferentpointsemergeAlso, whenthe skepti-
cismis madevisible to everyonen theroom,a seond
effect ocaurs. The groupalmaest alwaysstats reading
aganst the skeptcismandinstead beginsto experiece
seals of optimism.

» Beware of coming acrossasan optimistic
prophet. Deding successfull with skeptidsm thus
meanskeeping your own positve atiitudein balance
with respect for any well-foundedskepticism found
amongenployees.

Climate— the Bags of All Change

Everyexperencedmanageknows thatall the solid
argumens for changeghatareawaiing dedsionswill
be of little useif therequisit climate doesnot exist
amongthe employeesTheimageof the heroicnew
boss who acts quickly andassetively still existsin
manycompaniesbut theseleadersip strategessddom
work without the trustandsupportof the enployees.
Thereforein your new postion you will find it helpful
to ask yoursdf thesequestons

1. How mud trug do theenployeeshavein my abiities?
2.Whatdo | know abouttheir strengths?

3. Whatstrengths urgenty haveto be devdoped?

4. Whatprojectscandevelopthe strengths? m

For additional information on examples of reflective, resourceful
or future-oriented questions , go to: http://my.summary.com
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| nitiating ChangesEffectively

Initiaing change effectively meanssending strong,
clear signds for change.In signding change it is
important to comnunicate at an objedive aswell asan
emotiond levd, espeially when timeis of the essence.
Employees mud sensetha matters are being takensert
ously, and they need an indication of the many changes
thatwill occur.

Remember, howevae, tha thefirst stepsneed to be
takenimmediately after the strongsignds for change
are communicated. Othewise, this expaiencewil
quickly fizzle out or degaerate into a oneoff eventlike
somany othas.

Timing in Leacership Transition

Idenifying theright time to initiate changeis a key
skill in handling a changein leadership successfuly.
First, you need to be suretha the organization is ready
to undertke change.You shouldbeginwith suchpro-
jedsif: (1)disaussionsandmeetingsthat you've held
haveprepaed employees for change (2) importantkey
relationshipsthatyou need for a suaesdul change
processhawe at least begunto dewelop; and(3) aclear
concept exids for thefirst steps. Experience hasshown
thatthis stageis reached after two to four months,
depending on the magnitude of thetasks and the
changes tha are being consdered.

The proverbia “100days” is awell-knownadage

(continuedon page6)

Some Obstaclesto the
Management of Change

The art of managers who are successful at leader-
ship transition lies in keeping the change process
going despite all the obstacles. Most problems in the
management of change, however, are of your own
making:

* One of the first and most frequent mistakes is
starting without sufficient preparation.

* The second most common mistake made in the
management of change is the formulation of vague
goals.

e The third mistake is the adoption of an unrealis-
tic timeline for change.

e The fourth mistake is made when change man-
agers experience obstacles as disruptions or annoy-
ances rather than as stimuli or indications of possible
risks. This creates unnecessary problems for them.

* The fifth crucial mistake made in the course of
managing change is using inadequate communication.
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Ini tiating ChangesEffectively
(continued from page 5)

expreses of awidely sharedexpectation: Employees
wantto know whéa is going to change If you, asa new
boss, exceedthis time frame without apparent resson,
you mug be aware thatthe delaywill ental a numberof
disadwantges:

e Expedationsrise.

* Youlosemomentum

* Youincreasingy losethe newcome’s licenseto
challengehabits andtraditions

* Youtendto becomea pat of the systen yoursef
andlose your objectivedistane. =

Using Symbols and Rituals

During achangein leaderkip, animportantpart of
thenewmanaer's challengds to esteblish contact with
alargenumberof employeesn arelatively shortperiod
of time.After showing deferene to the predecessor’s
symbolsandrituals,howevertheimportantthing is to
makeyour own preenceunmstakably clear. This mes-
sagecanbe conwyedwith words of course put better
yet is to emphaize it with signs

Symbolicmanagmentis the skillful and consigent
combinationof symbolsandrituds into a convindng
message Thisis why it is importantto ensuretha what
you say is consistentvith how you behave.It is asym
bolic expressiorof a differentmanagement style.

Changs of leadershipentaila wide rangeof situa-
tionsin which the languageof symbok canbe putto
paticularly effective use,aswhen theincomingmanag
er wantsto:

e Establsha strongpresene and clarify the nature

of therelationshipto the predeessor;

e Demonstratehe new mangemant values and

style, andstimulae a coopeative appro@h;

e Communic#e securityandacceptaice;
e Dewlopanewmessageand

e Faclilitate the transiton to a new manaenent
style andculture.

Rituals of Transition and Change

During achangein leaderkip, the quesion that
inevitably occupiegshe employesis: Whatwill changé
In this phaseeventhe slightestchange are noted and
interpreted Oftenit is not a mater of creating new sym
bolsandrituals but ratheronly of quegioning one’sown
habits and purposey changingthem.

