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How to Survive the First 100Days

THE NEW BOSS
THE SUMMARY IN BRIEF

Innovation, consistently high standardsand speedarenecessities in the
competitive environment of today’s businessworld. New executivesareexpect-
ed to move forwardwith their own agendas andmake their mark within asli t-
tle as 18 months. However, it is often forgottenthat theseagendas needthe
supportof key people,and asa newmanager, you will have to gain andretain
this supportin orderto achieve success.

In thefast-pacedbusinessworld, there is little roomfor error or experi-
ment.In largeorganizations,thepressurefor success is huge. Theability to
becomethenewleader of a department or organization and transition seamless-
ly is whatseparatesgreat leadersfrom goodleaders. Thesmoothnesswith
which this changehappensis crucial to a manager’s success,andit makesstart-
ing a newjob evenmoreof a challenge.Thewindow of opportunity for achiev-
ing a seamless transition is thefirst 100days — that’s all thetime a newman-
agertypically hasto ensurethat heor shewill beeffective in thelong run and
thatemployees stay motivated.

Therearesevenbuilding blocks to creating a successful leadership change.
Accordingto authorPeter Fischer, these building blockshelp leadersunder-
stand why theyshouldn’tjust “jump in”; theyshow leaders thewhyandhowof
assessing critical situations,how to know whateveryoneexpects and how to
introducechangemindfully. Fischeralso providescasestudies that shedmore
light on thepressures and opportunitiesfor newmanagers in specifi c andall-
too-commoncircumstances suchasdealing with being promoted and surviving
a cumbersomepredecessor.

This summarywill give newleaders thenecessary tools for making a
smoothtransition into their newrole within thefi rst 100days,and will make
themaware of someof thecommonpitfalls to beavoided.

IN THIS SUMMARY,YOU WILL LEARN:

• How to define and manageexpectations— from your boss,your employees,
your colleagues and yourself — well.

• How to prove yourself to disappointedrivals, hidden competitorsandother
skeptics.

• How to figureout whatproblemsare important and which to tackle fi rst.

• Whatcommonobstacles to avoidto ensurea successful transition.
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The Dosand Don’ts of
Successful Leadership

It is therule rather thantheexception for successful
executives to move on to newresponsibilities every two
to threeyears. It is a furtherrule that assoonasa
changein leadership is imminent, therearecertain ques-
tionsfrom all directionsin theorganization.

Peoplewho successfully assume newleadershiproles
also havea numberof othercompetenciesthatsetthem
apartfrom lesssuccessfulcounterparts. Theyareableto
organizeandcommunicatethemany topics, issues and
expectationsasa clear,manageable concept.

Anothercharacteristic thatdifferentiates successful
from less-than-successfulexecutives is their stamina,
particularly in a crisis. Thesecharacteristicsare not
innate; they arecompetenciesacquiredthroughpractical
experience. ■

ManagingExpectations
Proactively

Expectationsarethesurestthing abouta changein
leadership, which hasanalmost magical attractionand
seems to bring every wish and hopefor changeto the
surface. Sometimestheycoalesce into expectationsthat
are almostimpossible to meet.Skill at handlingexpecta-
tions is thusoneof thefirst competenciesthata person
must havein orderto manage a transition successfully.

The expectationsof superiorsare a ratherproblematic
matter for newmanagers.If anythingat all is explained,
the executivesfocuson theusual quantitativeobjectives,
mentioning moresales,better variablegrossmarginand
lower costs asimportantexpectations. Preeminentexpec-
tationssuch assupportinga superior’s own work or
ensuring loyalty arerarelyvoiced. Manymanagersfail to
askaboutthesimplestthings,such as importantmile-
stones andthecriteria for success in thenewposition.

Theexpectationsof theemployeesseemmuchclearer

at first glance, and thosethat tend to beformulated
clearly are those pertaining to thesolution of old prob-
lems. Not until thenewcomer patiently askstheemploy-
ees what theyhopetheir manager can do for themwill
theyarticulate theotherwise unstated expectationsof
personal job security and advancement.

In contrast, colleaguesexpect a newcomer to ask
about their rulesof thegame, not to present newideas
too quickly andto avoid forging too close an alliance
with thepowers that be. Theyassume thenewcomer
will come to them, not theother way around.

DevelopExpectationsActively
Expectationsdon’t go away by being ignored.At best

theyturn into supportfor thechanges to come; at worst
theyharborthepotential for resistance to thenewexec-
utive’s plans.

