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Preface	  

	  
 

CONGRATULATIONS! 

Whether you are considering applying for your first CEO job or 

have already said, “Yes!” and signed a contract, preparing for your 

arrival is one of the most important things you can do. You only get 

one shot at doing it well and being perceived as masterful. You’ve 

already made one great decision by seeking resources to aid you in 

the next steps, as you learn your new responsibilities.  Leading a 

new business, moving from a company CEO to a non-profit CEO, or 

vice versa, will call into demand differing skill sets and 

understanding nuances of how work gets done. 

While you are introduced to a sea of new people, your first 

impression with each person you meet in your new professional 

role will stay with them forever. How you approach gathering  
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information, holding key conversations, building relationships, and 

listening will impact your assessment of what needs to follow your 

first 90 days and how quickly others get on board with the strategic 

direction. 

This new CEO tool is a catalyst to thinking through a variety of 

aspects to this new journey you have embarked upon - both 

personally as a leader and professionally as the CEO. All topics, 

questions, or scenarios will not necessarily line up with your 

specific business, but they will serve as a prod to check on related 

issues.  The content in some areas is very detailed to assist you in 

remembering the scope of what you need to assess.  Remember to 

let those with whom you are having initial conversations know that 

you may come in very close to their operational responsibilities 

while you learn systems and processes, but your intention is to 

trust their leadership and step back. 

Leadership is a moment-by-moment earned position, granted to 

you by others, because of their belief, trust, and evidence gathered  
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that you have their best interests at heart. Being a steward of 

leadership means something has been placed in your care, and 

trust has been freely extended, with the understanding that you will 

honor the intention of nurturing, protecting, and maximizing the 

expected results. In some cases, that is radical disruption of the 

existing models in order to remain vital, relevant, and sustainable.  

In other cases, it is leveraging what is already effective and in 

alignment with customers’ needs.  In all cases, it requires ethical 

behavior, clear communication to all audiences, authenticity, and 

clarity of strategic direction. 

The moment is yours.  The question is whether the results of your 

leadership will allow seeking, intention, and execution to intersect 

and create constant transformation for your business beyond the 

first 90 days.  

 

Your job now is to become Master of the Fire Hose and control the 

arc, flow, and direction of the stream of variables to design 

transformative outcomes for your business.	  
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AT LAST!!! 

There is a pure moment of elation between signing a CEO contract 

and the flurry of transition planning to come. All of the tamed 

hopes that this exciting assignment might become yours, crash into 

your reality in an explosion of exuberance as you realize, they really 

did select you.  They chose you to partner with them to unleash the 

next phase of the vision for the company or the organization.  

Celebratory meals are consumed. Plans are made, and rarely is 

enough time allotted for an appropriate transition. 

While most of you are probably reading this right before you arrive, 

or even after you’ve arrived, I want to encourage those who have 

located this resource in advance of your first day at a new position 

of this magnitude to go against the tide of our speed-obsessed 

culture.  I hope that you may have found this resource prior to 

finishing your contract negotiation, so that it will positively affect 

its content, as well as your personal and professional transition and 

arrival plans.  
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Some of this information is applicable to new business owners, 

first-time CEOs, or new CEOs in family-owned businesses, and 

other portions are for associations and not-for-profits.  All of it 

should make you think about whether you have a well thought out 

arrival plan and a process by which to organize the volumes of 

information that will gush at you like being at the other end of a fire 

hose. 

While I have always believed that leaving well is as important as 

arriving well, for the purposes of this book, we’re going to make the 

assumption that you have done all of the things that you should do 

for your previous employer well.  The question remains are you 

doing all of the things that you need to do well for you and the 

people affected by this new decision? 

What I find most often with clients, and in my own experience as a 

CEO, is that care and attention is often not paid to the transition of 

the new CEO, whether corporate or not-for-profit, which means 

you must take this on yourself.  It generally stops at the point of the 

contract negotiation. 
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A multi-layered transition plan should be created during the 

negotiation and preparation phases to include:   

1. You and your family’s transition to a new location, with a 

planned time gap between both employers, which is not 

consumed by your move, for some period of rejuvenation.  

2. The company or organization’s transition through your first 90 

days, six months, and year. 

3. Your transition as CEO in your first 90 days, six months, and a 

year, which complements the organization’s plan but is different 

in its perspective and detail.   

Please note that this calls for three plans if done well and an 

investment in time that most Boards and CEOs do not think about 

or engage in. 
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Life’s complexities and the responsibilities of a new CEO are many, 

including what we carry with us every day, as we forge new and 

innovative paths; often dealing with significant issues, crises, and 

taking on unfavorable positions in order to break patterns that no 

longer serve companies and organizations well.  In general, human 

beings are not great lovers of change. Even good and desired 

change that we initiate needs to be processed. Getting ready to do 

this well requires specific attention to the transition. 

A new CEO’s most recent energy has been poured into maintaining 

the current job, while engaged in the second job of a search. With a  
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successful hire, we must now manage the conclusion of our present 

position, assist our staff through anticipated change, partner with 

the present Board or employer in their shift to a search process, 

while maintaining our existing job and coordinating all of the 

things related to our new future.  

When we undertake a new CEO position, most often, it requires the 

move of a family, the sale of our home and location of a new 

residence, the identification of schools, new jobs for spouses, 

goodbyes to good friends, familiarization with new cities, 

neighborhoods, stores, vendors, and schools, the completion of 

myriads of paperwork and processes for relocation to a new state or  

country, and the establishment of new routines.  None of these are 

small transitions.  All are time consuming. 

Personal transitions are often perceived as noise in the background 

of the “real transition” - getting the organization’s new CEO in 

place as quickly as possible. Staffs chomp at the bit for direction or 

jockey for power in the temporary vacuum.  Boards want the task of 

new leadership implementation to be over so they can delegate  
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issues that have rolled up to them in the interim that they are not 

familiar with handling. Stockholders want to see stability for the 

company. Stakeholders want to know how this change is going to 

affect them. People seek familiarity, searching for the feeling of 

being permanently settled.  

A sense of urgency can build, as everyone tries to rush to comfort, 

and assurances that this choice is a good one, that it’s not going to 

demand more of me, that my job is secure, that we’re not going to 

discover anything we didn’t know under former leadership, and 

that life can quite simply return to normal as known now.     

In the middle of what has been a long process of locating the right 

leader for the company or organization, a simple human factor is 

pushed aside.  The leader, upon whose shoulders so much 

anticipation is being placed, is a human being, with a series of 

significant transitions to make that have absolutely nothing to do 

with any of the issues at the new position. 
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BREATHING TIPS: 

Invest in Interim Time to Close the Chapter 

Regardless of how tenure at previous employment was concluded, 

it’s now a chapter in the past. However, it takes time to process its 

conclusion; to say goodbye to relationships that move from a daily 

basis to occasional and to mentally and emotionally begin stepping 

into relationships with new people.  
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It is as important to leave well as it is to arrive well. Be sure that 

your new employer allows you the time to depart with grace from 

your present employer, in the same way that they would want you 

to do if you were leaving them. 

 a. Give your former company or organization appropriate 

notice if you are initiating the departure, regardless of any 

issues, ill feelings, or how difficult it may be on you to 

remain in place for a while. This is leadership in action.   

 b. Leave documents and organization behind that will allow 

your successor to step into the position without missing a 

beat.   

 c. Write the blogs, social media, articles, and record the videos 

that honor the journey. 

 d. Celebrate with your team the accomplishments you created 

together. 
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 e. Always think about those whom you are leaving behind and 

make it as easy as possible for them to carry on without you.  

They will remain, and their careers are continuing to play 

out where you are departing. 

 f. Help those who are struggling with your departure, be 

available for meaningful conversations, and discuss if there 

will be a future relationship beyond and what it will look 

like.  Are you “just a reference,” a professional colleague, or 

open to a friendship that can develop now outside of former 

professional boundaries? 

 g. Remember that burning bridges never helped to create 

possibility in the future. If your experience has been the job 

of your dreams up until that point, remember it and the 

people fondly, carrying it in your heart.  Duplicate what is 

possible in the next CEO job.  If you are happy to be leaving 

this phase of your career behind, honor the lessons it has 

taught you and the people with whom you served.  The real  
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     value of the experience and the relationships made there 

may show up again in unexpected and rewarding ways in 

the future. Keep your eyes open for later ah-ha’s! 

 h. Be realistic about how much time wrapping up where you 

currently are is going to take, what really needs to be done 

before you go, versus what is going beyond necessity, and 

agree to be accessible to a successor to answer questions 

and support their new role for a reasonable period of time. 

It’s just the right thing to do. 
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Invest in Interim Time to Begin the New Chapter 

 

By the time you have completed all of the home maintenance items 

on the list to prepare your residence for sale, eliminated things you 

don’t want to take with you, wondered how you accumulated all of 

this stuff, staged your home, dealt with the realtor process, found a 

realtor in your new location, flown multiple times to the new 

location to see houses, decided what to do when your house has 

sold faster than you have found a new one, determined whether to 

find an interim place so you can close on your old home, packed up  
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what you need in the interim and stored what you don’t need yet in 

your new destination city, figured out whether the kids are staying 

until the end of the school year or the end of their high school 

career, unpacked at your new home, negotiated the anxiety of the 

driver’s test in a new state, changed your license plates, set up all 

the utilities at your new home , waited for the cable guy to show up 

for at least a week, and finished all of the new home maintenance 

items; you’ve forgotten where you are, why you’re here, and to what 

you said, “Yes!” Even if you have personal assistants to help 

manage through the family’s transition list, someone has to stay on 

top of it and make decisions about everything from what date 

you’re moving to whether you’re putting new granite counter tops 

in your new home once you’ve finally found it. 

Into the middle of this insanity, new employers want you to start 

your first 90 days ASAP, be at the top of your game, meet new 

people, work longer hours, start traveling, talk with the media, 

engage the staff, read encyclopedic amounts of material, plan the 

next board meetings, increase stockholder returns or stakeholder  
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value, suggest how to reengineer major conferences and trade 

shows, increase sales, maximize social media, reach new 

customers, and be at your most creative. 

Your life and your family need you to be present through this 

transition commitment that you have made together.  Take care of 

“the stuff “so that you can honor the promises you have made, first 

to the people you love, and then to the people for whom you will do 

amazing things as a leader. Not only is their well-being your most 

important priority, but the more smoothly the family’s experience, 

the happier you and they will be in the choice you have made 

together.  The long-term pay-off is everyone’s delight with what 

this new experience brings. Distracting and unnecessary drama is  

reduced, as well as the likelihood of interferences when your 

attention must shift to the learning curve as the new CEO; drama  

that can be avoided if you fully play your role in contributing to the 

transition’s success by negotiating the interim time you need to 

begin the new chapter. 
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Invest in Interim Time to Maximize You 

 

We often forget that we have a relationship with ourselves, one that 

is key in order for us to maximize our success as a leader.  It’s 

similar to the mantra about making sure that caregivers take care 

of themselves in order to be useful to others.  At a minimum, 

stepping into a CEO role is going to require at least one year of 

energy expended at a much higher level than “the norm.”  This has 

nothing to do with being a good delegator, communicating well,  
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or being a well-developed leader.  It simply has to do with the 

volume of new information, new relationships, listening, existing 

operations, and competing priorities that require attention as a 

new leader, learns, starts to affect, and begins to steer towards a 

viable future. 

Failing to make time to re-invigorate, fuel up, and rest prior to 

taking on a new assignment is a failure of leadership. It’s a failure 

of personal leadership, a failure to place the appropriate attention 

on self-care, a failure to consider the impact on the family, and a 

failure of board or company leadership in creating an environment 

in which people can outperform by knowing how to support the 

leader they have chosen.   

Longer hours, combined with worn-out and under-developed 

people, result in mentally, emotionally, and physically diminished 

human resources to accomplish our goals.  If during negotiations, 

the leadership is unwilling to invest in your physical, mental, and  
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emotional health and well-being, because they “have to have 

somebody in the seat by…..”, that is not a good recipe for a strong 

partnership in the future.  A leader’s failure to identify an 

environment in which they cannot flourish, and yet promise to do 

so, is a failure of the leader, not the environment. Identification of 

an environment that needs evolving, and agreement with new 

leadership to engage in that process, starts with recognition that 

the investment in interim time for you to maximize yourself is 

priceless. 

Whatever fills your soul, nourishes your body, cleans out your 

mind, and allows your emotions to not guide your actions, do those 

things.  If it is nature, go for a hike every day for two weeks. If it is 

meditating, find a different quiet space and journey to stillness.  If 

it is prayer, go to your Creator and ask for guidance and clarity.  

Pay attention to what you are putting in your body.  Sugar and 

caffeine never drove a long-term leader to a successful life.  If 

writing or journaling allows you to be ready and planned, take your 

laptop or notebook and find some space to reflect. 
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The quality of your leadership is dependent upon you knowing and 

executing in the transition what will best prepare you to be the 

presence that allows others to flourish.  Outcomes will occur based 

on who you are, “how you be”, and what you bring into the space 

that has been opened for your arrival. Use the interim well. 

 

MAKE SOME NOTES BELOW: 
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1. What is the appropriate amount of time needed at my present 

employer in order to leave them in a position for a good 

transition? (Not - What does my contract say?) 

2. What are the top three things I want to be sure to complete for 

the company, organization, my team, and if applicable, the 

Board? 

3. What are the most important insights I can leave behind for my 

successor that will tee them up for success? 
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4.  What can I do to help my present team through my transition 

away from my current role? 

5.  When I look back on this part of my career, what do I want to be 

sure I shared with all of the stakeholders or stockholders in my 

departure messages? 

6. What are the top five things that need to occur for my family’s 

transition to be smooth? 

7.  For my professional transition what can I focus upon to reduce 

stress? 

8. What can I leave behind that can unclutter my life and allow us 

to live more fully in the next phase? 

9. How can I honor those who are going on this journey with me at 

each phase of this transition? 

10. What do I need to pay attention to in this interim, that I have 

not previously, which will help to rejuvenate me (health, spiritual 

life, nutrition, sleep, fun, family time)? 
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11. If I am really honest with myself, am I burnt out?  Do I need a 

vacation?  

12.  What new boundaries will I set as I take on new responsibility? 

13.  What behaviors do I not want to repeat in my new job, which 

have not served me well? 

14.  What did I not do well in my current role that I do not want to 

impact my future CEO role?  What steps do I need to take to 

avoid its reappearance?  

15.  What new habits do I want to take with me that I will start 

practicing now, and which of these would I like to see my new 

team emulate as leaders? 

16.  What skill sets do I need to obtain that would be helpful for me 

to arrive with that are not currently in my leadership arsenal? 

17.  What am I trying not to notice, which is something that I really 

should pay attention to in the interim, and will create a long-term 

benefit if I will just stop and address it? 
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18.  In this interim, do I need some time alone in order to return to 

my peak performance capacity and enter this position ready to 

lead in the way in which I know I am capable? 

 
MAKE SOME NOTES BELOW: 

 

My commitments to me as I enter this new phase: 
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MAKE SOME NOTES BELOW: 
 

My commitments to those I love: 
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WHY	  ARE	  YOU	  REACHING	  
FOR	  THE	  FIRE	  HOSE?	  	  
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BE HONEST WITH YOURSELF!   

Every leader has an ego of some degree.  It’s a matter of how it is 

managed and to what level it leads your actions.  Every professional 

considers their career development and the compensation of their 

talent as some measure of their success, which feeds the ego.   

It’s to what degree these factors drive your behavior and actions 

and where they are in relationship to the leadership trust that has 

been placed in you.  For instance, playing the “like” card to be 

revered can be devastating to the health of a company or 

organization if that is a key driver for you; particularly when you 

are faced with difficult decisions that negatively impact employees 

or customers but are essential for the company’s or organization’s 

long-term viability.  

Everyone wants their efforts to be fruitful, their work to be 

meaningful, and remembrances to be fond, even during tough 

times.   Knowing who you are and why you’re taking this CEO 

leadership role on is critical. Before you walk into the office on Day  
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One, it’s really important to ascertain why you grabbed onto the 

fire hose and are taking on this new opportunity.  Admitting the 

reality, even if it’s just to yourself, will impact how you execute your 

responsibilities, the lenses you look through, and what can be blind 

spots for you. 

There is nothing wrong with knowing that you have always wanted 

to be a CEO or own your own business since your first lemonade 

stand at ten.  What would be unfortunate is a picture in your head 

of everyone doing exactly what you told them to do or firing people 

on a regular basis or seeing them cringe when you walk through the 

office; grinning all the while that you are in control of everyone, 

rich, and “living the dream.” Bad boss stories abound, and you 

don’t want to find yourself on the top of that list for everyone with 

whom you have worked. 