Whenyou hawe answeredhefollowing questions,

6
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you shoud go throughthem again andthink abouthow
you can supporteach of your statements.

1. How would | describetheideal managrenployee
relationshp to strive for in this organizaion?

2. How do | think tha decisonsarebeg preparedfor?

How should decisionsbe made aroundhere?

4. How shouldpeople trea each othe in this
organizaion?

5. What do| bdieve are the mostimportantvaluesin
the company?

6. Wha atitudedo | expect from my employees?

It is helpful to think abouthow to supportthe desired
changes by introdudng newrituds, espedally whenyou
are aking your employees to let go of their deeply
ingranedhabis and attitudes at work. m

PART II: CASE STUDIES

The Internal Promotion

Kristianis a mechanical engineer by training and has
beenawell-paid technical expet in amgor tradng com-
panyfor 20 years. Rumors started to surface that a struc-
tural change was pending. In a deparure from the old
structure, the new straegywas to belinked to decentral-
ization. The expertsin the regon were perplexed by this
move, ard the regonal director encourayed them to apply
for the newly creaed postion. Whennoneof them did,
she approached Kristian and suceedal in persading him
that it would be logical for his career devdopmaent to take
overashead of his region.

Thefirst diffi culty arosewhenKristianhad to convey
unwdcomenewsfrom headquaters. Thetechnical
expers were suppogdto be equippal with BlackBerry
devices so tha they could be reached moreeasily and
could answer questions24/7.To Kristian's amazenent,
his colleaggues refused. He was no longer“oneof us”
with thetedhnicd expets; he had become “one of
then? beausehe hadcometo undeastand theargu
ments given by headquarers

w

The Initial Situation

This example bringsto light the situation in which
manayersoftenfind themsdveswhen theyriseto a
postion of leadeship from the ranks. The employees
know their newboss,and for all the ambivalencethey
may experiene uponhis or herdesignation, theyare
usudly happy that thdr colleaguehas receved the posi

(continuedon page7)
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The Internal Promotion
(continued from page 6)

tion andnot someoneelse. They tendto forget that a
newrole alsoentaik new pergecives.

Typical Problemsof Internal Promotions
New leades who havebeenpronotedinternally grap
ple with four typical problers:
e Clearand visible assumpon of the leadaship role
» Deleggaion of tasks
* Clos connecton to the department
» Toomuchbackgrouncknowledge.

What CanYou Do?

» Sped with your former colleagus frankly about
your newduties,and delegatdasks

« If other enployeesin your departmat also appliedfor
your new job, speakopenlywith them aboutthe situation.

» Spe& with your bossandpeoplein othe depart
mentsaboutissuegheythink neal to be consderedand
aboutwha is expected of you.

» State within area®nabk period of time what will
remainthe sameasbeforeandwha will change.

 Prepae yourselffor the possibility thatyour
employeeswill be disappoined after aninitial phase of
goingaongwith you. m

Entrepreneur Wanted: The
External Candidate

Agile, entreprenerial sef-starta's and risk takers—
thesearethe kind of peoplesoughtby companéestoday.
Ricardais preciselythis kind of person. Shetherefore
choseto go into productionmanagementat a consumer
goodsmanufacturerAfter four yeas, Ricardawas
recruited to build a newline of businessfor a major
tourismcompany.

The problemis hercolleaguesTheydo not under
standher businessandtendto obstuct her. Becauseshe
is being advisedto pay attentionto corporde rules, she
wonderswhetherthis companyredly wantsan entrepre-
neurial managemwith drive andinitiative.

The Initi al Situation

Most companis justifiably pursuea human resource
policy thatgives preferenceo internd candidates for
motivationalreasos. Theyusualy resort to outsiders
whenthe neessay know-howis not avalable internat
ly. The problemis thatthe employeesfeel threatend by
the compdition of externalprofesionds andespecially
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by thefad tha theseoutsiders often take high-profile
postionsin the company.

Typical Problemsof the External Manager

Thedesciption of theinitial situgtion suggest where
thetypicd problems lie for people broughtinto a com
pany from the outside

e Thedisaepaicy beweenwhat top managenent

expects and wha the employees expaience

e Time presue andthe need to ge to knowthe

organization

e Thelack of an internd network of relationshps

* Thepressureof the extend manage’s own

expectations.

What Can You Do?

* Treat the performarce of technical tasks andthe build-
ing of avialde nework of relationships as two equally
important regpongbilities from the very begnning.

» Ask your boss whomyou need to includeandkeep
informed as you build your part of the busness.

« In all your disaussions,remenberthe necessy of
geiting to know the organization. =

The Big Predeces®r and the
Lit tle Succesor

David hadbeenthe director of cusiomer service for
18 years. It is no easy job for his successor a 48-year-
old engneer. The employees respect his work, but he
has alwaysbeen overshadaved by David. Top manage
mentchoseDavid’s deputy to suaeed him becausehey
simply wanted thingsto keep on runningassmoothly as
theyhadin the past.