• Expectationsare desires, ideas,hopes, suggested
solutionsto problemsandrecommendations.

• Expectationsare not logical.
• Expectationsstand for a basic attitude— waiting.

“Let’s see if hesucceedsat it” is a sentencefre-
quently heardin changes of leadership. Lurking
behind it is thepassivity of wait-and-see.That is
why expectationshave to betranslatedinto tasks.
Youtherefore have to askwhichexpectationscan
beturned into shared tasks.This wil l help to cre-
ate a balance. ■
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Developing Key Relationships
In many instances,relationswith shareholders, superi-

ors,employees,clientsandcolleaguesdecidethesuccess
of achangein leadership.Misunderstandingsand lack of
clarity in importantrelationshipsareliable to lead to ten-
sionsthataredifficult, if not impossible, to compensate
for in thedifficult phaseof assuminganewposition.

On DealingWith theDisappointed Rivals and
HiddenCompetitors

Key relationshipsin a change of leadershipare those
thatareimportant to takingovera position successfully.
Theproblemis that it is usually easier to determine
after thefactwhich relationshipswere key andwhich
werenot.

Oneprimaryplayer, of course, is thepersonwho
managedthingswhile theposition was vacant.It would
bea mistaketo give a hiddenrival thecold shoulder
duringa changein leadership.He or shewantsto be
talkedto andaskedfor advice.

At this point, people often make mistakesin dealing
with a disappointedrival. Theymakepromises,try to find
soothing wordsand raisehopesfor futureprospects.
Insteadthe new managerneedsto approach thedisap-
pointedrival with understanding. It is therival’s job to
work through his or herdisappointment; your contribu-
tion lies in making thatpersona fair offer andthereby
bridging the gap betweenthetwo of you.

ThePredecessor — theHiddenCompetition
Therelationshipto a predecessor is a special topic in

thesubject of leadershiptransition. Thematter goes
beyondrelationsbetweenthenewcomerand theprede-
cessor to includethosewith theemployeesaswell,
because they will alwayscomparethetwo bosseswith
eachother. Don’t makethemistake of accepting the
invitation to complainaboutyour predecessor’spossible
weaknesses,for thenyou will experience fully thedou-
ble natureof thesituation.

Thingsareusually easierif theformermanager has
beenpromoted.But if theemployees feel that their for-
merbossgot a raw dealfrom top management,then
your predecessorwil l continueto enjoy theloyalty of
theemployeesandyou will not havean easy time of it.
Absolutely clearsignals areneeded soeveryonerecog-
nizestheauthorityof thenewmanager.

InvitationsBetter Refused
Invitationsaremoreor lessovertly formulated recom-

mendationsthat,if acceptedby thenewcomer, will lead
to serioustrouble.Themomentyou buy into theview-

point lurking behind theseinvitations, you meettheneg-
ative expectations.Therisk is particularly high whena
team hasbeen working very effectively, perhapseven
for a longperiod,without formal leadership.

Seasoned managers practice patience in such
instances.Theyknow that employeesneed some time to
accept that theyare no longer aloneandmust relinquish
some of theauthority theyhadpreviously exercisedon
their own. Meanwhile, theyconfinethemselvesto gath-
ering information, making contacts andperforming typi-
cal managerial duties.

If a teamhasbeenwaitingfor thenewcomer’shighly
praisedmanagementtalent, acceptingtheinvitation to show
it off isoneof thebiggestmistakesthat themanagercan
make.Experienceshowsthatsuchanapproachcements the
actors in their rolesof thesavior andtheweak. ■

Constr uctively Analyzing the
Init ial Situation

A characteristic of leadership transitionsis that the
newcomer mustnot only cometo gripswith a hostof
issuesandproblems, but also make decisionswithout
being thoroughlyinformed. There are five perspectives
thathave proved particularly useful for analyzing the
typesof situationsthat you, thenewmanager, will face
at theoutset of thetransition process:

Perspective 1: the rules and assumptionsguiding
the people involved. Surprisingly, as any seasoned
managerwill confirm, thepurportedly hard realitiesare
easier andquicker to changethan theso-called soft cor-
porate culture. You, too, should therefore begin your
analysis of theinitial situation by exploring therules,
assumptionsand values that underpin theway people
think andwork in your newdepartment. Slowly but
surely, an initial pictureof theneworganization forms.

Perspective 2: the issues occupying the organization.
It is important not to regard thelist of problems as any-
thing other than a description of thesituation from vari-
ousperspectives.Gather as muchinformation aspossible.