Having drive, ambition, and building teams that can fulfill the next 

consumer desire, cure a disease, or lead masses of people to 

professional fulfillment is not wrong as a CEO.  However, 

pretending that there aren’t personal drivers when you step into a  



© The Leaders Haven, LLC.  2016. All Rights Reserved.	   36	  

 

visible, powerful, influential, and substantial leadership role is 

naive. 

Take a look at this list of questions to get a sense of why you’re 

reaching for the fire hose.  Be honest, as there is no one watching 

you or listening to your answers.  Get to the bottom of this 

leadership question for you before you show up. 

a. Is this what you’ve groomed yourself for all of these years?   

b. Did you step on people to become CEO?  

c. Are you determined to prove that you’re the one that can take 

this brand to the next level?  

d. Do you believe deep down in your gut that you are the savior for 

these troubled times?   

e.  Are you testing your skills?   

f. Is this the mountain that you’ve seen in the distance for years 

that you wanted to scale?   

g. Is the compensation a driving factor? 
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h. Does achieving this title finally prove to people who influence 

you that you’ve made it?  

i. Does this make you the youngest to have ever achieved this 

position in your company, industry, or profession? 

j. Were you in a contest with your peers in the C-Suite, and now 

you perceive you’ve won? 

k. Are you trying to play the game as well as the men? 

l. Are you “the first” in diversity and that matters to you and the 

organization? 

m. Are you unsure that you can do this yet, but the opportunity 

appeared, and you couldn’t say no? 

n.  Do you think this is your last shot at this position due to your 

age? 

o.  Are you afraid that no other company or organization will offer 

you this shot again? 
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p. Are you so committed to the cause and leadership that you feel 

this is your personal mission in life, and it’s finally aligned? 

 

Some of these questions may have hit an unexpected nerve. Others 

may have seemed insensitive that the author would even think that 

this could be a facet of why you said, “Yes.” Pay attention to your 

reactions to these questions.  It is where you will find the honesty 

that you need to recognize, which will protect you from erring in 

the position, and about which you may need to remain self-aware. 

Reaching for the stars when you are given the opportunity to lead 

can be an extraordinary experience. The feeling of soaring to the 

sky with possibility, the right people on the bus to go on the journey 

with you, and the chance to be a great steward of resources, 

mission, and innovation can be breathtaking. Steering something 

to new heights, achieving unexpected brilliance, dominating 

marketplaces with quality, solving human problems, and serving 

can be intoxicating as long as we never forget...  

 



© The Leaders Haven, LLC.  2016. All Rights Reserved.	   39	  

 

 
MAKE SOME NOTES BELOW: 
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BREATHING TIPS:  

 

 

This often over-looked exercise is something that would serve you 

well to work through with your executive coach, both during a 

search process and leading up to taking the reigns of a new CEO 

position. 
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1. Ask your coach to share observations over time of any 

drivers that may be there, which you are not admitting. 

2. Keep a journal of your thoughts after accepting the position 

and see what surfaces that you may need to consider. 

3. Keep a list of the altruistic reasons that you are working in 

this position. 

4. Keep a list of the benefits you receive personally by working 

in this position.  This does not have to only be about perks 

(though it should include them). It can also be a gratitude list 

that includes things like: 

a. the opportunity to develop other people 

b. the chance to test my endurance for challenges 

c. the opportunity to learn new skills 

d. the impact of our products on helping people 

e. innovating to solve the world’s problems 

f. providing leadership experiences for others 

g. modeling success for my children 
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A.  What will stewardship of the company/organization’s future 

look like under your leadership?   

B. What example will you set for those watching your every move in 

the transparent fish bowl? 

C. What are your honest motivations for saying, “Yes” to the CEO 

position? 
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D. What will others’ assumptions be about your motivations for 

becoming the CEO based on the behaviors they witness and 

experiences they have working with you? 

E. How will you monitor your own reasons for stepping towards the 

fire hose - both altruistic and personal? 

F. What boundaries do you not want to cross as you lead? 

G. How will you honor “nurturing, protecting, and maximizing the 

expected results?” 

H. Why do you do what you do? 

I. Who are you, not what do you do? 

J.  What will matter about your presence after your tenure here is 

over? 

K.  How often will you commit to returning to revisit your initial 

motivations to remain certain you are on track? 

L.  What ego modifiers are you putting in place? 
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M.  Which of the questions in this chapter hit a vulnerable spot for 

you?   

 a. What did you notice about that, and what will you do differently  

     as a result?	  

	  
MAKE SOME NOTES BELOW: 
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THE	  FIRE	  HOSE	  	  
IS	  POINTING	  AT	  YOU!	  
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CONGRATULATIONS!!!!!   

You have jumped through countless hoops, dazzled the leadership, 

and successfully completed exhaustive negotiations. The future of 

the company or organization you have said, “Yes” to is now in your 

hands, along with your employees, customers, Board, members, 

donors, sponsors, affiliated organizations, members’ customers, 

legislators, regulators, media, and any of the millions of people 

watching what you are doing every day on social media. Welcome 

to the fish bowl! 

The first 90 days can feel like drinking from a fire hose with 

everyone noticing your focus, moment by moment, alert to your 

body language, tone, who you talk with, and who you don’t, 

hundreds of people wanting to meet you, staff directing your 

attention to their projects, emails piling up, media wanting their 

first interviews, blogs, videos, and social media feeds to be 

nourished as you communicate with new audiences, and 

appearances to be made at regularly scheduled events.  Regardless  
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of your skill, fluency in leadership, past experiences, or confidence, 

the first year cycle of leadership in a new environment is a steep 

learning curve straight uphill - and everyone has an opinion about 

how you should accomplish it and how you’re doing.   

Despite your homework, familiarity with the issues, and affinity for 

the people, if you have never been accountable in the CEO’s chair, 

you have never known what it is to lead from that perspective. You 

may very well have led successfully in numerous arenas, and you 

may be an established or renowned leader. However, the CEO 

position is unique in its experience. The repositioning of the fire 

hose away from you, dialing down the flow, and controlling its arc 

are keys to your success.	  	  

If you have led as a CEO before, your challenges are to determine 

which skill sets, knowledge, and experience you have used in the 

past to make a successful leadership tenure fit into this position; 

and more importantly, which do not.  Which of your beloved 

methods will be exactly the wrong ones to use for this company’s or 

organization’s location on the evolution spectrum of its life cycle?  	  
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Which of your least favored tools will actually be the ones that 

could make a fundamental difference to the results of your work?  

Which have you tested so far and how is your leadership team 

responding? How do you go about assessing potential impacts 

while the information is gushing at you?                              

If this is your first CEO experience, one must fight hard against 

what a survey published in the Harvard Business Review describes 

as the number one CEO fear - THE IMPOSTER SYNDROME.1 It 

can manifest in a simple nagging lack of self-confidence all the way  

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
1	  “What	  CEO’s	  Are	  Afraid	  Of,”	  Harvard	  Business	  Review,	  Roger	  Jones,	  February	  24,	  2015,	  
https://hbr.org/2015/02/what-‐ceos-‐are-‐afraid-‐of.	  



© The Leaders Haven, LLC.  2016. All Rights Reserved.	   50	  

 

to self-destructive behaviors. Along the way, you may hear yourself 

asking things like: 

1. What if I’m not ready?   

2. Does the staff see my weaknesses?   

3. How do I identify what is CEO work and what is not?   

4. How do I balance asking the operational questions necessary 

to get a handle on everything, evaluate what is running well, 

who is capable, and not create trust issues?  

5. Where do I push back to the Board of Directors on role 

clarification versus risking losing political capital early in my 

tenure?   

6. How do I determine who is jockeying with the new boss for 

turf, power, or testing me versus bringing significant issues to 

my attention?  

7. How do I stay strategic when there is so much to be addressed 

operationally? 

8. How do I balance short-term gain and long-term vision? 

9. This is just not what I expected. 
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Make no mistake about it, saying, “Yes” to a CEO position is a big 

deal.  You are ultimately responsible, either as a company owner or 

as a partner to a Board of Directors, for achieving the desired 

outcomes with a team of leaders. In today’s world of complexity, 

speed, and changing dynamics, it takes way more than a village to 

dream powerfully and execute smoothly with precision and 

innovation, while exceeding expectations. 
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On the other hand, if you’re the type whose nervousness about a 

new role manifests in over-confident behavior that can be 

interpreted as arrogance, watch out. No one is going to bond with a 

know-it-all, enthusiastically shift towards the new vision, and give 

their best performance as a result.  

Your team is looking for signs from you of what is going to change, 

what behaviors are allowed, what information you need, how you 

make your decisions, who gets to be part of the decision-making 

team, what you will and won’t tolerate, exactly what you are 

focused on, what resources you provide to support their work, and 

exactly what your arrival personally means to them.   

Not only do you have the fire hose pointed at you with the steep 

learning curve to climb, every single person on your team is asking 

these questions. They are all going through the experience of 

something dying and something new being born, regardless of how 

many times you may say, “We’re not making any big changes in the 

first six months.” It’s quite simply untrue.  Your arrival and daily  
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presence is a significant change, and a six months moratorium on 

change, doesn’t make it so or ease anxiety. It simply creates a gap. 

Your team will continue looking for evidence regarding what is 

coming at the end of that six months. 

Staying in constant communication with them, helping them to 

understand what you are assessing, providing them with insights as 

you have them, with facts to support the issues, and inviting their 

assistance in analyzing with you as you learn, helps you and them 

to manage the fire hose that will start flowing both ways through 

this initial process. 

Remember too that your “Yes” was also to the economic 

ramifications of either excelling or failing, which impacts the 

quality and availability of your products and services, the livelihood 

of all of the employees and their families, and their dreams of 

making a difference.  When the mantle descends, don’t think or 

behave as an impostor, dial down the force of the fire hose, control 

its arc, and choose wisely.  
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MAKE SOME NOTES BELOW: 
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BREATHING TIPS: 

 

1. Maintain your personal practices that allow you to 

function at your best. 

Despite the acceleration that occurs when you step into a new 

leadership role at this level, it is critical to pay attention to what 

helps you operate at your A-game all the time. 
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a. Sleep  

b. Exercise 

c. Prayer, meditation, stillness 

d. Eating nutritionally 

e. Professional development 

f. Stress reduction 

g. Social life 

h. Family-focus 

i. Friends 

j. Spiritual life 

Aside from keeping you at peak performance, you are role 

modeling best practices in leadership from your first day.  It is 

critical that you demonstrate what you wish your team to also 

incorporate as leaders of their lives and contributors to the 

strategic plan.  

For those who are becoming CEOs with a Board, this will also 

indicate to them the commitment you have to self-care as a  
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component of being a great leader. How you take care of yourself 

should be a reflection of how you will take care of your people, as 

well as the balance you expect to be a value, so that you have 

winning capacity for the long haul and can attract employees. 

2. Stay in touch with other CEOs during this transition.   

They can help you see things from a third party’s perspective, give 

you encouragement, and assist in spotting potential issues. While 

you and they may have stepped into their CEO roles with 

confidence, everyone second guesses something during this time - 

whether it is their initial decisions, being up to the task, wondering 

if the team can pull off the magnitude of what is before them, and 

so on. Recognizing internal self-talk and putting it in its proper 

place is essential. 

3. Keep those executive coaching appointments.   

There is no time during which you need your coach more than 

during times of transition.  Having a fellow traveler who is FOR 

you, who can ask tough questions, and will keep you focused is key  
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to your success during this time.  If you don’t have a coach, there 

will never be a better investment, nor a better time than now, to get 

started. Coaches can help you see your blind spots, question your 

assumptions, align priorities, and keep you in balance as you tee up 

for success.  It’s easy to psych yourself out in this stage.  Your coach 

will help you keep perspective. 

4. Remember, this is only a point on a career path. 

It’s not your life, not your family, not your health, not your 

relationship with God.  While you may love what you do, be driven, 

always have accomplished more than others expected, and 

anticipate having great success, if that does not occur for whatever 

reason, you can move to the next phase, career, company or 

organization that will appreciate you, fit your skill set, and match 

the lifestyle that you are seeking.  Do your best, assess your own 

contribution in the context of what you desire to achieve in your 

life, and don’t worry about all of the opinions.  Not everybody will 

like you, agree with your decisions, or view your tenure in the same 

way.   



© The Leaders Haven, LLC.  2016. All Rights Reserved.	   59	  

 

 

1. What is the one action I can take with each audience (client, 

customer, member, staff, Board, partner, vendor, donor, 

sponsor, advertiser) that allows them to be heard early in my 

tenure?  

____________________________________________

____________________________________________

____________________________________________ 
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2. What communication tools will I use to keep the dialogue going 

both ways, while I continue to gather information and learn? 

a. Videos  

b. Social media 

c. Blogs 

d. Emails 

e. Meetings 

f. One-on-ones 

g. Receptions and events 

h.  Skype 

i. Surveys 

j. Anonymous suggestions 

3. How can I identify any crisis issues early on so that they can be 

handled and don’t define my arrival? 
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4. What techniques will I use to learn about my team as people and 

leaders? 

a. Personality assessments 

b. Conversations off-site in relaxed atmospheres 

c. Sitting in on meetings they lead with their teams 

d. Personnel file reviews 

e. Staff surveys 

f. Staff meetings 

g. Hanging out in gathering areas 

h. Visiting each office location to see what their daily lives are 

like 

i. Bringing them to the main office to be part of kick-off 

meetings 

j. Riding with the sales team to see how we communicate 

with our customers 
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5. Who are the key clients/customers/members that I should meet 

or reach out to in the first 90 days? 

6. What am I hearing most often from them that confirms we are 

on target?   

7. What am I hearing most often that may require addressing?   

8. Am I hearing the same things from our employees and our 

customers?  

9. Are the employees tuned in to the clients/customers/members? 

10. When staff leaders share their top priorities, how aligned are 

they with the strategic plan for the year? What does this tell me 

about the communication of our strategic focus, the likelihood of 

our success, and any adjustments that may need to be made? 

11. Which staff members are seeking me out, and why?  

12. Which staff members are holding back, and why?   
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13. Which staff members are collaborating and leading versus who 

has the titles? 

14. Who is helping me manage the fire hose versus trying to 

control what information comes to me ,and who has access to 

me? 

 15. What is my plan to maintain my personal practices during this  

     on-boarding time, which will support me as I take on a new   

     leadership role? 

 
MAKE SOME NOTES BELOW: 
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CELEBRATIONS!	  
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HONOR, WELCOME, AND CELEBRATE! 

 

What one hopes for is that the company or organization that has 

just hired you does not stop its on-boarding process of at the point 

of your selection.   

Yes, you are the CEO/President & CEO/Executive Vice 

President/Executive Director/Chief Staff Officer. However, you 

are primarily a CPO – a Chief Partner Officer.  Your success 

will be ensured by the relationships you create with those whom 

you build the most indelible partnerships – the Board, the staff, the 

members, the customers, the donors, the sponsors, the affiliated 

organizations, the legislators and regulators – whomever your 

parties to success are in the concentric circles in your company or 

organization. 

Your primary partner – the Board of Directors – has now 

completed one of its most important jobs, selecting the leader with 

which it will partner to achieve the vision of the company or 

organization.  However, it has a secondary and equally important  
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task to complete upon your arrival, which is to set you up for 

success.  

Unfortunately, as soon as the Board has approved the 

recommendation of the Search Committee, signed your contract, 

held a reception, and returned to their day jobs, often the on-

boarding process may be left to you to figure out.  They have 

welcomed you into their culture without giving you the handbook 

on the consumer/shareholder culture, the member/stakeholder 

culture, the donor culture, the good corporate citizen culture, or 

insights into their perceptions of the staff culture. It’s as if what 

was uttered as they shook your hand is, “You’re a CEO - get on with 

it.”  Which is true.  They have hired you to get on with it – IN 

PARTNERSHIP WITH THEM. 

Depending upon the circumstances that led to your hire, they may 

be relieved this “task” of identifying a new leader is over; not 

recognizing that it is simply Phase I of a continuum, with the next 

simple step being a celebration to acknowledge your arrival and the 

beginning of a new era. 
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There are three key components to a well-managed celebration:  

honor, welcome, and celebrate!!  With the arrival of new 

leadership, there is always the temptation for some to feel 

disenfranchised just because change means things are not going to 

be the way they were.  The leader will not be the same.  The 

leadership style will not be the same.  The goals may change.  How 

work gets done may change.  Products and services may be 

dropped or new ones developed.   