The Initial Situation

If the predecessorretires, and the succesor stepsup
from within the department, the newboss will generdly
enjoy the acceptance of the employees and find theini-
tial situaion favorable on thewhole. The problem how-
eve, istha this suacessor still standsin the shadowof
the predecessor, and it takes time to emerge from it.

Thingslook very different if the“great” predecessor
has sudcenly left the company. The situaion is different
yet again when the changein leadershipis acconpanied
by major strudurd changes The sucesor is expeced
to make up for losttime and implement changesquick-
ly. In this kind of context, the manayer coming from
outside the company hasa better chance than thein-
housecandidae.

(continued on page8)
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Summary: THE NEW BOSS

The Big Predecessoiand the Little Successor
(continued from page 7)

Typical Problemsof the Suacesso

Thesuccessomustunderstad andacceptthatthe
emotionalties betveenthe employeesand the predees
sorwill takealongtime to disolve andthatcriticism of
the former managé€s achievemerstwill be hardto
accet. Typical problemsto handk are:

* Being foreverbrandedasNo. 2

e Theexpectatonsof the empbyees

» Thepositionin thecircle of colleagues

e Theconstantomparisonto the predeessor
» Thewed&knesse®f thegrea predeessor.

What CanYou Do?

* Plan a cleanand cleartrangtion, and see to it tha
your predeessoris givenanappropride farewell.

» Do not accepttheinvitation to follow in your prede-
cesor'sfootsteps.

 Be sure to establshyourselfclearly in your new
postion.

» Show throughyour acionstha you appreiateyour
predecessor's work, while also shawing interestin the
work thathas led to successn the pag.

» Treatcriticism of your predeessor very cardully.

* Thenewleader— whethe he or shesenedas the
former second-in-ommandor camein from a different
company— mustformulatea clear and, abowe all, bal
ancedsetof gods. m

The Assighment Abroad

Philip hasbeenpromotedto heal of the marketing
departmant in an Italian subsdiary. For Philip, this new
taskareais a meanngful stepin his career development.
Howeve, Philip cansensdhatthe Italian employeesare
askingthemseleswhethera U.S. manage redly is able
to run marketing campaignsn ther country

Almostall the suggestinsandideasfrom the United
Staksare immediatey rejectal by his Italian col-
leaguesTwo of his key teammembes hawe already
received attractive offersfrom other companie and
have indicated they arelikely to changejobssoon.

The Initi al Situation

Everyexpatiate needgo be awarethatadaptationto
the hostcountry’s convenions of comnunicaion is
importantfor devdoping postive working relations.
Many behaviorsthat seemsimple to changeare deeply
anchoredn natioral charactersoit is very problematic
8

to expectpeopleto adoptbehawv
iorsthat contradict ther tradi-
tionsand values.

The most important aspects to
pay attention to are communic-

sclfioviw RECOMMENDED
<& READING List

If you liked The New
Boss, you'll also like:

1. Know-How by Ram

Soundview Executive Book Summaries®

tion style and conflict behavior,
espedally how cdleaguesinter-
act with one another, how they
dealwith differencesin status
and how they share information.

Typical Problemsfor the
Expatriate

Phiip’s case illustrates a few
basic issues tha can await an
expatiate:

e Increadimportance of
theneedto clarify the
assignmant

e Increasedimportance of
the orientation phase and

leadeship transition rituds

Charan. Charan has
developed an integrated,
holistic approach to what
executives and managers
must do and be to
become successful.

. True North by Bill George

with Peter Sims. Just as a
compass points toward a
magnetic field, your True
North pulls you toward the
purpose of your
leadership.

. The 360° Leader by John

C. Maxwell. According to
Maxwell, you can learn to
develop your influence
from wherever you are in
an organization by becom-
ing a 360-degree leader.

* Theresponseo culturd differences
* Increasad importanceof the situation to the family,

SpoUg or patner.
What Can You Do?

» Thoroughy prepare for the newassgnment, the

county andthe new culture

* Whenyou stat the new posiion, devoe theneces
say attention not only to relationshpsbut alsoto your

cultural adaptation.

 Pay paticular attention to the orientation phase.
* Aftertwo or threemonths, reflecton your experience. m

For additional information about other leadership transition case studies,
go to: http://my.summary.com

Conclugon

Thead of transitioning is newer an easy one, especl-
ly when it is a transition into a newleadership posiion.
Noneheless, after mastering the se\en building blocks,
and asessng wha speific type of transition you will
make into your newrole, thingswill gradualy fall into
place. Strive to know the ins and outsof your organza
tion, whether you arean insider or outsider, and forge
solid working relationshps with your employees.That
leavesyou the next steps of sdting andimplementing
your goak, all the while making an impact within the

first 100days asthenewleader. m