Perspective 3: the facts that determine action.An
interesting contradiction betweenthedescriptionsof the
soft problems and thehardfacts usually emergesafter
you gather information. It is not a matter of using the
facts to wipethecomplaints off thetable. It is simply a
matter of making thetension between soft and hardfac-
torsapparent.

Perspective4: theavailablepotential for innovation.
If important changesarecalledfor when youtakeover
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yournewposition, youmustfindouthowopen to innova-
tionyourcompany or areais. In doingso,however, you
should not confineyourself to assessing thecurrentsitua-
tion.You should insteadfocusaboveall ondiscoveringthe
existingpotential.

Perspective 5: the resourceson which you can build.
Whether the company’s strengthslie in thecorporate cul-
ture, theproducts, themotivation of theemployees or the
strategies,you have to know the strengthson which you
can build. This point is especially importantif you are
swampedwith problems anddifficulties. ■

Establishing a Setof
Moti vating Goals

What doemployeeslook for in achangeof leadership?
If youaskemployeeswhattheyexpect of theirnewboss,
youwill hearvastly differentanswers.Theylook for
information thatwill enablethem to sizeup thekind of
humanbeing their newbossis andwhat personal interests
heor shebrings to thenewposition.They want to know
whether it will beworthadaptingto thenewperson.

But evenwhentheunit hasa reputationfor having
deliveredsolid work sofar, oneof thefirst questions
thatemployeesput to their newboss is whetherheor
shealready hasa plan andwheretheir ideas will fit into
it. If thosechanges divesttheemployeesof authority or
tasksof which they areespecially proud,immediateand
substantial resistanceis likely.

On theother hand, employees also want, andneed,a
plan.A programcapableof motivating employees to
strive for ambitiousgoalsmust:

• Make clear that thenewbossdoes not intend to
imposesomepreconceivedplanon theemployeeswith-
out recognizing thespecial features of their situation.

• Show theemployeesthat it takes into account both
their boss’s legitimateinterestin successandtheir own
long-terminterests.

• Be characterizedby a balancebetween stability and
changeand demonstraterespect for significant achieve-
mentsof theteam.

• Be easy to communicatetangibly andinspiringly
within thecompanyandto theoutside world.

Designing a Communicable Set of Goals
Most managersinitiatechanges near theendof the

quarter, that is, aroundtheendof thefamous“first 100
days” in thejob.Successful managersareablenot only

to look at themultitudeof issues facing them but to
choose the right ones as well.

That certainly doesn’t mean theydo what theemploy-
eeswant. But they shouldexaminedesiredgoals for their
effects on employees. Experienceshows thatnew man-
agers should always besureto formulate at least one sta-
bil ity-related goal for every three goals related to change.
It is the only way to generate a positive climate. ■

Fostering a Posit ive Climate
for Change

An important factor is thatmanagerswho aresuccessful
atmaking transitions in leadership ask questionsdifferent-
ly. Questionby question, with greatrespectfor whatwas
done in thepast, theysystematicallypiecetogetherapic-
tureof theinitial situation. Thesearecalled“reflective
questions” because they getpeopleto think.

Successful managers in newpositionsusea second
groupof questionsaswell. Theseare called “resource-
ful questions,” meaning that theyare questionsintended
to help systematically identify strengths.Therefore,ask
your employees aboutthedepartmental projectstheyare
proudof, how theymanaged to get throughlastyear
despite thetight personnel situation, what strengthsthey
havehoned in thelast two years,what strengthsthey
used to have and what would beneededto regainthem.

Whatyoushould notdo underany circumstancesif you
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Constructi vely Analyzing the Initial Situation
(continued from page3) 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.



are interestedin establishingapositiveclimatefor change
is askabout thecauseof problems.It is considerablymore
helpful to assumethattheemployeeshavesofar under-
taken everything they couldto solvetheproblemsathand.

Deal PositivelyWith Skepticism
No matter how appreciative your interview strategies

are,in many instancesyou will encounter a sizeable
degreeof skepticism amongtheemployees.What
shouldthenewcomerdo to succeed?

• Meettheskepticismpositively.Welcomeemployee
skepticism.It protectsagainstexaggeratedexpectations
and oftencontainsanumberof clues to possibleobstacles
that areliable to beoverlooked.