In an arrival, what should always be included by a new CEO, 

company owner, or a board, in speeches, articles, videos, blogs, etc. 

is an honoring of “from whence we have come” and who was part of 

getting us to this point.  “We’re building on past successes.....We’re 

leveraging our position now to.......We thank those who have gone 

before us and laid the foundation for......” Using language that 

embraces everyone allows all to feel good about their contributions 

and frees the company or organization to step into the future.  

Make everyone know they matter in your eyes and in the 

continuum of the mission! 
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That doesn’t mean that if you have some tough news to share that 

you should keep people in the dark and not share the facts.  Simply 

do so while honoring the past by creating hope for how you are 

going to move forward, enlisting everyone in that process and 

giving them a roadmap to help. 

If the playbook is not handed to you for how to honor, welcome, 

and celebrate, be ready to share some ideas with the Board, and 

then your staff, about how to manage the arrival of a new CEO and 

CELEBRATE! 
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The formal welcome of a new CEO by those in prominent related 

roles, by staff, by stockholders or stakeholders should be 

orchestrated carefully.  It has an internal impact on those who 

receive leadership on a daily basis, is an opportunity for publicity 

for the company or organization, and should be an external 

integrated reflection of the strategic vision. Below are a few things 

to consider yourself or to share with your Board: 

1. While the Chair is generally the primary point of contact in any 

given year, this is the time for all Board members to make a 

courtesy call to the new CEO in the first month of employment.  

Never underestimate the power of a welcome:  Skype and phone 

calls, cards, letters, notes, e-mails, lunch, personal visits, and 

etc.  

2.  Appoint a Transition Committee to work with the new CEO and 

have the Board provide or make arrangements for much of the 

following information, formally or informally, to reach the new 

CEO within the first two weeks. 
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3. The Communications Director should develop a press release to 

celebrate the selection of a new leader, approved by the incoming 

CEO, and distribute it to the following: 

• All stockholders/stakeholders/members/customers 

• Key vendors 

• Strategic alliances 

• Local newspapers & CEO’s selection 

• Related industry trade publications 

• Website and social media 

• Industry associations  

• Industry publications  

• Grantors 

• State and Federal legislators 

• PAC contributors for the last 3 years 

• State or Federal government agencies  

• Consultants 
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4. The Communications Director should also conduct an interview 

with the incoming CEO for a feature in publications 

corresponding with their arrival, as well as a feature by the 

Board Chair creating momentum of what’s to come with a new 

leader. 

5. The Digital Strategist should build a short and long-term plan for 

social media and the web site, announcing the CEO’s selection, 

preferably including video, heralding the arrival of the next 

leader.    

6. The CEO should draft an arrival message for each of the 

publications, corresponding to the month of arrival, as well as a 

message for the web site, videos, blogs, and social media outlets 

to continue the momentum of new energy, ideas, and vision for 

the company or organization. 

7. Board members should be assigned to make introductions at the 

first public events for the company, industry, or organization to 

facilitate relationship building for the CEO.   
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Stakeholders/Stockholders need to see the Board’s confidence 

overtly expressed at the first “outings,” which builds excitement, 

engagement, and enthusiasm for the next phase. 

8. The Board should assist in identifying priority business and 

industry meetings to attend in the first year of leadership, 

expanding the company or organization’s reach and influence 

with the background of “look who we have leading us!”  It’s part 

party and part “we’re serious competition!” 

9. The Board should identify priority associations, organizations, 

and people to help the CEO target whom to get to know and why. 

Everyone wants a look at who has been chosen and to validate 

for themselves there is reason to be happy. 

10. The Board should identify challenging stockholders, members, 

individuals, and long-term problems.  Share history to help the 

CEO navigate through a mind-boggling amount of information. 

Keep the party going, and minimize distractions that can cramp 

the momentum gained when new leadership arrives.  
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11. Don’t leave out the dirty laundry unintentionally or 

intentionally.  Help the CEO avoid potholes and mud puddles 

that could unnecessarily consume time or create situations that 

could irrevocably affect long-term effectiveness.  Privately 

celebrate that these are in the past, and do everything you can to 

keep these matters in the past. 

12. Help the CEO fit in.  Invite the CEO to join you for meals, 

meetings, etc.  You know the culture and the protocol. The new 

person does not know what the “norm” is, unless they were 

internally promoted.  No two companies or organizations are 

the same, so what the person came from is not going to be an 

aid in adapting to a new culture. When the cliques that every 

company or organization has forgets to be intentional about 

hospitality to the new CEO, it can become a habit that removes 

celebration as a culture trait. 

13. Jointly identify goals for the first ninety days, six months, and 

the subsequent year so that immediate and long-term 

expectations are clear. It’s a fine balance between helping the  
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CEO with useful information and not providing enough time to 

wade through a huge learning curve.  Be open and honest with 

the needs and the Board’s expectations.  People want to be 

successful.  Help your new CEO by keeping communication 

open and clear and by setting realistic expectations. You’ll have 

much to celebrate continuously as a result. 

14. Trust your judgment in hiring a dynamite new leader.  Get to 

know the person you’ve had the good sense to hire.  The payoff 

will have long-term benefits. 

15. Celebrate every chance that you get throughout these processes. 

Always consider the positive impact your celebration will have 

on those you seek to influence for your company or 

organization’s well-being. 
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BREATHING TIPS:	  
	  

	  
 

A. Relieve anxiety by providing the stakeholders with 

information about you prior to your arrival, including the Board’s 

vision on how you will partner, get work accomplished, and the 

course for the organization or company.   
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B. Communicate and celebrate to mark a new era  

 

 

a. Social Media Campaign  

  i. By the Company or Organization 

  ii. By You 
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 b. Videos 

  i.       By the Company’s Leadership to Welcome You                   

  ii.      By You to Get to Know You and Your Style 

 c. Blogs 

  i. The Company’s 

  ii. Your Company Blog 

  iii. Guest Blog on Affiliated Organizations’ Blogs 

          d. Receptions or Dinners 

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  e. Major Conferences or Meetings: Set aside a special event   
              or address 
 
 

f.  Introductions to all key players by a board member   
 
           

 g. Press Releases 

 h. Prepare lists of mud puddles to avoid and open issues that 

may come up in conversations.   
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 i. Provide opportunities for you to meet with those who are 

invested in old wounds to put allow them to be heard and to 

put some salve upon them. 

MAKE SOME NOTES BELOW: 
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1. As Chief Partner Officer, how can you be a connector to as many 

parties as possible in the early days of your arrival?  

2. What are the past successes, which are building blocks of the 

future, to honor and celebrate in your first messages? 

3. Who are the people to thank and recognize for their 

contributions who can become champions for the next era? 
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4. What is the image that you want to create as you work with the 

Communication Director, Digital Strategist, and media outlets 

and create videos, social media posts, and etc. that ensures 

celebration of the company or organization, its future potential, 

and the leadership contributions you intend? 

5. How can the design of your arrival communicate the leadership 

style that you plan to implement? 

6. What role will celebration play throughout your leadership with 

the Board, your team, and the company’s or organization’s 

future. 

7. What would happen if you set up a competition within your team 

to seek things that can be celebrated on a regular basis to share at 

each staff meeting?  

8.  What style of welcome and celebration are you personally 

comfortable with, and how will you communicate that in advance 

to your company or organization’s leadership? 
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HOW	  MANY	  FIRE	  HOSES	  ARE	  
POINTED	  AT	  YOU?	  
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NOW THAT’S A SURPRISE! 

When arriving at a new CEO position, if honest with oneself, there 

is already an internal dialogue about all there is to do and the 

desire to succeed before a whole host of well-wishers and people 

who are watching you. On top of that, there is the list of the Board’s 

expectations, or as a new company owner, the metric targets we 

have laid out for success over the next year.   

Excitement and energy from the new opportunity fuels our first few 

weeks.  Meeting new people and hearing their hopes and dreams 

can be inspiring as customers, members, employees, Board 

members, donors, vendors, and alliances share their visions for the 

future.  Possibility screams loudly, as we log all of the insights that 

flood towards us. 

Along with the things that create momentum in these early days 

may also be some things we didn’t expect to hear.  There may be 

problems that weren’t shared in the interview process or when we  
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made our deal to take over a company.  There may be people who, 

at first review, don’t seem to be aligned well with the level of skill 

that will be needed for the next evolution of the organization.  

There may be people who just don’t fit in with the culture that 

needs to be developed for the kind of success that you are seeking 

to create with them.  There may be old technologies that require 

massive change in how processes and systems work, which require 

employees to learn new skills or to perform a majority of their 

responsibilities in completely different ways. A culture of 

innovation may be absent. 

No matter how well the dating goes, whether you’re buying a 

company and have jumped through all the legal hoops or worked 

with a search committee, search firm, or Board of Directors, there’s 

due diligence and then there is reality. Intentions are usually good 

by all parties, but a complete picture of an operation in advance of 

commitments is still challenging, whether it’s getting the complete 

financial picture, knowing where there are personnel challenges, or 

clarity on the next steps of a vision. 



© The Leaders Haven, LLC.  2016. All Rights Reserved.	   85	  

 

In some cases the issues stem from a lack of role clarification 

between the Board and staff or a misunderstanding about who is 

entitled to information and what should be shared. Staff may not 

have kept a former CEO fully informed, and therefore, the Board 

wasn’t informed. A former CEO may have intentionally prevented 

the Board from having access to key information. A Board may 

have had information but failed to act on it and still doesn’t 

recognize the issues that need to be addressed. A company CFO 

may not have interpreted the financial signs appropriately.  

Auditors may be insufficient. Operational deficiencies may need to 

be managed.   

Whatever the issues are, they must be identified and managed with 

transparency and sometimes speed. Most importantly, your eyes 

have to be peeled for the surprises so you can get a handle on 

whether there is the one fire hose of possibility that you have to 

manage or a whole host of others that could get in the way of 

possibility. 
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A host of factors can impact your experience when the fire hose 

gets turned on. In fact, there may be a lot of hoses involved.  Work 

your way through the following as a beginning to determine how 

many fire hoses are pointed towards you.  
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1. Are you a first-time CEO? 

2. Did you get promoted internally? 

3. Did you come from outside the organization/company with 

credentials in the profession, industry, or not-for-profit? 

4. Did you come from outside the organization/company without 

credentials in the profession, industry, or not-for-profit? 

5. Are you a family member?   

6. Are you NOT a family member? 

6. Did an internal candidate get passed over? 

7. Could you be perceived as too young? 

8. Could you be perceived as too old? 

9. Are you a man or a woman? 

10. Which generation are you from? 

11. What other biases play into the perceptions formed prior to 

meeting you? 
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12. What are the demographics of the audiences that your 

leadership will impact? 

13. What was the experience of the former CEO?  

14. What was the tenure of the former CEO? 

15. Why is a new CEO being hired? 

16. Is there an existing strategic plan, and is it being executed? 

17. Does the Board/Family/Corporation operate from partnership? 

18. Are there financial issues at play – known or unknown? 

19. Is the business’ environment crisis management, growth, 

evolution, or maintenance? 

20. Is the internal infrastructure sound for the current operation 

and being enhanced for the future vision? 

21. What role do former leaders play in the company or 

organization, officially and unofficially? 
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22. Is the staff well-developed, think they’re well-developed but 

they’re not, or will you need to assemble a new team? 

23. What complementary and essential strengths do your key 

players have as leadership partners to you?  What is missing? 

24. How do your competitors view your company or organization?  

Is your arrival a threat? 

25. What strategic alliances/partnerships are essential to your 

success? What is their status? 

26. Is there common language that everyone uses for the vision of 

where the company or organization is headed? 

27. Do they know where they fit within the implementation of the 

vision? 

28. How realistic are the new strategic objectives, based on your 

initial response to these questions? 
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                           MAKE SOME NOTES BELOW: 
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This is just a sampling of questions, the answers to which can help 

assess how many fire hoses you need to manage upon your arrival.  

Possessing the answers may make one more informed, but it does 

not necessarily impact the outcome positively.   

Your default leadership style may, or may not, make you an 

effective leader in this new environment, and it may, or may not, 

make you a beloved leader. Choose wisely which outcome you seek, 

and identify whether the circumstances will allow you the luxury of 

both. 

Recognize that you will continue to amass additional information 

that will require fine-tuning to accommodate the expectations and 

issues as you gain a fuller picture.  Note that the style required 

upon arrival may not be the style needed for the long-term.  Be 

prepared to adjust accordingly, teaching your leadership team and 

Board to expect alterations and to be ready for their own 

adjustments. 
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BREATHING TIPS:  

 

1. Identify as many factors as you can that are impacting your 

arrival into the CEO position.   

2. Make sure you are cognizant of your default leadership styles 

prior to taking on a position of this level, and know your 

strengths and weaknesses in executing them. 
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3. Look for patterns in the information you are receiving, both 

factually and anecdotally, to help create a clear picture of reality. 

4. Set aside time every day to take a break.  You can’t learn it all in 

a day, and you must maintain your stamina in order to function 

well.  

MAKE SOME NOTES BELOW: 
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1. What key issues are appearing over and over again regardless of 

whether you speak with a customer, employee, volunteer, board 

member, or vendor? 

2. Who is trying to get your attention repeatedly and why?  

3. Who is blocking information that you need in order to be 

effective? 
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4. What is a real crisis, being made into a crisis, or distracting you 

from your real role? 

5. Are new hoses appearing on a regular basis, and if so, are you 

able to determine why there is a constant flow of additional 

issues, circumstances, and etc. appearing?  

6. Is anyone trying to distract you from focusing on what can bring 

success by presenting you with new hoses instead of getting on 

with the changes you have proscribed? 

7. Who are the top 20 influencers, customers, champions, and 

message carriers you need to know in the first 90 days to 

evaluate the information coming through the fire hose? 
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THE	  CULTURE	  BLAST	  
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THIS IS HOW WE DO IT! 

When you arrive at any company or organization, there is the 

intention that was expressed in advance, the description of what is, 

the vision of what will be, and hope.   

Despite everyone’s questions, multiple conversations, attempts at 

due diligence, and desires to align everything in advance, there is 

also the inevitable culture gap between what is perceived and 

communicated by a variety of people to you and what must be 

experienced before it can be understood.  Often those with whom 

you are interacting do not experience the culture themselves on a 

daily basis and may nod their heads in multiple assurances that all 

is well, when in fact they may be unaware of, or unable to 

recognize, key culture issues that are holding the company or 

organization back. 

For those who will be impacted by your arrival, their anticipation 

can range from the enthusiastic hailing of a desired culture 

evolution to match their personal idea of “how things ought to be  
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run around here,” to a desire for more transparency, to seeking 

alignment with the strategic plan, to wanting more consistency 

with the changing workforce, to hoping for more diversity and 

inclusivity, to appealing for more technology integration, to praying 

you recognize that virtual is no different than in-person working, to 

keeping their fingers crossed you bring more collaboration, to 

getting their individual voice heard more, and on and on.   

How people perceive culture can remain very individualistic 

without attention directed to creating, articulating, and living it 

from a core set of values, which are then repeatedly expressed in 

behaviors and managed equitably across an organization. 

Your job is to assess the existing culture and map it to the strategic 

direction for the future, co-designing it to allow teams to flourish 

and execute on this vision.  In some cases, it may only require 

tweaking.  In other cases, it is time for a new culture.  Outdated 

ways of doing business internally can sabotage any hopes of being 

relevant to customers who are counting on, not only the quality of 

your products and services, but the comfort of knowing  
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that you demonstrate who you are consistently, regardless of where 

they interact with your organization. 

This means on a daily basis that if they contact your customer 

service department, their experience to resolve an issue will be with 

the same speed, genuine desire to assist, and interest in their 

feedback as when the sale took place.  It also means that if they 

speak to someone in the accounting department about a payment 

they have already made, for which they are still being billed, that 

the assumption is not that the customer is dodging payment but 

that there is a systemic problem that must be isolated and 

addressed.  Maybe, it’s a technology issue.  Perhaps, it’s an 

employee training issue.  Maybe, it’s a coding issue.  The bottom 

line is that if the culture is seen to be responsive in partnership 

with the customer, across every aspect of the organization, you 

have a winning culture being reflected externally.  

How do we go about ascertaining what culture is and whether we 

have a good one or not?  Internal culture is a lot like the external 

brand - those experiencing it assign it to you.  
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Starting with your team is a great place, remembering that in very 

large organizations, your team’s experience of culture is largely 

going to be felt in their experience of their immediate team leader 

and colleagues.  You can quote your company’s values statements 

all you want, but if your leadership team is not living it and 

accountable for it, the employees are not going to believe it.  

They’re also not going to carry it out when they’re dealing with your 

customers. 

Start by listening, questioning, listening, questioning, and more 

listening; remembering that listening does not mean promising 

resolution in the way that they hope for or perceive is the 

appropriate solution from their vantage point.  It does mean 

genuinely allowing people to be heard and being open to their 

perspectives.   