• Differentiate the skepticism. A useful activity is to
askemployees to write down on a cardall thepoints
thatcouldblock thesuccessfulimplementation of a pro-
posedstrategy. What is foundis that stated andunstated
skepticism arenot thesamething.

Whenpeoplehave to formulate their skepticism,
manydifferentpointsemerge.Also,whentheskepti-
cismis madevisible to everyonein theroom,a second
effect occurs.Thegroupalmost alwaysstarts reacting
against theskepticismandinsteadbeginsto experience
seedsof optimism.

• Beware of coming acrossasan optimistic
prophet. Dealing successfully with skepticism thus
meanskeeping your own positive attitudein balance
with respect for any well-foundedskepticism found
amongemployees.

Climate— theBasis of All Change
Everyexperiencedmanagerknows thatall thesolid

arguments for changesthatareawaiting decisionswill
beof little useif therequisite climate doesnot exist
amongtheemployees.Theimageof theheroicnew
boss who actsquickly andassertively still existsin
manycompanies,but theseleadership strategiesseldom
work without thetrustandsupportof theemployees.
Therefore, in your newposition you will find it helpful
to ask yourself thesequestions:

1. How much trust dotheemployeeshavein my abili ties?
2. Whatdo I know abouttheir strengths?
3. Whatstrengthsurgently haveto bedeveloped?
4. Whatprojectscandevelopthestrengths? ■

Init iating ChangesEffectively
Initiating changes effectively meanssending strong,

clear signals for change.In signaling change, it is
important to communicate at an objective aswell asan
emotional level, especially when timeis of theessence.
Employees must sensethat matters are being takenseri-
ously, and theyneed an indication of themany changes
thatwill occur.

Remember, however, that thefirst stepsneed to be
takenimmediately after thestrongsignals for change
are communicated. Otherwise, this experiencewil l
quickly fizzle out or degenerate into a one-off eventlike
somany others.

Timing in Leadership Transition
Identifying theright time to initiate changeis a key

skill in handling a changein leadershipsuccessfully.
First, you need to besurethat theorganization is ready
to undertake change.You shouldbeginwith suchpro-
jects if: (1)discussionsandmeetingsthat you’ve held
haveprepared employees for change; (2) importantkey
relationshipsthatyou need for a successful change
processhave at least begunto develop; and(3) a clear
concept exists for thefirst steps.Experience hasshown
that this stageis reached after two to four months,
depending on themagnitudeof thetasks and the
changes that are being considered.

Theproverbial “100days” is a well -knownadage
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Some Obstacles to 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.

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

• 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.For additional information on examples of reflective, resourceful

or future-oriented questions , go to: http://my.summary.com



expresses of a widely sharedexpectation: Employees
want to know what is going to change. If you,asa new
boss, exceedthis time frame without apparent reason,
you must beaware that thedelaywill entail a numberof
disadvantages:

• Expectationsrise.
• You losemomentum.
• You increasingly losethenewcomer’s licenseto

challengehabits andtraditions.
• You tendto becomea part of thesystem yourself

andlose your objectivedistance. ■

Using Symbols and Rituals
During a changein leadership, animportantpartof

thenewmanager’s challengeis to establish contact with
a largenumberof employeesin a relatively shortperiod
of time.After showing deference to thepredecessor’s
symbolsandrituals,however,theimportantthing is to
makeyour own presenceunmistakably clear. This mes-
sagecanbeconveyedwith words, of course,but better
yet is to emphasize it with signs.

Symbolicmanagementis theskillful and consistent
combinationof symbolsandrituals into a convincing
message. This is why it is importantto ensurethat what
you say is consistentwith how you behave.It is a sym-
bolic expressionof a differentmanagement style.

Changes of leadershipentaila wide rangeof situa-
tionsin which thelanguageof symbols canbeput to
particularly effective use,aswhen theincomingmanag-
er wantsto:

• Establisha strongpresence and clarify thenature
of therelationshipto thepredecessor;

• Demonstratethenewmanagement values and
style,andstimulate a cooperative approach;

• Communicate securityandacceptance;
• Developa newmessage;and
• Facilitate thetransition to a newmanagement

style andculture.

Rituals of Transition and Change
During a changein leadership, thequestion that

inevitably occupiestheemployees is:Whatwill change?
In this phaseeventheslightestchanges are notedand
interpreted.Oftenit is not a matter of creating newsym-
bolsandritualsbut ratheronly of questioning one’sown
habits and purposely changingthem.