 
Unfortunately, a culture can be so out of alignment with its 

intended future that those who choose not to get on the train bound 

for success just may have to go.  They may be part of the culture 

problem.  You won’t know until you have listened and listened  



© The Leaders Haven, LLC.  2016. All Rights Reserved.	   102	  

 

 
some more. By doing so, you will discern which issues are systemic 

process matters, which are individual professional development 

issues that you may, or may not, have time to rectify; and which are 

 

dysfunctional attitude or behavioral issues versus an overall 

misaligned culture that you can come to conclusions about actions 

that must be taken to establish and maintain a sustainable culture to 

ensure future success. 
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If you have been promoted internally to the CEO position, you may 

have known some of the team for a number of years.  You may have 

watched outperformance happen by some key players, and yet, they 

may now be exhibiting signs of wanting things to be as they were in 

the previous heyday.  Technology has changed.  The workforce has 

changed. Complexity has arrived.  Generations must collaborate.  

Innovation must accelerate.  Relevance is at stake.  If they choose 

not to step into and assist in designing the culture that allows your 

company to advance, they may not be your out-performers for 

tomorrow. 

If you have been hired from outside, know that there is what people 

tell you as you listen, and there is what you must discover over 

time.  What you are told has to do with what the company mantra 

has been or what they would like it to be.  What you must discern is 

not necessarily shared openly but valued deeply - the intangible 

traditions, the way the company and people are honored, how they 

celebrate both formally and informally, the shared stories that 
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bind the teams together, the style of a former leader, the amount of 

time they get to interact with you, what their role has previously 

been, and the list goes on. Some or none of this may be how you 

will organize a team for peak performance in relationship to your 

leadership.   

Recognize that culture is not something that is created in isolation 

from strategic direction clarity.  An organization that is responsible 

for standard setting, regulation, and rule following is not going to 

value flexibility, missing deadlines, and debating every facet of the 

standard. In contrast, a company that is a trendsetter will need to 

have ears to the ground on social media, watch the buying habits of 

not only their current customers but new marketplaces they wish to 

enter, and be nimble in turning on a dime to capture opportunity.  

Their dependence upon innovation, speed to market, and customer 

communication drives flexibility as a key cultural value. Be sure 

you have your vision well outlined before you design a 

corresponding culture and most definitely before you build 

structure. 
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Remember that there may be others who are trying to tell you what 

the culture of the organization is, but they may only have an aspect 

of it.  For instance, a Board may have an opinion about what the 

staff culture is based on their limited interactions with them.  

Depending on where the organization is in its life cycle, how an 

individual wishes to be perceived, or where they are in accepting 

change could impact how a staff person interacts with a Board, and 

therefore the Board’s perceptions.   

Take it all in and make your own judgment calls as the leader. You 

are charged with the responsibility for the impact of the culture 

blast - pointing the fire hose in the right direction, determining 

how many hoses are needed, adjusting the flow, selecting others to 

guide the hose(s), and deciding to whom you can delegate holding 

the hose(s) at different times.  This modifies the culture and also 

helps to provide parameters, consistency, boundaries, and support 

to those whom you entrust with executing the vision so they can 

step securely forward.  
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Affecting the culture in a positive way frees up all the players to do 

their best work, to experience alignment in how what they do 

affects the outcomes, and to be assured that they matter. Over time, 

they will self-manage their own actions and orient new team 

players into “this is how we do it”, and “this is why we do it this way 

here.”  Don’t confuse this with the negative mantra of “we’ve always 

done it this way, which is a barrier to healthy cultures and vibrant  
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futures.  Sustainable cultures continue to evolve in direct relevance 

to the vision, which is why strategic clarity is the first essential 

variable in culture development, implementation, evolution, and 

relevant sustainability. 

Keep in mind that right now, you do not have the luxury of making 

people wrong, if due to nothing more than to the changing 

workforce demographics.  With the massive retirement of boomers, 

the leadership developmental phase that millenials are currently in, 

and the small numbers of Xers in-between, you are competing for 

qualified employees from a smaller pool over the next 5 to 10 years.  

There is room at the table for all voices, and part of the cultural 

value to instill is respectful contributions from all.   

We must stop making each other wrong with regards to how we do 

work and communicate, and instead, start teaching each other and 

cross mentoring.  Opening ourselves to understanding that the 

differences are fundamental and can be informative to all 

generations is a cultural imperative of companies and  
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organizations until we are through this transition.  As CEO, your 

leadership of this cultural impact will either transform or 

submarine your teams. 

	  

When culture aligns with strategic direction and all players are on 

board, the heights to which an organization can go are 

immeasurable. It affects individual attitude, functioning from   
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positivity, seeing possibility, seeking out other team members who 

can add value to a developing idea, and executing  

at levels no one would have dreamed before.  The culture blast 

either freezes out potential or opens the door to the future in a way 

that empowers all to contribute.  It leads you towards a flood of 

innovation that exponentially creates value for those who are 

creating the products and services, as well as your customers, who 

benefit from their design.  Unleash success when the hose pressure 

is maximized by aligning your culture with your strategic intention. 

 

The moment that others own it, you will hear your own words 

coming back to you.  It is in that moment that the culture is 

transformed, and they own it.  They will be co-creators of their own 

experience with your company and the strategic implementation. 

Your job then will be to see that it continues to evolve in step with 

the ever changing vision through time. 
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BREATHING TIPS 

 

Capture every element of the company’s or organization’s culture, 

creating a visual of what makes it up: 

1. Traditions 

2. Stories (overt and hidden) 

3. Celebrations (personal and company anniversaries, birthdays) 

4. Hiring practices 

5. Termination practices 

6. Awards 
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7. Benefits 

8. Branding 

9. Behaviors modeled or tolerated 

10. Leadership and professional development investment 

11. “How we do things around here” 

12. Promotion practices 

13. How we value and treat our customers 

14. Strategic visioning participation 

15. Integration of technology 

16. Perspective - growth, maintenance, innovation 

17. Inclusive or exclusive  

a. Hiring 

b. Communication 
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c. Financials 

d. Meeting participation 

e. Collaboration 

18. Communication delivery mechanisms  

a. To employees 

b. To customers 

c. To governance (board) 

d. To regulatory/legislative bodies 

e. To vendors 

f. Via emails 

g. Via social media 

h. Via Skype/phone 

i.Via webcasts 

j. Via YouTube/videos 
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k. Via apps 

l. Via websites 

19. Niches/cliques/”in crowd”  

20. Processes to gain power - named versus behind the scenes 

MAKE SOME NOTES BELOW: 
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1. What facets of the existing culture are positive and will serve the 

company or organization well in the future? 

2. How does each constituency describe the existing culture? 

a. Employees 

b. Customers 
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c. Vendors 

d. Affiliated companies/organizations 

e. Board 

f. Sponsors/donors 

g. Advertisers 

3. What is different about the culture descriptions externally from 

internally? 

4. Is the culture in alignment with the strategic vision?  

5. What do you need to address in order to have the culture and its 

impact positively affect the company’s or organization’s reason 

for existence? 

6. Which individuals can become champions of the culture design? 

7. Who may no longer fit the culture needed to be successful and 

sustainable in the long-term? 
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8. What are the negative aspects of the current culture that need to 

be brought to a halt immediately, which are damaging? 

9. If there is a culture evolution that needs to take place, take the 

time to map it out sequentially with champions for each step 

identified. Check back frequently on its impact and ask yourself, 

“How am I positively affecting the culture and how are others 

contributing to building a dynamic environment?” 

MAKE SOME NOTES BELOW: 
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	  	  	  	  	  	  	  	  THE	  OPERATIONAL	  FLOOD	  
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IT’S ALL IN THE DETAILS! 

New leaders assume their “Yes!” is to the next leveraging up, 

innovation, and evolution of a company or an organization to an as 

yet maximized future.  They come in full of dreams.  The team is 

looking for an energetic leader.  If there is a board, they are relieved 

that the long search process has finally yielded a competent 

visionary. The new CEO has found their professional home for the 

near future and is excited to launch a new journey. 

Unfortunately and repeatedly, colleagues and clients have shared 

tales of woe that have derailed the best of intentions to get to work 

on either the existing vision or the creation of a new strategic plan. 

Companies are faltering.  Organizations are rudderless. Teams are 

in disarray. It shows up in an operational flood. 

Sometimes the origins of the challenge come from a significant gap 

in leadership that was left unfilled by an interim leader.  Other 

times, multiple parties leave at the same time, work piles  
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up, and leadership decisions are not made.  Sometimes, there is a 

death that leaves everyone reeling in mourning and suppresses 

normal outperformance.  Technological solutions are bypassed in 

some circumstances due to available funds or preferences. 

Occasionally, inattention leads to unidentified systemic problems, 

because they haven’t quite created the visible crisis yet; but it’s 

imminent. 

In the middle of all of the conversations, new relationships, the fire 

hose of information flooding at you, meetings you must attend, 

events you must be present for, interviews you must give, blogs, 

columns, and articles you must write, tweets you must make, and 

the empty coffee pot, you recognize that there are infrastructure 

issues that require attention. Failure to do so puts the company at 

risk, as well as the implementation of a strategic plan that will 

ensure the future sustainability. 

At a time when everyone wants to put on a good face individually 

for the new leader, be recognized for their contributions to date,  
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and have confidence in being part of the future team; it becomes 

imperative to get to the truth of how deep the water is from the 

operational flood.  It requires inquiring, not accusing, so that the 

full extent of what you may have to deal with is disclosed in that 

first 90 days.  
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The reason for the issues may be as simple as a previous lower 

operational bar, and therefore, an individual or team that is not 

highly developed. The situation(s) may exist as a result of an 

employee who has only worked at your company, not been granted 

access to, and time for, ongoing professional development, and 

therefore has simply not kept up with the latest best practices.  It 

doesn’t mean that the employee doesn’t want to if given the 

opportunity. Resources to integrate the best technological solution 

may not have been provided so the team doesn’t have the tools to 

execute well.  

Whatever the reasons, the most important action is to identify the 

scope of the challenges.  While you are engaged in this process, 

continuing to deliver quality customer service and staying focused 

on viability is the key role of all team members. Not over-reacting is 

also an important facet of the new leader’s behavior so that reality 

can be ascertained and a plan mapped out with the assistance of as 

many champions as possible.  The goal is to shorten the arc from 

recognition that there are operational issues to moving them back  
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into the underlying white noise of the business so they do not 

consume your calendar.  The quicker they can stop being the focus, 

the faster you can get back to relationship-building and living a 

dynamic strategic future. 

 

The issues that you must address are not just those that affect 

overall risk management for the company, but also risk 

management for you. Which practices put you personally at risk 

just by virtue of being hired as the leader or owning a company?  
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For instance: 

1. Is payroll outsourced so you have no worries that you could be 

held personally responsible for unpaid taxes, if a well- 

intentioned employee, who has not kept up with regulations, 

didn’t do the deductions legally and correctly?  You can be held 

liable if you are the leader or the owner. 

2. Are there company credit cards that aren’t true business cards 

and are therefore attached to your personal credit instead of the 

credit of the business or organization, requiring your personal 

guarantee and/or your personal information?  You could be 

personally liable. 

3. Is there insurance that covers you in the roles and 

responsibilities you have - professional liability, directors and 

officers, bonds, etc.?  

4. Are you indemnified in your contract, bylaws, and by policy? 
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5. What government reports or forms are others completing on 

tight deadlines without sufficient time for you to become familiar 

with them prior to signing your name? 

These are but a few of the personal areas to take a look at which are 

unlikely to have been mentioned during an interview or part of a 

due diligence process in advance of being hired. 
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If you are a fortunate new CEO and your inquiries do not identify 

operational flood issues, there is still the basic need to become 

familiar with how the company or organization is currently run.  

There are at least four critical colleagues to form an instant 

relationship with and understand how they are leading their areas - 

the Chief Financial Officer, Chief Operating Officer, Chief 

Information Officer, and Chief Marketing Officer. Your company or 

organization may have other names for them or may have 

outsourced some of these functions, but it is imperative that you 

are leading with the players who perform these critical roles. Their 

cooperation and collaboration on your company’s capability of 

meeting customers’ needs, and their stellar execution of the 

strategic plan internally, is essential and will either submarine or 

accelerate the future. 
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BREATHING TIPS 

	  

1. Determine first whether you have one or several crises that you 

must get your arms around. If this will impact your relationship 

building time, be sure to inform those to whom you report so 

that you have their support. 

2. Determine what can, cannot, needs to be, or doesn’t need to be 

public about the operational flood.  The more you and the team 

can just knock out the solutions without impacting customers, 

the better. 
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3. Decide who on the team has a need to know from the standpoint 

of keeping disruption to a minimum, so they can focus on the 

business and not on underlying challenges. Don’t raise alarm 

bells unnecessarily. 

4. Ascertain who on the team has the knowledge and skill to assist 

in the execution of any solutions versus those who are concerned 

that issues within their departments are being identified and are 

in need of improvement. Test with smaller issues as part of this 

process before giving accountability for greater concerns. 

5. Be realistic about the time frame that it will take to handle each 

issue you identify. 

6. As you get clarity around the scope of the flood, prioritize.  

7. Handle the things that can get in the way of your strategic plan as 

quickly as possible so that you can keep moving forward. 
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8. If infrastructure prohibits delivery of quality service, improve it 

as fast as you can. 

9. If you are fortunate not to have any operational flood issues to 

deal with, make sure those in charge, who have maintained this 

quality, have a plan for the future.  Examine it, and modify it 

jointly to keep the infrastructure in alignment with the next 

iteration of your strategic plan. 

MAKE SOME NOTES BELOW: 
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1.  Are all partnership agreements current for companies? 

2.  Is there a contract between you and the organization? Are the 

terms being followed? 

3. When was the last time an internal audit of employees was 

conducted for labor law compliance? 

 



© The Leaders Haven, LLC.  2016. All Rights Reserved.	   132	  

 

4. Is payroll outsourced? 

5. Is overtime being reported and paid appropriately, with special 

vigilance paid to employees working virtually and those who 

travel for the company? 

6. Are employees categorized correctly?   

a. Exempt?  

b. Non-exempt?  

c. Employee?  

d. Contractor?  

e. Full-time 

f. Part-time with benefits 

g. Part-time without benefits 

7. Is there a safe harbor for the 401(k)? 
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8.  Has annual 401(k) testing been done? 

9. Have there been regular meetings with employees for the 401(k)? 

10. Is the 401(k) Plan Document up to date? 

11.  Who are the signatories on the 401(k) Plan Document? 

12.  Do the signatories understand their fiduciary responsibility? 

13.  Who is the 401(k) Plan Administrator? 

14. Are benefits provided equitably? 

15. How is your company planning to handle the implementation 

of ACA? 

16.  Are those with company cars turning in annual mileage 

records? 

17.  Are those with company cars who allow non-employees to 

drive them filing the appropriate forms annually? 
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18.  Is the Personnel Manual current with practices, distributed, 

with signatures verifying receipt?  

19.  Are all employees following the Codes of Ethics for the 

professions to which they belong and is this monitored? 

20.  Is your company PCI compliant? 

21.  Are regular performance conversations held and annual 

reviews conducted? 

22.  Are the strategic plan goals integrated with the employee 

performance goals? 

23.  Are professional development funds allocated for all 

employees with an expectation they will participate? 

24.  Are there any outstanding EEOC complaints?  

25.  What positions are vacant? 

26.  What is the status of each vacant position? 
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27.  Who has authority to hire and fire, and are they trained?  

28.  When was the last time personnel files were audited, and are 

they complete? 

29.  Who is your ISP?  

30. Where are the company servers physically located?  

31.  What are the terms of the contract? 

32.  Who has physical access to the servers? 

33.  Is your back-up system redundant, and is there at least one 

redundancy in another location? 

34.  What is your CMS? 

a. Does it handle the needs of your present and future 

customers and sales information well? 

b. Is the vendor responsive to your needs? 
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c. Have you customized heavily or are you using it to guide 

your business practices? 

35.  What insurance policies does the company have - professional 

liability, D&O, general property, bonds, technology? 

36.  Are all subsidiaries named for complete coverage on policies? 

37.  How many companies and subsidiaries are there? 

38.  Is there an approved expense allocation practice between the 

company/organization and subsidiaries? 

39.  How are expenses allocated between company departments? 

40.  What banks hold the corporate accounts? 

41.  Who are signatories on the accounts? 

42.  Have the appropriate board resolutions been passed and 

recorded in the minutes establishing the accounts and changing 

signatories as needed? 

43.  Are bank statements reconciled monthly? 
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44.  Are monthly financial statements issued? 

45.  Is there an annual or a multi-year budget? 

46.  Who manages the investments? 

47.  What does the investment policy say? Does it need revision?  

48.  How often do the owners or board meet with the investment 

manager? 

49.  Who are the signatories on the investment accounts? 

50.  If you have reserves or retained earnings, is there a policy 

regarding their use and the authorization for their use? 

51.  What long-term debt needs to be retired or managed? 

52.  Who are the auditors? 

53.  When was the last time they were rotated via RFP, or at least 

the supervising partner changed? 

54. Do they have expertise in the type of business you are operating 

– not-for-profit, insurance company, ESOP, corporation? 
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55.  Does there tax division have expertise in not-for-profit 

accounting, if needed?  Is it primarily 501(c)3, or do they also 

have expertise in (c)6, (c)4, etc. organizations, as well? 

56. What issues do they see year to year in reviewing your 

company? 

57.  Have all issues from the most recent management letter been 

handled? 

58.  Do the auditors present to you and your CFO if a company, or 

the Board of Directors if an organization? 

59.  If you file a 990: 

a. Were the detailed questions of the operation answered 

correctly given the most recent activity of the 

organization? 

b. Did the Board answer the questions about their business 

relationships in advance? 
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c. Did the Board receive the return in advance? 

60.  Did you file an UBIT form if necessary? 

61.  Are there any outstanding tax penalties?  

62.  Who is the registered agent?  Does it need to be changed with 

your arrival? 

63.  Who is the corporate attorney, and what expertise of law is 

practiced?  

64.  Do you need to add an attorney or hire an attorney with more 

appropriate expertise? 

65.  What issues does the attorney raise to you as outstanding? 

66.  Has a recent conflict of interest review for the attorney been 

conducted? 

67.  Are there any outstanding lawsuits?  

68.  Are the Articles of Incorporation up to date? 
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69.  Are the bylaws easy to read and up to date with practices? 

70.  Is the Policy Manual up to date with practices? 

71.  If applicable, is the Board Policy Manual up to date with 

practices? 

72.  Are all key documents distributed to those who are legally 

responsible and liable for their implementation? 

73.  Are contracts regularly bid out to a least three vendors prior to 

selection? 

74.  Are you in compliance with Sarbanes-Oxley (for associations 

inclusive of records retention, whistle blower, and audits as best 

practice) 

75.  What does your anti-trust compliance policy state and is it 

being followed? 

 

 



© The Leaders Haven, LLC.  2016. All Rights Reserved.	   141	  

 

76.  If there is a records retention program: 

a. Where are off-site physical records held? 

b. Who has access? 

c. What security is provided?  

d. Who has authority to annually destroy records in 

accordance with the policy? 

77.  Does your Board sign conflict of interest disclosures annually 

and practice appropriate behavior in Board meetings? 

78.  Has your Board adhered to the terms of office outlined in the 

bylaws? 

79.  Are funds being used appropriately based on your tax status? 

80.  Are funds being used appropriately between subsidiaries based 

on your tax status? 

81. Do you have separate bank accounts and credit card accounts 

for your different entities so funds are not co-mingled? 
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82.  Is there a thorough Succession Plan for the CEO, key 

employees, and the Board? 

83.  Is a Crisis Management Plan up-to-date inclusive of workplace 

violence, terror attacks, weather devastation, and etc? 

84.  Who is the company or organization’s spokesperson? 

85.  What contractual promises have your company made that are 

currently unfulfilled? 

86.  What deadlines loom that appear to be unlikely to be kept? 

87.  What operational adjustments need to be made immediately, 

and who can lead each one? 

88.  Do you have disclosures and waivers for photos taken at public 

meetings on registration forms? 

89.  What are the outstanding contracts and liabilities of the 

company or organization? 
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 a. To whom? 

 b. Total dollar commitment? 

 c. Who has the authority to sign contracts? 

87. Are you an owner, a landlord, or a tenant?  

 a. What are the terms of your real estate holdings? 

b. Are you over-paying property tax? 

 c. Is your company or organization correctly listed for  

 property tax reductions? 

88. Does the company or organization have a current strategic plan 

that it is following? 

89. What is the big data strategy for your company? 

90. Who are your PR and marketing firms? 

91. Are the PR and marketing strategies integrated? 
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92. How is social media integrated into your brand management 

plan? 

93. Is there consistency regarding the face of your company or 

organization across digital platforms and print?  

94. Are restrictions in place for use of your logo? 

95. Are appropriate copyright and usage limitations of proprietary 

materials in place digitally and in print? 

96. Are lobbyists registered with either or both the state and federal 

governments?  

97. Are government forms completed and filed timely for lobbying? 

98. Is the lobbying tax paid by the organization? 

99. Is there a Political Action Committee - federal? - state? 

 a. Are the bylaws followed? 
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b. Is there a Treasurer on staff? 

c. Are the appropriate contributions records kept? 

100. What critical lobbying issues need to be managed? 

101. What critical regulatory issues need to be managed? 

102. What critical standards comment periods need to be 

addressed? 

103. Are state restrictions on raffles followed? 

104. Is there a corporate or organizational foundation? 

 a. Is there a donor bill of rights? 

 b. Are commissions prohibited for development staff? 

c. Are gift acceptance policies in place? 

105. If your company or organization is international: 

a. Do you have a compliant European Union privacy policy in 

place? 
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  b. Do you have a data usage policy in place? 

106. Who are your disgruntled: 

 a.  Customers/members? 

 b. Advertisers? 

 c. Donors? 

 d. Sponsors? 

 e. Employees? 

107. What are the most significant actions you can take quickly to 

win them back into the fold? 
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	  	  	  	  	  	  	  	  CLARITY	  IN	  COMMITMENTS	  
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TRUING UP THE STREAM: THE LANGUAGE OF 
COMMITMENTS  

 

When considering a CEO position, outlining the cultural 

expectations and behaviors of what partnership looks like prior to 

accepting the position is advised.  Using words like “partnership” 

and “collaboration” can easily be affirmed with nods of the head as 

operational foundations.  However, a mutual understanding of how 

they will be demonstrated is necessary to avoid misaligned 

expectations. 

One of the most effective ways to ensure cultural harmony in how a 

Board works and how the Board/CEO partnership will be 

experienced is to include an outline of the intentions in the CEO’s 

contract at the beginning of the new relationship. A contract is only 

the written manifestation of what should be an open dialogue, not 

just about compensation, job descriptions, and termination 

arrangements, but how the relationship between the employer –  
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the Board, and the Board’s only employee - the CEO, will be 

navigated.   

At the dating point of the relationship, everyone displays their best 

behavior.  The Board is attempting to identify their new partner, in 

some cases may be looking for a savior, and is open to the next era 

being redefined by a new leader. 

The new CEO is looking for a place where meaning can be found in 

their work, a contribution delivered, and the opportunity to use a 

wide range of skill sets to enhance a company’s bottom line or an 

organization’s mission in a masterful way.  Where these intentions 

intersect is the willingness of everyone to see possibility.   

This is the time and place to lay down new ground rules, to let go of 

whatever governance and operational culture may not have served 

the company or organization well or that may be inappropriate for 

the future.  The more clarity that is created at the start, the less 

time has to be spent negotiating and renegotiating who does what. 

Focus and energy are freed to bring the vision alive. 
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Creating powerful language around how we will “be”, what we are 

“willing” to do, and how our community “behaves” to ensure ethics, 

integrity, and common definitions in what we say gives us a solid 

foundation to stand upon - not just contractually, but as partners 

and collaborators. How we speak and write about the culture, 

company, organization, dynamics, relationships, and so forth, 

literally calls into being the reality of the world we are going to live 

in. We co-create and design through our descriptions. 
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When the contract moves beyond transactional language of who 

does what and gets to how our relationship will be molded and 

what we intend that to then create in partnership; a framework 

exists to repeatedly design over and over again.  The members of 

the team may change as terms begin and end, but the culture of 

how you choose to be in relationship to each other will remain 

actively engaged, based on the early clarity in your commitments. 

This culture then gets transferred each year through board 

orientations, as the board self-evaluates, and when the CEO 

evaluation is conducted, becoming a measurement for how we are 

doing in the way in which we work together, not hierarchically but 

in partnership. 

The most important mistake to make is to think that you are 

negotiating a contract.  You are establishing the parameters for 

how you will be together, the terms of that, and what will occur 

when you no longer wish to continue in partnership. It happens to 

be called a contract, but it’s not only about compensation. Don’t err  



© The Leaders Haven, LLC.  2016. All Rights Reserved.	   152	  

 

by thinking that as soon as you have agreement on numbers that 

the next step is to hand it off to the lawyers.  

One of the complicating factors in this process is how the search for 

a CEO is set up. Boards often use headhunters to find the initial 

candidates, screen through pre-interviews, and present them with a 

small number of finalists.  Quite rightly, there are skill sets in the 

search process that most boards don’t possess, which head hunters 

can assist with in designing the search and managing interactions 

between a significant number of candidates. 

However, at the point at which the Board and final candidate have 

agreed that they are choosing each other, there is still another set of 

conversations that need to be held post interview directly between 

the board and candidate, as from that point on, they will be in the 

relationship - not the headhunters, not the lawyers, not the Past 

Chairs who might have been on a Search Committee.  

Rarely does the time allotted for an interview permit the Board and 

candidate to include a series of questions that makes sure the 

cultural fit of how they will partner together is refined.  This culture  
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fit is the most critical element for companies or organizations that 

rely on a Board/CEO governance structure. 

How are decisions made? Is the CEO the CEO, or in reality, does 

the CEO actually have to ask permission, and at what point for each 

type of decision? Is a John Carver model of policy governance 

followed, or is the Board really a managing board?  Is the Board 

ready to evolve to a high performance strategic Board if not acting 

in that way presently and willing to commit to that in the contract?  

Does the board think they are a strategic board, but in fact, they are 

not?  Do individual board members want this company or 

organization to be run the way their company is operated?  

Getting down to the reality of whether there is a partnership or 

hierarchical way of doing business is essential.  Reviewing how the 

language of the advertisement for the position is created gives you 

some of the first clues.  Do you report to the Chair or the Board? 

Are you the spokesperson or is the Chair? Are Executive Sessions 

only for your compensation and review?  
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Examining who communicates with key constituencies will  offer 

other insights.  Are the Chair and CEO authoring joint 

communications, giving complementary speeches at highly-visible 

conferences, traveling together to meet with pre-eminent 

companies or donors, keeping roles clear, and supporting each 

other in their execution? 

In my own career, after a lengthy search process, I received an offer 

to be CEO of a high profile organization with national prominence, 

having met every requirement for essays, videos, multiple 

interviews, and a national VIP reception.  At the point of the 

negotiation, it was not the numbers that got in the way, but a 

recognition that despite repeatedly assuring me they wanted to 

purchase my leadership style and skill set, how they intended to 

continue doing business, would prevent that style from flourishing.  

Their desire to keep the operational and governance structure in 

place would negate what they wanted to buy.  It was up to me to do 

what was best for them and for me, as they were clear in their 

choice of me as their CEO, despite my cautions to them. It could  
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have been in the best interests of my ego and career to accept, but 

not for their future and my best work as CEO.  Ultimately and 

regrettably, I declined. 

Similarly, a client was once offered an international CEO position 

after months of meeting search expectations, and it was alertness to 

culture and agreement about commitments on how work would get 

done that led to stepping back from the offer, not the numbers. 

Pay close attention to authoring your commitments to each other, 

your willingness to partner together, and their reflection in your 

contract.  They will create the framework for your relationship to 

keep everyone on track with the best intentions for the company or 

organization’s future.	  	  
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BREATHING TIPS:	  

	  

1. Work out the language of your commitments before you 

are hired, not just for the contract, but also for how you will 

design the company or organization together strategically. 

2. Ask to have conversations with at least the top officers 

prior to saying, “Yes” if you worked with a Search Committee 

that is not made up of all current board members or primarily a 

headhunter.  It’s not just about agreeing on compensation. 
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3. There is still time if you’re reading this after a contract is 

signed, and you’re standing in your first year. As you gain an 

understanding about dynamics, you have the chance to positively 

impact culture. Create space for thoughtful conversations.  From 

your discussions, author a commitment document that captures 

how the board, operational, and organizational culture is 

evolving to support the strategic plan, so that it has a foundation 

for existing in relationship to who they are becoming. 

MAKE SOME NOTES BELOW: 
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Below are some minimal Board Commitments for inclusion in a 

CEO’s contract, or if created later, as part of the Board Governance 

Policy Statements or a Commitment Document. 

1. We will act in partnership with the CEO. Partnership looks like 

the sum total of the culture we have created in the subsequent 

behaviors outlined below. 

 



© The Leaders Haven, LLC.  2016. All Rights Reserved.	   160	  

 

2. As the CEO is a member of the Board, with the same legal and 

fiduciary responsibilities as all Board members, executive 

sessions will only be held for the purpose of evaluating the CEO 

and determining compensation, usually once per year, to 

ensure open communication and a culture of trust prevails at 

all times. 

3. Our work together will be guided by a strategic plan that is 

approved by, and regularly reviewed by, the Board with the 

CEO. 

4. We will engage a consultant to facilitate our strategic 

conversations, at least annually, to provide insights and 

guidance from someone who is experiencing leadership 

diversity and future insights across a variety of companies, 

professions, industries, and organizations. 

5. Our Board meetings will be strategic in nature with strategic 

agendas that are tied directly to our strategic plan. 
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6. Our budgets will be structured to also tie to our strategic plan 

so that we can identify whether our resources are being 

directed to the primary foci of our vision. We commit to multi-

year budgets to plan resources strategically and look at broad 

trends. However, we will approve only an annual budget for 

operational accountability. A functional statement is not 

required beyond the annual auditors’ supplemental statement. 

7. We will engage in evaluations annually in order to create a high 

performance Board/CEO partnership including a Board self-

evaluation, both individually and as a governing body, and a 

CEO evaluation completed by the entire Board; based upon 

mutually agreed upon instruments. 

8. The Board and CEO will agree upon the annual goals, in 

advance of the strategic year, and they will be the primary 

measurement of the CEO’s performance review. The 

employees’ goals will also be tied to the strategic plan so that all 

performance is aligned and based upon the strategic direction. 
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9. (For associations) The incoming Chair of the Board will attend 

the ASAE CEO Symposium annually with the CEO for 

partnership and association management. In the first year, the 

new Chair and the Chair Elect will both participate to ensure 

continuity of partnership and creation of a sustainable 

Board/CEO partnership. 

10. An annual audit will be conducted by a firm familiar with our 

business, industry, not-for-profit, or association and will be 

presented in person or by Skype to the Board of Directors or 

company ownership.  The audit RFP will preferably be re-bid 

every 5 years or the partner changed at a minimum. 

11. The CEO will be ex-officio on all existing and future 

organization/company boards (with or without vote). 

12. We believe in the development of our team and will ensure that 

the CEO has the resources for a robust leadership, professional, 

and team development program for employees. 
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13. We understand that common language is critical in 

communicating to our members, customers, donors, staff, 

media, and a variety of constituencies.  We will develop our 

common stories and become ambassadors for our vision. 

14. We recognize that the speed, complexity, and technological 

impact of our business environment create a constant force of 

change that requires us to become change management 

masters.  We commit to learning the skill sets that allow us to 

support our staff and to lead. 

15. There is a body of law that is specific to our company, industry, 

associations, or not-for-profit.  We will engage a specialist 

attorney in this field to advise the CEO and Board. 

16. (For not-for-profits) We acknowledge that association 

management, non-profit management, and fundraising are 

professions that we are not personally skilled at and rely on our 

CEO as a full partner to lead us in this area. 
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17. We believe in the power of open discussion and consensus-

building decision-making instead of Robert’s Rules and will 

practice inclusive collaboration with the preference of reaching 

consensus. 

18. We are leading in a time of the greatest opportunity for diverse 

voices at the table, both as a Board and staff, due to the 

generational transition and demographic changes of our world. 

We will create processes to identify leaders who mirror the 

organization or company we wish to become. 