Whenyou have answeredthefollowing questions,

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

1. How would I describetheideal manager-employee
relationship to strive for in this organization?

2. How do I think that decisionsarebest preparedfor?
3. How shoulddecisionsbemadearoundhere?
4. How shouldpeople treat each other in this

organization?
5. What do I believe are themost importantvaluesin

thecompany?
6. What attitudedo I expect from my employees?
It is helpful to think abouthow to supportthedesired

changes by introducing newrituals,especially whenyou
are asking your employees to let go of their deeply
ingrainedhabits and attitudes at work. ■

The Internal Promotion
Kristianis a mechanical engineer by training and has

beena well-paid technical expert in a major trading com-
panyfor 20 years.Rumorsstarted to surface that a struc-
tural changewas pending. In a departurefrom the old
structure, the new strategywas to belinked to decentral-
ization. The experts in theregion were perplexed by this
move,and the regional director encouraged them to apply
for the newly created position. Whennoneof them did,
she approached Kristianand succeeded in persuading him
that it would be logical for his career development to take
overashead of his region.

Thefi rst diffi culty arosewhenKristianhad to convey
unwelcomenewsfrom headquarters.Thetechnical
experts were supposedto beequipped with BlackBerry
devices so that theycould bereached moreeasily and
could answer questions24/7.To Kristian’s amazement,
his colleagues refused.He was no longer“oneof us”
with thetechnical experts; hehad become “oneof
them” becausehehadcometo understand theargu-
ments given by headquarters.

TheInitial Situation
This example bringsto light thesituation in which

managersoftenfind themselveswhen theyriseto a
position of leadership from theranks.Theemployees
know their newboss,and for all theambivalencethey
may experience uponhis or herdesignation, theyare
usually happy that their colleaguehas received theposi-
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Ini tiating ChangesEffectively
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PART II: CASE STUDIES



tion andnot someoneelse.They tendto forget that a
newrole alsoentails newperspectives.

Typical Problemsof Internal Promotions
New leaders who havebeenpromotedinternallygrap-

ple with four typical problems:
• Clearand visibleassumption of theleadership role
• Delegation of tasks
• Close connection to thedepartment
• Too muchbackgroundknowledge.

What CanYouDo?
• Speak with your formercolleagues frankly about

your newduties,and delegatetasks.
• If other employeesin yourdepartment alsoappliedfor

your new job, speakopenlywith them aboutthesituation.
• Speak with your bossandpeoplein other depart-

mentsabout issuestheythink need to beconsideredand
aboutwhat is expectedof you.

• State within a reasonable period of time what will
remainthe sameasbeforeandwhat will change.

• Prepare yourselffor thepossibility thatyour
employeeswill bedisappointedafter aninitial phaseof
goingalong with you. ■

Entrepreneur Wanted: The
External Candidate

Agile, entrepreneurial self-starters and risk takers—
thesearethekind of peoplesoughtby companiestoday.
Ricardais precisely this kind of person.Shetherefore
choseto go into productionmanagementat a consumer
goodsmanufacturer. After four years,Ricardawas
recruited to build a newline of businessfor a major
tourismcompany.

Theproblemis hercolleagues. Theydo not under-
standher businessandtendto obstruct her. Becauseshe
is being advisedto payattentionto corporate rules, she
wonderswhetherthis companyreally wantsan entrepre-
neurial managerwith drive andinitiative.

TheIniti al Situation
Most companies justifiably pursuea human resource

policy thatgives preferenceto internal candidates for
motivationalreasons.Theyusually resort to outsiders
whenthenecessary know-howis not available internal-
ly. Theproblemis that theemployeesfeel threatened by
thecompetition of externalprofessionals andespecially

by thefact that theseoutsiders often take high-profile
positionsin thecompany.

Typical Problemsof theExternal Manager
Thedescription of theinitial situation suggests where

thetypical problems lie for peoplebroughtinto a com-
pany from theoutside:

• Thediscrepancy betweenwhat top management
expects and what theemployees experience

• Timepressureandtheneed to get to knowthe
organization

• Thelack of an internal network of relationships
• Thepressureof theexternal manager’s own

expectations.

What Can You Do?
• Treat theperformanceof technical tasksandthebuild-

ingof aviablenetwork of relationshipsas two equally
important responsibilities fromtheverybeginning.

• Ask your boss whomyou need to includeandkeep
informed as you build your part of thebusiness.