19. We wish to create, not a “good ‘ole boys or girls club”, but a  

committed, compassionate, Board of futuristic leaders who 

have the following characteristics: 

      Visionary: Looks to and anticipates the future 

  Strategic: Focuses on the big picture 

 Storyteller: Adopts the common language of the vision to 

share, while actively listening to responses 
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       Willing: Open to what is coming, able to let go, and lead 

into the unknown 

       Servant Leader: Unconcerned with personal gain and 

interested in how to support others 

      Ethical: Operates with integrity, supporting an environ-

ment of honesty, openness, and ethical decision-making 

  Committed: Dedicates oneself to Board duties, follows   

through, and believes in the mission  

 Available: Sets aside the appropriate time to fulfill the 

Board role and assigns it a high priority 

     Informed: Has a clear understanding of the desired 

outcomes for the company or organization 

  Collaborative: Respectful and welcoming of a variety of 

ideas and opinions, leverages talents, and tactfully assists 

in developing others 
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 Contributor: Draws on and shares professional 

experiences, mentors new Board members, and takes on 

additional responsibilities 

  Expert: Recognized by peers as active and respected in the 

profession or industry 

  Personable: Approachable, in touch with the industry or 

profession, and able to attract others in order to positively 

influence engagement 

  Enthusiastic: Desires to serve and lead for the betterment 

of the company or organization 
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	  	  	  	  	  	  	  	  MASTER	  OF	  THE	  FIRE	  HOSE	  
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CONDUCT FOR IMPACT 

Becoming Master of the Fire Hose is all about your focus.  There is 

a formula to it that each leader puts their personal style, nuances, 

and preferences to, but in the end, success has a trajectory. 

First and foremost come all of the basic leadership questions.  Who 

are you?  What motivates you to take this particular CEO position? 

After all, there are a lot of businesses out there and a lot of missions 

waiting for a great promoter.  How do you interact with others to 

maximize their potential? What is your leadership default? Do you 

take a short-term view, a long-term view, or a both/and view? Do 

you sacrifice everything for stockholder or stakeholder satisfaction?  

What are your deal breakers? Are you an inclusive or hierarchical 

leader? Do you care whether others like you or not?  

The ultimate goal of the answers to leadership questions is your 

ability to take hold of the circumstances, external variables, 

internal capacity, and dreams of people who are counting on you in 

order to have impact.  Creation of impact is ultimately dependent  
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upon your ability to master communicating with a wide variety of 

audiences in order to reach the greatest engagement of employees 

and customers possible. Q2 in the graph below demonstrates where 

you want your company or organization to be and why, as well as 

the need to take steps to avoid Q3 at all costs. 
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Regardless of how you choose to lead, there are some fundamentals 

as you come into a CEO position that you need to think through in 

order to master your role so you can conduct for impact. 

 

Use Your Time Well 

We’ve previously addressed how your time gets consumed in the 

first 90 days, how it varies depending on whether you can 

comfortably afford to build relationships and gather information, 

or whether you find yourself leading a crisis with a new team of 

players unfamiliar with how you conduct business in normal times, 

much less in a crisis.  

Depending on these circumstances, the first style they experience 

may not be the style that is the one you would prefer to normally 

engage in.  If the house is on fire, you don’t knock on the door, 

suggest the residents put the coffee pot on, so you can sit down 

together, build a relationship first, and then manage the crisis at  
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hand.  If the house is on fire, get on with being directive, saving 

lives, and ensuring the future! 

Your charge though is to remember, and remind your team, that 

those engagements and your conducting style are temporary.  

You’ll subsequently have to give them time, experience, and 

consistency of your default behaviors outside of crisis mode in 

order for them to learn and trust how you will normally interact 

and lead.   

Ideally, your time will not be spent in crisis mode, but in learning 

mode, which will make the above null and void.  Information 

gathering, learning the leadership defaults of your team, their 

concerns, their professional development needs, and any 

misalignment between the strategic direction and their actions are 

the key guides to the work you have before you, as you become 

Master of the Fire Hose. 
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Be Wary of Distractors 

Distractors are the death knell of accomplishing a strategic vision 

and having impact.  The first place this can be detected, and must 

be eliminated, is in your own leadership. Some of the most succinct 

advice I ever received was from the CEO of a billion dollar 

enterprise.  “Be careful what you focus on.”  Everyone else around 

you will take their cue from that, so manage what others see you 

paying attention to in your interactions with them.   

You may very well have your eye on something else when you are 

working solo that is not yet ready for prime time, but when you are 

with your team, make sure that the communication messages are 

consistent, so that they are not distracted from the mission of your 

company or organization. In the circumstances of a smooth 

operation, it could be as simple as reinforcing, “Keep doing what 

you’re doing,” while you take the time needed to complete your 

assessments.     
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The second set of distractors you must conquer in the first 90 days 

are those that are intentionally sent your way.  In some cases, they 

come to you because a team member’s perspective is shaped by the 

experiences they have had in the past or their limited access to 

information, which creates misinformed priorities.  Your 

perspectives are not in alignment yet, because you have not 

completed your assessments and the information flow needs to be 

opened up to the team member.  In that case, frustration can  
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mount as the team member misunderstands why you are not 

paying the same level of attention to their issue as they believe it 

warrants, and they may continue a stream of communication trying 

to get your attention.  Depending upon some of the information 

surrounding the situation, you may or may not be able to share why 

you have a different perspective.   

Accept the information, appreciate their initiative, and agree to 

place their concerns into your assessment.  Set their expectations 

for when you will get back with them regarding the issue, and share 

information as quickly as you can about why you have shaped an 

opinion about their concern.   

There is another form of distractor that can arise from staff 

members who are poor performers, lack current skill sets, or have 

had levels of inappropriate control over others and are worried 

about their likelihood of survival through a transition.  The political 

jockeying that occurs for access, influence, and power needs to be 

observed as you learn the formal and informal communication 

channels in your company or organization.   
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Watch why and how others seek you out.  Learn to whom others go 

for information, regardless of title.  Find the opportunities to 

positively influence the focus of employees so that they are hearing 

everything directly from you, consistently, about how you operate.  

Avoid being manipulated or stepping into game playing that does 

not serve the team well, or you, and can become a significant 

distractor.  Failing to do so can quickly sabotage your mastery of 

the fire hose. 
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Serve, Teach, & Serve Some More 

There is a sound reason for the popularity of servant leadership as 

a model – it produces outstanding results in the most positive 

business environment. Being successful is all about creating space 

for designing a transformative future, a collaborative work 

environment, a compelling brand, and meeting needs that can only 

be described as magnetic.  People want to work at a company 

grounded in servant leadership because of how people are treated.  

Customers want to buy from the company because of the quality 

and affordability of the product. People want to be associated with 

the organization, because they have a brand of doing the right 

thing, treating employees well, caring for customers, and being 

innovative. There is a sense of community, whether real or implied. 

In order for these characteristics to develop, one must serve those 

who will in turn serve the customer.  Needs have to be met whether 

they are tools and resources to create innovative products or 

sensitive employee practices to attract and keep the most talented  
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people. The leader has to open the space up for these practices to 

occur, find the right people to join the team, encourage their 

development, both in skill sets and as leaders, teach everything 

they can from both their strengths and their weaknesses, and serve, 

teach, and serve some more.   

The leader also has to demonstrate courage in the face of high risk 

for high return or taking unpopular decisions in order to right a 

ship. The CEO has to be willing to invite those who are detrimental 

to the future to find a new professional home. All of these actions 

are facets of service - service to people, service to the mission, 

service to those who have chosen to align themselves with a future 

they are jointly creating. It is through modeling an environment of 

service that people can soar to heights previously unknown and 

take companies and organizations to new levels of innovation. 

Mastering the fire hose comes first and foremost from 

remembering that controlling its arc, stream, and direction is 

primarily in service of others. 
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Observe, Assimilate, & Discern 

Reviewing information, data, financials, organizational 

communications, and talking with constituencies all play critical 

roles in the first 90 days.  From this stage, assimilation and 

discernment determine the next steps forward.  
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Everyone will have an opinion about the future.  Everyone will have 

interpretations on data. Everyone will have desires around their 

role in the plans. Everyone will have something to gain or lose.   

It is at this point that your powers of observation, your gut instincts 

and intuition (and yes, scientific evidence confirms this as a 

legitimate factor), and the assimilation of the voluminous 

information into one place must then rely on you - your past 

experience, your wisdom gained in previous leadership roles, your 

assessments of strategic direction, capacity, and desired outcomes - 

your discernment.   

Your discernment comes to bear on what needs to be done, when it 

needs to be done, in what order it will be carried out, who will 

execute it, by when, and with what level of urgency. Your ability to 

bring these components into alignment is directly dependent upon 

finessing your communications skills and your ability to tell a story. 

You must be able to explain where you are headed, what is 

compelling about the destination, why the journey is worth it, and  
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why staying in the present location is ill-advised.2 Most 

importantly, you must help everyone see the new destination as 

their home and provide a way for them to contribute to its creation. 

The level of your success will determine their engagement and 

therefore whether a new destiny is enjoyed. 

 

Get Clear on Strategy 

The picture is coming into clear focus now.  You can see vividly 

where possibility just awaits execution.  The map from here to 

there is being drawn in your head, and the excitement is building.  

You can taste why you said, “Yes!,” and you can’t wait to move from 

all of the fire hoses pointing at you to being able to select how many 

hoses are on at once, what the target is, adjust the flow, and control 

the arc.  

With the exhilaration of a new opportunity, inevitably comes this 

interim phase of overload on the journey a new CEO must walk.  

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
2	  “The	  Four	  Stories	  You	  Need	  to	  Lead	  Deep	  Organizational	  Change,”	  Steve	  Denning,	  Forbes,	  
July	  25,	  2011,	  http://bit.ly/28LL6Mo.	  
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The faster you can get through it, the quicker that all of your team 

members settle down, zero in on the strategy, and start 

experiencing the results of why you are conducting for impact in 

this very laser-like manner. 

One’s hope for all new CEOs is that they take a talented team, with 

concurrence on market gaps and opportunities, master innovation, 

and fulfill, either an unmet need, or create a desire for a new 

product or service.  Focusing on creative strategy inherently brings 

new energy, excitement, ideas, commitment, and a momentum that 

just keeps building. 

If as a new CEO, your attention is diverted to external crises, 

financial shortfalls, or foundational issues, there is an inherent 

pause button that is hit, which stalls the ability to capitalize on new 

strategy.  It takes more energy to redirect everyone to new strategy 

after recovering from these issues.  In order to conduct with impact  
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and master the fire hose, if possible, keep moving forward on new 

strategy at the same time you manage other issues.  It takes more 

out of everyone, but in the end, once you clear the challenges, you 

will be closer to building momentum towards your ultimate goal 

than if attention is maintained on barriers. 

 

Find Your Champions: People, People, People 

Every facet of what takes place next is dependent upon people - not 

just you but everybody.  As you conduct for impact, serve others, 

and stay focused on strategy; you must find your champions.   

Who will be the mouthpieces for the new internal culture that has 

been created?  Who will be the spokespeople for the strategy and 

new products and services you are creating?  Who are the 

naysayers who can become champions with the right approach? 

Who are the people of influence who can counter the naysayers?  
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Who are the early adopters on the team who can lead the 

employees? Who are the customers who are singing your praises on 

social media? Who knows celebrities, legislators, famous business 

people and can solicit them to speak on your company’s or 

organization’s behalf?  What story do you have to tell that 

publications will salivate over? What videos can capture the 

emotional component of the mission and therefore engage more 

people? 
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The exciting part of your work as a new CEO begins when you see 

everyone stepping up to do their part, bringing their brightest 

attitudes, executing their skills at the top level, creating and co- 

creating to keep the momentum building, and starting to see the 

dream come alive.  It is through others who care deeply and can see 

possibility that the dots all get connected.  Conducting for impact 

Being becomes all about tweaking, encouraging, teaching,  

providing resources, removing barriers, and holding the space open 

for everyone to collaborate and flourish, while getting to experience 

transformational strategy.	  
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Execute, Evaluate, & Adjust for Impact 

As your team exceeds your expectations in execution, a dynamic 

emerges that surpasses the annual strategic plan review. They 

become attuned to identifying barriers to success and remove them 

swiftly.  Evaluation is not just reporting against measurements 

quarterly or annually but also assessing daily how processes 

support or hinder progress.   

The CEO is blessed by watching leaders develop, invest in their own 

professional advancement, and adjust on the spot to keep the 

strategy intact. Course corrections, early warning indicators, and 

mastering change are background white noise as everyone focuses 

on the desired outcomes.  

Team leaders are deft at navigating the intricacies of change 

management. They know where each one of their team members 

and their customers are in adjusting to change and how that affects 

the speed of transition. They use story-telling skills to continue 

driving new and winning behaviors.  The CEO watches the  
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dynamics of these processes, spots issues where execution is 

curtailed, and intervenes where necessary; all with the goal of 

maximizing positive impact.  

This is the ultimate goal of your first 90 days - to have a strategy 

that is so clear and a team that is so adept at execution that your 

role can be focused on seeking new opportunities and developing 

beneficial relationships for years to come; primarily serving those 

who lead different facets of the strategy implementation and 

watching their collaboration bring transformational impact to 

fruition.  
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BREATHING TIPS	  

	  

1. There will be those who are not on “Team New CEO.” Identify 

them, minimize their distraction, and move on. 

2. There will be those who are thrilled there is a “Team New CEO,” 

and they will genuinely support you, blaze the trail with you, and 

be relieved you have arrived.  Count on them and up your impact 

early with these champions. 
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3. Write the stories about your arrival, its relationship to where the 

company or organization is headed strategically, and make it all 

about the people you serve.  Honor the past and boldly paint the 

picture of a magnetic future. 
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1. Who are the champions for this company, industry, organization, 

business, association, charity, or non-profit? 

2. Who is articulate and can be spokespeople within the employee 

team and externally for the organization? 

3. Who has social media followings that we can capitalize upon to 

get our new story out quickly? 
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4. Who should be in relationship with us that is not now?  Why not? 

What can we do to change that? 

5. Who are our naysayers? Why? Can they be turned into 

champions? What impact does the status of this have on our 

strategy? 

6. Who is a master of assessing big data and taking us to the next 

level? 

7. Who has the capacity to see gaps in our processes and can 

quickly remedy those issues? 

8. Who is showing interest in learning from me? 

9. Who has gone unnoticed on the team that has more capacity and 

capability that can be unleashed? 

10.  Realistically, how much time are you going to have to spend on 

the past versus new strategy? 
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11. Who can be called upon to shore up any foundations, while you 

focus on new strategy? 

12. Who will have to be invited to depart in order to remove 

unnecessary distractors? 

13. Who will stand with you and help direct the arc, stream, and 

    direction of the fire hose? 
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	  	  	  	  	  	  BREATHING	  TIPS	  CHECKLIST	  	  
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LET’S DOUBLE CHECK! 

Use this template to help you keep track as you prioritize the fire 

hoses you’ve identified, lay some down, find others, and move past 

the first year - beginning to sip instead of gulp.   

You should already have reviewed some of the document 

information during your due diligence period. If not, you may 

discover unexpected fire hoses, which you may have to handle. 

Make sure accessibility to, and updating of, these digital files is 

available across your organization or company’s leadership. For 

multi-entity organizations or companies, examine the related 

documentation for all corporations. 

If your COO, CFO, CIO, CMO, other key reports, or leadership team 

cannot produce this information quickly, without having to 

assemble it, you know that you have an issue of organizational 

discipline. Quite likely your team is not familiar with its contents 

and is therefore not following it, which could create legal and  
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financial issues for your company or organization.  At a minimum, 

it means that when needed, significant time is wasted trying to 

locate it, digest it, and execute well. Not only should these be 

simple asks, but they should be things that are referenced regularly 

by those who are your leadership partners. Except for the 

confidential items, information should easily be accessed in an 

internal intranet or cloud system. 

Recognize that as you ask for this information and expect its 

utilization to be normal, you may identify those who may not 

choose to stay on the bus or are unable to function consistently 

with a bar that has been raised.  