• In all your discussions,rememberthenecessity of
getting to know theorganization. ■

The Big Predecessor and the
Lit tle Successor

David hadbeenthedirector of customer servicefor
18 years. It is no easy job for his successor, a 48-year-
old engineer. Theemployees respect his work, but he
has alwaysbeen overshadowed by David.Top manage-
mentchoseDavid’s deputy to succeed him becausethey
simply wanted thingsto keep on runningassmoothly as
theyhadin thepast.

TheInitial Situation
If thepredecessorretires,and thesuccessor stepsup

from within thedepartment, thenewboss wil l generally
enjoy theacceptance of theemployees and find theini-
tial situation favorable on thewhole.Theproblem, how-
ever, is that this successor still standsin theshadowof
thepredecessor, and it takes time to emergefrom it.

Thingslook very different if the“great” predecessor
has suddenly left thecompany. Thesituation is different
yet again when thechangein leadership is accompanied
by major structural changes. Thesuccessor is expected
to make up for lost time and implementchangesquick-
ly. In this kind of context, themanager coming from
outsidethecompany hasa better chance than thein-
housecandidate.
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Typical Problemsof theSuccessor
Thesuccessormustunderstand andaccept that the

emotionaltiesbetweentheemployeesand thepredeces-
sorwill takea long time to dissolve andthatcriticism of
theformer manager’s achievements will behardto
accept. Typical problemsto handle are:

• Being foreverbrandedasNo. 2
• Theexpectationsof theemployees
• Thepositionin thecircle of colleagues
• Theconstantcomparisonto thepredecessor
• Theweaknessesof thegreat predecessor.

What CanYouDo?
• Plan a cleanand cleartransition, and see to it that

your predecessoris givenanappropriate farewell.
• Do not accepttheinvitation to follow in your prede-

cessor’s footsteps.
• Be sure to establishyourselfclearly in your new

position.
• Show throughyour actionsthat you appreciateyour

predecessor’s work, while also showing interest in the
work thathas led to successin thepast.

• Treatcriticism of your predecessorvery carefully.
• Thenewleader— whether heor sheservedas the

former second-in-commandor camein from a different
company— mustformulatea clear and,above all, bal-
ancedset of goals. ■

The Assignment Abroad
Philip hasbeenpromotedto head of themarketing

department in anItaliansubsidiary.For Philip, this new
taskareais a meaningful stepin his career development.
However, Philip cansensethat theItalian employeesare
askingthemselveswhethera U.S.manager really is able
to run marketingcampaignsin their country.

Almostall thesuggestionsandideasfrom theUnited
Statesare immediately rejected by his Italian col-
leagues. Two of his key teammembers have already
receivedattractive offersfrom othercompanies and
have indicatedthey arelikely to changejobssoon.

TheIniti al Situation
Everyexpatriateneedsto beawarethatadaptationto

thehostcountry’sconventionsof communication is
importantfor developing positive working relations.
Many behaviorsthat seemsimple to changeare deeply
anchoredin national character,so it is very problematic

to expectpeopleto adoptbehav-
iorsthat contradict their tradi-
tionsand values.

The most important aspects to
pay attention to are communica-
tion style and conflict behavior,
especially how colleagues inter-
act with one another, how they
dealwith differences in status
and how they share information.

Typical Problemsfor the
Expatriate

Philip’s case il lustrates a few
basic issues that can await an
expatriate:

• Increasedimportance of
theneedto clarify the
assignment

• Increasedimportance of
theorientation phase and
leadership transition rituals

• Theresponseto cultural differences
• Increased importanceof the situation to thefamily,

spouse or partner.

What Can You Do?
• Thoroughly prepare for thenewassignment, the

country andthenewculture.
• Whenyou start thenewposition, devote theneces-

sary attention not only to relationshipsbut alsoto your
cultural adaptation.

• Pay particular attention to theorientation phase.
• After two or threemonths,reflectonyourexperience. ■

Conclusion
Theact of transitioning is never an easy one,especial-

ly when it is a transition into a newleadership position.
Nonetheless, after mastering thesevenbuilding blocks,
and assessing what specific typeof transition you will
make into your newrole, thingswil l gradually fall into
place.Strive to know theins and outsof your organiza-
tion,whether you arean insider or outsider, and forge
solid working relationshipswith your employees.That
leavesyou thenextstepsof setting andimplementing
your goals,all thewhile making an impact within the
fi rst 100days as thenewleader. ■
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RECOMMENDED
READING LIST

If you liked The New
Boss, you’ll also like:
1. Know-How by Ram

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

2. 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.

3. 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.
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