Occasionally check back to this section to make sure you are 

keeping things on track.  Consider this list a place to start building 

a Transition Plan for your successor as well.  Make it easy on them 

so they don’t have to “seek and find.” 
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DOCUMENTS: 

1.     Codes of Ethics: Company, Industry, and Professional for each  
direct report 

2.     Strategic Plan 

3.     Transition Plan 

4.     Change Management Plan 

5.     Succession Plan for Staff 

6.     Succession Plan for Leadership 

7.     Crisis Management Plan 

8.     Multi-year Budget 

9.     Financial Statements 

10.  Investment Reports 

11.  Tax returns/990’s - last 3 years 

12. Regulatory filing irregularities (state or federal) - SEC, DOI,      
DOL, OSHA, etc. 
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13.  Audits for each entity - last 3 years 

14.  Outstanding lawsuits 

15.  Outstanding state or federal regulatory issues 

16.  Outstanding IRS issues 

17.  Outstanding Department of Labor issues 

18.  Latest internal employee classification audit 

19.  Outstanding OSHA issues 

20.  Articles of Incorporation  

21.  Bylaws  

22.  Board Orientation Manual 

23.  Board or Company Policy Manual 

24.  Board minutes - last two years 

25.  Board self-evaluation - last two years 
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26.  Board nomination and election process 

27.  Annual meeting minutes - last two years 

28.  Operations Manual 

29.  Personnel Manual 

30.  Corporate organization chart (multi-entity) 

31.  Leadership organizational chart (boards, committees, etc.) 

32.  Employee organization chart 

33.  Employee vacancies 

34.  Position descriptions for direct reports 

35.  Performance goals and reviews for direct reports - last 2 years 

36.  Professional development plans for direct reports 

37.  Outstanding employee grievances 

38.  Employee Orientation Program 
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39.  Key metrics current reports from each area 

40.  Key metrics trend reports - preferably last 10 years but at least 
the last 5 years with accompanying graphs 

41.  Latest Customer/Member Surveys 

42.  On-line Metrics 

43.  Social Media Trends 

44.  Technology Assessment Report 

45.  Organization/Company calendar of events 

46.  Employee meeting schedule - staff meetings, leadership team 
meetings, performance reviews 

47.  Risk Management Assessment 

48.  Insurance Policies 

49.  Acronym List 

50.  Association memberships held by direct reports  

51.  Certifications/advanced degrees held by direct reports  
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52.  Board Reports - last year 

53.  Annual Reports - last 3-5 years 

54. Messaging/speeches/advertisements to key audiences - last 2 
years 

55.  Board and direct report personality assessments 

56.  General (for associations & non-profits): 

a. Multi-entity companies and organizations - Review all 
bylaws for all entities (in advance if possible) 

b. Be sure your position description indicates you are CEO of 
all but only report to the main BOD 

c. Be sure you are on all Boards ex-officio 

d. Be sure you don’t have a vote, as it matters with D&O 
insurance and for what you can be sued  
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CONVERSATIONS: 

Regardless of the competence of your COO, CFO, CMO, and CIO, at 

your initial arrival, it is important to have conversations with your 

direct reports that are inspirational, inquisitive, open, and set the 

tone for how you will interact and the overall expectations that you 

have.  This is an exciting time, as you form essential relationships 

with the core leadership team. 

In addition, for organizations that are run by a board of directors, it 

is just as important the current and former leaders get to know you 

early. You will learn critical information about individual and 

cultural expectations, past issues that may influence future 

reactions and openness to new ideas, and how to communicate 

with various audiences. 

Your key vendor partners that provide essential services also need 

to know who the new leader is, how you will operate, and what your 

base line of service expectations is, even though the primary point 

of contact will be delegated to a C-Suite player, unless there is an 

issue beyond their scope of leadership. 



© The Leaders Haven, LLC.  2016. All Rights Reserved.	   202	  

 

 

Take the time at the beginning to set up these meetings and start 

building relationships.  You will reap insights into the competence 

of your key players, whether there are issues with vendors, and 

whether the existing employee team and vendors can meet the 

standards for operation necessary for future success. Don’t miss 

this step! 

LET’S DIALOGUE WITH:  
 
Chairperson 

Strategic Alliances or JV 
Partners 

 
Officers 

Legislators: Local, State, & 
Federal 

 
Board of Directors 

Regulators: Local, State, & 
Federal 

 
Past Chairs 

Bankers 

 
Direct Reports 

Investment Managers 

Leadership Team Benefits Administrators 
Committee Chairs Auditor 
20-50 Largest Customers or 
Members 

Attorney 

20-50 Largest Vendors Marketing Company 
20-50 Largest Sponsors  Research Company 
20-50 Largest Advertisers  IT Company 
20-50 Largest Donors  Insurance Broker 
20-50 Largest Trade Show 
Clients  

Persons of Influence 
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1. Do we have a real strategic plan having created a vision for who 

we are becoming? 

2. When was the last time our strategic plan was updated? 

3. When was the last time we surveyed our customers? 

4. Are our employees’ performance objectives aligned with the 
strategic plan? 

5. Do common language and a vibrant story exist to carry our 

message to our customers/members? 
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6. Can our leaders and employees recite our values and expected 

outcomes without prompting or crutches? 

7. Is our budget multi-year, and is it aligned with the strategic 
plan, so we can see at a glance how our resources are 

appropriated to support our goals? 

8. When was the last time our audit was out for bid? 

9. What do our retained earnings/reserves/investments look like?  
What is our strategy around them? 

10. What is our debt load? 

11. What capital investments have been delayed or need to be 

made in order to leverage us to, and beyond, our goals? 

12.  Are our sales on target? 

13. Which employee vacancies keep us from accomplishing our 
goals? 

14.  What bureaucratic or organizational infrastructure issues are 

stealing our time to focus on the bottom line/mission? 

15.  How does our IT stack up to deliver on our promises, keep our 
information safe, and our customers’ information secure? 
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16.  Are the key leaders in the company/organization credentialed, 

actively involved in their professional associations, and 
demonstrate the value of ongoing professional development? 

17.  How do others describe the company’s/organization’s culture? 

(Customers/members, vendors, employees, board, media) 

18.  Is there a coaching (not just mentoring) culture in the 

workplace? 

19.  What brand have we been assigned by our customers? 

20. Who is monitoring and responding to our social brand? 

21. Was our former leader visible in social media? 

22.  Where do we stack up with our competitors? 

23.  What technology or innovation risks our relevance in the next 
five to ten years? 

24.  Are the fiduciary responsibilities of overseeing our 401(k) Plan 

appropriate and current? 

25.  Have we considered the future business implications of health 

care provisions for our employees? 
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26.  Is there an: 

a. Audit Committee? 

b. Finance Committee? 

c. Investment Committee? 

27. Are our articles of incorporation, registered agent, and bylaws 

up to date with our practices? 

28. Has anyone internally been educated about how to answer 

appropriate tax return questions beyond the numbers; 
particularly those involving advance responses and business 

relationships between Board members?  

29. Who has the authority to hire and fire, have they been trained 

to appropriate procedures regarding including HR and 
attorneys in advance? 

30. Is there anything that needs immediate attention that you have 

delayed a decision about due to the arrival of a new CEO? 

 

 

 

 



© The Leaders Haven, LLC.  2016. All Rights Reserved.	   207	  

 

 

ACTIONS: 

1. MEETINGS: Have someone begin setting up the meetings with 

the key audiences in the Conversations section the first week you 

arrive.  Try to see everyone on this list within the first two 

months. Prepare a script of the invitation’s language for your 

assistant to use, as the tone of it will affect how they show up in 

openness and willingness to talk with you. Contacting as many of 

them as you can yourself to set up the appointments will add an 

extra layer of personal touch but may not be realistic given all 

you must pay attention to in the first 90 days. 

 

2. EMPLOYEE SURVEY: Conduct an anonymous employee 

survey within one month of arrival to provide them an 

opportunity to share unfiltered, at least the following: 

a. Why do they love coming to work here? 

b. What is the one thing they would change? 
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c. What would they be disappointed to see change? 

d. What is their view of the future for the company or 

organization? 

e. What else do they want you to know? 

 

3. DOCUMENT REVIEW: Set aside enough time for review of 

the documents you have requested in order to ascertain as 

quickly as possible where there are gaps in processes, 

organization, competencies, and etc. You want the bureaucratic 

part of the job to become white noise managed by extremely 

competent people as quickly as possible.  Your primary job is to 

develop people and lead towards a dynamic future, not crisis 

management. If crisis management is required, be open, swift to 

decide, and engage everyone in assisting in reducing the time it 

will take to get things resolved and move into a new future. 
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4. CONSOLIDATION: As you gather information, have 

meaningful conversations throughout the organization and 

notice where patterns begin emerging in order to reveal where 

your attention needs to focus first. You may have to prepare a 

Board report of deficiencies and corrective actions that need to 

be taken.  You may have to replace some high profile key players.  

You may have to deliver challenging news to employees that they 

had not anticipated.  

You may find yourself with an operation that is cutting edge and 

just waiting for a refinement of the strategic plan in order to 

leverage possibility to an even higher plain of delivery. Whatever 

the result, prioritize your next steps. Communicate with 

transparency, as much as you can as quickly as you can, to keep 

execution and productivity at its highest level, with the greatest 

customer satisfaction and employee engagement. Create your 

story of future success, share it widely often, and step away from 

the fire hoses, confident in your leadership. 
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	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  WISDOM	  SHOWERS	  
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FIRE HOSE RULES 

 

#1: Designating	  appropriate	  time	  and	  space	  for	  the	  new	  

leader	  to	  complete	  multiple	  transitions	  is	  a	  critical	  

investment,	  which	  has	  a	  high	  ROI	  for	  the	  leader	  and	  the	  

organization.	  	   

#2:	  Examine	  and	  know	  why	  you	  have	  chosen	  to	  be	  in	  the	  

CEO	  leadership	  role:	  	  

A. To	  make	  a	  positive	  impact	  on	  the	  company	  or	  

organization	  	  

 
B.  To	  have	  a	  visible	  position	  to	  change	  policy	  on	  issues	  that	  

matter	  on	  a	  large	  scale	  socially,	  globally,	  politically	  

	  
C. To	  make	  the	  world	  a	  better	  place	  for	  a	  certain	  population	  	  
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D. To	  gain	  a	  title	  and	  prestige	  for	  future	  career	  options	  

	  
E. To	  maximize	  compensation	  

	  
F. To	  satisfy	  your	  ego/drive/ambition	  

	  
G. To	  create	  personal	  legacy	  	  

 

If	  all	  of	  the	  above	  are	  true	  to	  some	  extent,	  determine	  your	  

primary	  driver.	  Your	  decisions,	  expressed	  opinions,	  and	  

actions	  as	  a	  leader	  will	  be	  directly	  impacted	  by	  your	  personal	  

back-‐story	  to	  leadership. 

 

#3: You	  were	  chosen.	  You’ve	  prepared.	  You	  have	  a	  track	  

record.	  	  DON’T	  PSYCH	  YOURSELF	  OUT!	  
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#4:	  Don’t	  underestimate	  the	  effectiveness	  of	  a	  well-‐

managed	  welcome	  by	  the	  Board,	  key	  stakeholders,	  high	  

profile	  customers,	  and	  staff.	  	  Plan	  the	  welcome	  and	  

celebration	  phases,	  and	  remember	  to	  honor	  others.	  (Share	  

this	  one	  with	  your	  Board.)	  

	  

#5:	  Consolidate	  your	  learning	  from	  the	  flow	  of	  

information	  into	  higher	  level	  understandings	  that	  give	  

you	  insights	  into	  the	  unspoken	  issues,	  the	  unwritten	  

rules,	  the	  culture,	  and	  the	  environment	  into	  which	  you	  

have	  arrived,	  in	  order	  to	  make	  informed	  choices	  about	  

how	  to	  be	  a	  leader	  in	  the	  present	  moment.	  	  

	  

#6:	  Ensure	  strategic	  direction	  clarity	  first.	  Then,	  listen	  and	  

question	  to	  identify	  the	  existing	  culture.	  	  Look	  through	  	  
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the	  lens	  of	  the	  future	  and	  assess	  whether	  there	  are	  cultural	  

elements	  than	  can	  be	  built	  upon	  to	  align	  with	  the	  strategic	  

direction.	  	  Locate	  your	  champions	  for	  cultural	  change,	  and	  

begin	  the	  hard	  work	  of	  evolution	  so	  leadership	  can	  flourish	  

and	  will	  be	  nourished	  by	  the	  environment	  in	  which	  the	  

company	  or	  organization	  operates.	  	  

	  

#7:	  Take	  stock	  quickly.	  Examine	  key	  information	  from	  every	  

aspect	  of	  the	  operation	  and	  assess	  the	  status	  of	  the	  

operations.	  	  The	  faster	  you	  can	  collate	  data,	  the	  sooner	  you	  

will	  know	  whether	  you	  have	  been	  granted	  the	  CEO’s	  dream	  of	  

building	  upon	  and	  leveraging	  what	  exists	  or	  if	  you	  must	  

quickly	  shore	  up	  the	  foundation	  prior	  to	  stepping	  towards	  

possibility.	  	  
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#8:	  How	  we	  speak	  and	  write	  about	  the	  culture,	  company,	  

organization,	  dynamics,	  relationships,	  and	  so	  forth,	  

literally	  calls	  into	  being	  the	  reality	  of	  the	  world	  we	  are	  

going	  to	  live	  in.	  We	  co-‐create	  and	  design	  through	  the	  

language	  we	  choose	  to	  use,	  clarity	  behind	  the	  meaning	  of	  the	  

words,	  and	  how	  vividly	  we	  describe	  what	  we	  intend.	  

	  

#9:	  Spend	  your	  time	  wisely,	  avoiding	  distractors,	  

protecting	  your	  focus,	  serving	  people,	  discerning	  

strategy,	  and	  committing	  to	  impact.	  	  As	  Master	  of	  the	  Fire	  

Hose,	  you	  will	  control	  the	  arc,	  stream,	  and	  direction	  of	  the	  

transformation	  you	  seek	  to	  achieve	  as	  a	  new	  CEO.	  
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Care	  and	  attention	  is	  often	  not	  paid	  to	  the	  transition	  of	  the	  

new	  CEO,	  which	  means	  you	  must	  take	  this	  on	  yourself.	  

≈≈≈≈≈	  

It	  is	  as	  important	  to	  leave	  well	  as	  it	  is	  to	  arrive	  well.	  

≈≈≈≈≈	  

Take	  care	  of	  “the	  stuff”	  so	  that	  you	  can	  honor	  the	  promises	  

you	  have	  made,	  first	  to	  the	  people	  you	  love,	  and	  then	  to	  those	  	  

for	  whom	  you	  will	  do	  amazing	  things	  as	  a	  leader.	  
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Failing	  to	  make	  time	  to	  re-‐invigorate,	  fuel	  up,	  and	  rest	  prior	  to	  

taking	  on	  a	  new	  assignment	  is	  a	  failure	  of	  leadership.	  

≈≈≈≈≈	  

Leadership	  is	  a	  moment-‐by-‐moment	  earned	  position,	  granted	  

to	  you	  by	  others,	  because	  of	  their	  belief,	  trust,	  and	  evidence	  	  

gathered	  that	  you	  have	  their	  best	  interests	  at	  heart.	  	  

≈≈≈≈≈	  

Leaders’	  stewardship	  is	  the	  outcome	  of	  respecting	  that	  

something	  has	  been	  placed	  in	  your	  care,	  and	  trust	  has	  been	  

freely	  extended,	  with	  the	  understanding	  you	  will	  honor	  the	  	  

intention	  of	  nurturing,	  protecting,	  and	  maximizing	  the	  

expected	  results.	  

≈≈≈≈≈	  

Staying	  self-‐aware	  is	  essential	  as	  a	  CEO	  
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Recognizing	  the	  internal	  self-‐talk	  and	  putting	  it	  in	  its	  proper	  

place	  is	  essential.	  

≈≈≈≈≈	  

The	  repositioning	  of	  the	  fire	  hose	  away	  from	  you,	  dialing	  

down	  the	  flow,	  and	  controlling	  its	  arc	  are	  keys	  to	  your	  

success.	  

≈≈≈≈≈	  

In	  today’s	  world	  of	  complexity,	  speed,	  and	  changing	  dynamics,	  

it	  takes	  way	  more	  than	  a	  village	  to	  dream	  powerfully	  and	  

execute	  smoothly	  with	  precision	  and	  innovation,	  while	  

exceeding	  expectations.	  

≈≈≈≈≈	  

If	  the	  playbook	  is	  not	  handed	  to	  you,	  be	  ready	  to	  share	  some	  

ideas	  with	  the	  Board,	  and	  your	  staff,	  about	  how	  to	  manage	  the	  

arrival	  of	  a	  new	  CEO.	  
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As	  Chief	  Partner	  Officer,	  you	  can	  draw	  people	  towards	  you,	  

open	  the	  lines	  of	  communication,	  and	  positively	  impact	  	  

≈≈≈≈≈	  

engagement	  from	  Day	  1.	  	  Create	  an	  environment	  of	  

appreciation	  &	  celebration	  and	  watch	  innovation	  and	  

productivity	  soar.	  

≈≈≈≈≈	  

Celebration	  Cultural	  Maxim:	  For	  every	  complaint	  lodged,	  at	  

least	  two	  things	  to	  celebrate	  must	  be	  communicated	  with	  it.	  

≈≈≈≈≈	  

Your	  default	  leadership	  style	  may,	  or	  may	  not,	  make	  you	  an	  

effective	  leader	  in	  this	  new	  environment,	  and	  it	  may,	  or	  may	  

not,	  make	  you	  a	  beloved	  leader.	  Choose	  wisely	  which	  outcome	  

you	  seek	  from	  the	  style	  you	  select,	  and	  identify	  whether	  the	  

circumstances	  will	  allow	  you	  the	  luxury	  of	  both.	  
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Learn	  to	  recognize	  which	  fire	  hoses	  are	  pointed	  towards	  real	  

fires	  and	  need	  to	  remain	  on	  full	  blast	  vs.	  those	  that	  are	  

twisted,	  trickle,	  or	  just	  need	  to	  be	  turned	  off	  at	  the	  source.	  

≈≈≈≈≈	  

Listening	  does	  not	  mean	  promising	  resolution	  in	  the	  way	  that	  

they	  hope	  or	  perceive	  is	  the	  appropriate	  solution	  from	  their	  

vantage	  point.	  It	  does	  mean	  genuinely	  allowing	  people	  to	  be	  

heard	  and	  being	  open	  to	  their	  perspectives.	  

≈≈≈≈≈	  

It	  is	  by	  discerning	  which	  are	  systemic	  process	  issues,	  

individual	  professional	  development	  issues	  (that	  you	  may	  or	  

may	  not	  have	  time	  to	  rectify),	  dysfunctional	  attitudes,	  

behavioral	  issues,	  or	  an	  overall	  misaligned	  culture	  that	  you	  

can	  come	  to	  conclusions	  about	  actions	  necessary	  to	  establish	  

and	  maintain	  a	  sustainable	  culture	  for	  future	  success.	  
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You	  are	  charged	  with	  the	  responsibility	  for	  the	  impact	  of	  the	  

culture	  blast	  -‐	  pointing	  the	  fire	  hose	  in	  the	  right	  direction,	  

determining	  how	  many	  hoses	  are	  needed,	  adjusting	  the	  flow,	  

selecting	  others	  to	  guide	  the	  hose(s),	  and	  deciding	  to	  whom	  

you	  can	  delegate	  holding	  the	  hose(s)	  at	  different	  times.	  

≈≈≈≈≈	  

As	  CEO,	  your	  leadership	  of	  this	  cultural	  impact	  will	  either	  

transform	  or	  submarine	  your	  teams.	  

≈≈≈≈≈	  

Your	  attention	  to	  the	  details	  of	  culture,	  its	  alignment,	  and	  

continual	  evolution	  will	  either	  support	  transformation,	  	  

sustainability,	  and	  the	  vision’s	  implementation	  or	  destroy	  it,	  

whether	  actively	  or	  from	  neglect.	  
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It	  requires	  inquiring,	  not	  accusing,	  so	  that	  the	  full	  extent	  of	  

what	  you	  may	  have	  to	  deal	  with	  is	  disclosed	  in	  that	  first	  90	  

days.	  

≈≈≈≈≈	  

The	  goal	  is	  to	  shorten	  the	  arc	  from	  recognition	  that	  there	  are	  

operational	  issues	  to	  moving	  them	  back	  into	  the	  underlying	  

white	  noise	  of	  the	  business	  so	  they	  do	  not	  consume	  your	  

calendar.	  

≈≈≈≈≈	  

Which	  practices	  put	  you	  personally	  at	  risk	  just	  by	  virtue	  of	  

being	  hired	  as	  the	  leader	  or	  owning	  a	  company?	  	  

≈≈≈≈≈	  

Recognize	  the	  difference	  between	  a	  crisis	  and	  significant	  

improvements	  that	  can	  be	  made	  over	  time.	  
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This	  is	  the	  time	  and	  place	  to	  lay	  down	  new	  ground	  rules,	  to	  let	  

go	  of	  whatever	  governance	  and	  operational	  culture	  may	  not	  

have	  served	  the	  organization	  well	  or	  that	  may	  be	  

inappropriate	  for	  the	  future.	  	  

≈≈≈≈≈	  

You	  will	  learn	  more	  about	  the	  reality	  of	  the	  partnership	  you	  

are	  entering	  and	  how	  developed	  the	  leaders	  are	  by	  investing	  

in	  these	  conversations,	  observing	  their	  willingness	  to	  

participate,	  and	  noticing	  their	  perceptions	  of	  the	  importance	  

of	  this	  dialogue,	  than	  any	  compensation	  number	  you	  discuss.	  	  

≈≈≈≈≈	  

“Be	  careful	  what	  you	  focus	  on.”	  	  Everyone	  else	  around	  you	  	  

will	  take	  their	  cue	  from	  that	  so	  manage	  what	  others	  see	  you	  

paying	  attention	  to	  in	  your	  interactions	  with	  them.	  	  	  
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The	  political	  jockeying	  that	  occurs	  for	  access,	  influence,	  and	  

power	  needs	  to	  be	  observed,	  as	  you	  learn	  the	  formal	  and	  

informal	  communication	  channels	  in	  your	  company	  or	  

organization.	  

≈≈≈≈≈	  

It	  is	  through	  this	  modeling	  of	  an	  environment	  of	  service	  that	  

people	  can	  soar	  to	  heights	  previously	  unknown	  and	  take	  

companies	  and	  organizations	  into	  new	  levels	  of	  innovation.	  

≈≈≈≈≈	  

As	  you	  conduct	  for	  impact,	  serve	  others,	  and	  stay	  focused	  on	  

strategy;	  you	  must	  find	  your	  champions.	  	  

≈≈≈≈≈	  

Conducting	  for	  impact	  becomes	  all	  about	  tweaking,	  

encouraging,	  teaching,	  providing	  resources,	  removing	  	  
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barriers,	  and	  holding	  the	  space	  open	  for	  everyone	  to	  flourish,	  

while	  getting	  to	  experience	  transformational	  strategy.	  

≈≈≈≈≈	  

Ultimately,	  the	  role	  of	  CEO	  is	  strategist,	  teacher,	  and	  

evangelist,	  removing	  barriers	  and	  holding	  the	  space	  open	  for	  

possibility,	  while	  encouraging	  and	  developing	  others.	  Focus	  

on	  your	  people,	  while	  conducting	  for	  impact.	  

≈≈≈≈≈	  

Honor	  the	  past	  and	  boldly	  paint	  the	  picture	  of	  a	  magnetic	  

future.	  
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CEO Videos 

http://www.ceo.com/videos/ 

 

The CEO TV Show 

http://videos.ceoshow.com/home 

 

Leadership is Upside Down 

http://www.aboutmybrain.com/i4methodology.html 

 

What is Leadership?: David Marquet 

                         
https://www.youtube.com/watch?v=pYKH2uSax8U 

 

Reimagining Leadership for the 21st Century: The New 
Alphas 

https://www.youtube.com/watch?v=6sjrMPwT0tA 
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The Rarest Commodity is Leadership Without Ego 

https://www.youtube.com/watch?v=UQrPVmcgJJk 

 

The 3 Mandates of Leadership, 2013  

https://www.youtube.com/watch?v=wtQmhEm0v1M 

 

The Power of Vulnerability  

https://www.youtube.com/watch?v=iCvmsMzlF7o 

 

TED Talk:  How Great Leaders Inspire Action: Simon 
Sinek                         
http://www.ted.com/talks/simon_sinek_how_great_leaders_insp
ire_action?share=12b623765c 

  

TED Talk: Why Good Leaders Make You Feel Safe:  

Simon Sinek  

 https://www.youtube.com/watch?v=lmyZMtPVodo 
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The Five Levels of Leadership: John Maxwell                      

https://www.youtube.com/watch?v=aPwXeg8ThWI 

 

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	   	  

What CEOs are Afraid Of” - Harvard Business Review, Roger 
Jones, 2/24/15, 

https://hbr.org/2015/02/what-ceos-are-afraid-of 

 

Seven Surprises for New CEO’s, Harvard Business Review, 
Michael Porter, October, 20014 

https://hbr.org/2004/10/seven-surprises-for-new-ceos 

 

The Upside of Unlikability 

http://associationsnow.com/2015/06/upside-
unlikability/?utm_source=AN%2BDaily%2BNews&utm_medium=
email&utm_campaign=20150605%2BFriday 
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The Definition of Leadership for a New Generation 

http://www.govexec.com/excellence/promising-
practices/2015/05/definition-leadership-new-generation/114046/ 

 

What CEOs are Saying: Become an Authentic CEO 

https://www.linkedin.com/pulse/what-ceos-saying-become-
authentic-ceo-ken-gosnell-afc 

 

The Seven Laws of Open Source Leadership 

http://www.forbes.com/sites/adrianbridgwater/2015/09/06/the-
seven-laws-of-open-source-leadership/2/ 

 

Effective High Impact Leaders Attack Established 
Conditions 

http://velvetchainsaw.com/2015/07/28/effective-high-impact-
leaders-attack-established-conditions/ 

 

Six Characteristics Define 21st Century Leadership 

http://www.forbes.com/sites/glennllopis/2015/04/01/six-
characteristics-define-21st-century-leadership/ 
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How to Tell if Someone is Not Leadership Material 
http://www.businessinsider.com/how-to-tell-if-someone-isnt-a-
leader-2014-11 

 

Why I Chose Servant Leadership 

https://www.linkedin.com/pulse/why-i-chose-servant-leadership-
jeff-hough 

 

What to Expect When the New Nonprofit CEO is a 
Millenial 

http://non-profit-management-dr-fram.com/2015/01/04/what-
to-expect-when-the-new-nonprofit-ceo-is-a-millennial/ 

 

Intuition is an Essential Leadership Tool 

http://www.forbes.com/sites/bonniemarcus/2015/09/01/intuiton
-is-an-essential-leadership-tool/ 

 

The Rise of the CEO Support Group 

http://fortune.com/2015/04/28/ceo-support-groups/ 
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The First 100 Days: A Biotech CEO Survey 

http://www.nature.com/nbt/journal/v23/n7/full/nbt0705-
899.html 

 

 

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	   	  

	  

24/7: The First Person You Must Lead is You, General  
 Becky Halstead 

http://amzn.to/1Nlitzi 

 

Stress is a Choice, David Zerfoss 

http://amzn.to/1Yaq6AY 
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Daring Greatly: How the Courage to be Vulnerable 
Changes the Way We Live, Love, Parent, & Lead, Bene’ 
Brown 

http://amzn.to/1G5bCTC 

 

Future of Everything: Strategies for Successful Business 
Behavior, Russ Ouellette, Heather Ramsey, Trinnie Houghton, & 
Debra Clair  

http://www.nhbr.com/August-21-2015/For-Future-reference/ 

 

Fierce Conversations: Achieving Success in Work & in 
Life, One Conversation at a Time, Susan Scott  

http://amzn.to/1Yao43N 

 

Leaders Eat Last 

https://www.startwithwhy.com/Books.aspx 

 

How to Become CEO, Jeffrey Fox 

http://bit.ly/1Yanu6d 
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Tough Things First: Leadership Lessons from Silicon 
Valley's Longest Serving CEO, Ray Zinn 

http://bit.ly/1NZTleH 

 

The Five Temptations of a CEO, Patrick Lencioni 

http://adbl.co/1m1sEQj 

 

The Road to Character, David Brooks 

http://amzn.to/1YfqA3o 

 

Master CEO’s: Secrets of Australia’s Leading CEO’s, 
Matthew Kidman & Alex Feher 

http://bit.ly/1mjWRdQ 

 

Switch, Chip & Dan Heath 

http://amzn.to/1Z83k9S 

 

Start with Why, Simon Sinek 

http://amzn.to/1lIFh3o 
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Drive: The Surprising Truth About What Motivates Us, 
Daniel Pink 

http://amzn.to/1gcae81 

 

The Happiness Advantage, Shawn Achor 

http://amzn.to/1I4nsFQ 

 

Thinking Fast and Slow, Daniel Kahneman 

http://amzn.to/IOzzcc 

 

The Hard Thing About Hard Things, Building a Business 
When There are No Easy Answers, Ben Horowitz 

http://amzn.to/1Rkm4Sd 

 

The Difference: How the Power of Diversity Creates 
Better Groups, Firms, Schools, and Societies, Scott E. Page 

http://amzn.to/1Rkm4Sd 
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The Outsiders: Eight Unconventional CEOs and Their 
Radically Rational Blueprint for Success, William N. 
Thorndike, Jr. 

http://amzn.to/1Z83k9S 

 

What Got You Here, Won’t Get You There, Marshall 
Goldsmith 

http://amzn.to/1MTGFqJ 

 

Superforecasting: The Art & Science of Prediction, Philip 
Tetlock & Dan Gardner 

http://amzn.to/1UpeK6z 

 

 

 

 

 

 

 

 



© The Leaders Haven, LLC.  2016. All Rights Reserved.	   237	  

 

 

	  	  
	  

~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~	  
	  
Cynthia	  Mills	  is	  Founder,	  President	  &	  CEO	  of	  The	  Leaders’	  Haven,	  a	  consultancy	  partnering	  with	  clients	  as	  
business	  strategist,	  board	  consultant,	  executive	  and	  career	  coach,	  succession	  planning	  &	  change	  
management	  guide,	  leadership	  development	  catalyst,	  speaker,	  and	  facilitator;	  serving	  small	  and	  family-‐
owned	  businesses,	  to	  $500M	  corporations,	  associations,	  not-‐for-‐profits,	  NGOs,	  and	  faith-‐based	  
communities.	  
	  
An	  award-‐winning	  national	  and	  international	  CEO,	  Cynthia	  works	  with	  developing	  &	  committed	  leaders,	  
future	  seekers,	  change	  masters,	  high	  performers,	  and	  corporate	  culture	  architects	  to	  exceed	  expectations.	  
Clients	  are	  leaders	  nationally	  and	  internationally,	  serving	  business	  &	  industry,	  finance,	  energy,	  healthcare,	  
co-‐op,	  legal,	  environmental,	  real	  estate,	  publishing,	  media,	  transportation,	  construction,	  safety,	  education,	  
entertainment,	  philanthropy,	  and	  faith	  sectors.	  	  
	  
Cynthia	  holds	  an	  MA	  from	  the	  University	  of	  York,	  England	  earned	  as	  a	  Rotary	  International	  Ambassador	  
Scholar	  and	  a	  dual	  BA	  from	  Queens	  College	  as	  a	  Presidential	  Scholar.	  She	  is	  a	  member	  of	  the	  Institute	  of	  
Management	  Consultants	  (IMC),	  International	  Coach	  Federation	  (ICF),	  International	  Coaching	  Council	  
(ICC),	  American	  Society	  of	  Association	  Executives,	  (ASAE),	  Association	  Executives	  of	  North	  Carolina	  (AENC),	  
Association	  of	  Charlotte	  Area	  Consultants	  (ACAC),	  an	  Honorary	  Lifetime	  Member	  of	  the	  Georgia	  Society	  of	  
Association	  Executives	  (GSAE),	  and	  a	  Lifetime	  Member	  of	  Strathmore	  Who’s	  Who	  Worldwide.	  
	  
An	  ASAE	  Fellow,	  Cynthia	  served	  on	  the	  Board	  and	  Executive	  Committee	  of	  ASAE,	  ASAE’s	  for-‐profit	  
subsidiary	  Board,	  ASBI,	  and	  was	  President	  of	  GSAE.	  She	  was	  awarded	  the	  GSAE	  President’s	  Award	  &	  the	  
Clifford	  Clark	  Award,	  the	  TCIA	  Chair’s	  Award	  twice,	  Outstanding	  Southeastern	  Association	  Executive	  and	  
was	  selected	  as	  an	  ASAE	  Fellow	  of	  the	  profession;	  subsequently	  elected	  as	  Fellows	  Chair	  by	  her	  peers.	  
Cynthia	  is	  a	  Certified	  Master	  Coach,	  Professional	  Coach,	  Christian	  Coach,	  and	  Association	  Executive.	  
	  
Author	  of	  two	  books,	  The	  Empty	  Front	  Porch:	  Soul	  Sittin’	  to	  Design	  Your	  porch	  to	  Porch	  Plan,	  was	  published	  
August	  2015.	  Her	  most	  recent	  book,	  “CEOs	  First	  90	  Days:	  Breathing	  Tips	  for	  the	  Other	  End	  of	  the	  Fire	  Hose,	  
was	  published	  summer	  2016.	  	  

 

 

 

	  Cynthia	  Mills,	  FASAE,	  CAE,	  CMC,	  CPC,	  CCRC	  
Founder,	  President	  &	  CEO	  	  

	  



© The Leaders Haven, LLC.  2016. All Rights Reserved.	   238	  

 

 

 

CONTACT THE AUTHOR 

Cynthia Mills, FASAE, CAE, CMC, CPC, CCRC 

Founder, President & CEO 

 

------- 

Strategic, Business, & Board Consulting 

Leadership Development & Executive Coaching 

Facilitator, Business Speaker & Author 

------- 

CynthiaMills@The LeadersHaven.com 

www.TheLeadersHaven.com 

www.Linkedin.com/in/leadershavenceo 

CMills.LeadersHaven 

@TheLeadersHaven 

	  


