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Crossing Over

The Role Transition From Consulting to Corporate
GSuite Experiences, Perceptions and Views

As anyone who has heard the joke about the consultant and the shepherd kpoofsssional

services firms and corporate organizatitlase something ofa lovehaterea t i onshi p. They c
with or without each other. Yet they have orimperativein canmon Csuperlative leadershigdow

couldboth sides benefit from mixinddNA?

More than ever, corporates are on a relentless quest to reinvent themselves. The hunt for transformative
competences and approaches is intensifying. Distinctive strategies based on sound analysis must be drawn
up and executed swiftly and efficiently, in a way that engages and inspires employees and produces
measurable results.

For Partners and Senior Managers from professional services firms, many of these capabilities are ingrained.
Once installed in the C-suite of a corporate, they have the potential to bring a wealth of experience and
energy to their new role, team and organization, to exercise their hard-earned skills not as visitors to the
corporate city, but as its inhabitants. And yet it is not only corporates who are on a quest for reinvention.
As practitioners of transformation, many Partners reach a point in their careers at which they turn the
spotlight onto themselves and seriously consider ‘crossing over to the other side.’

How can consultants and hiring organizations ensure that the result of mixing DNA is greater than the sum
of its parts? Whilst the opportunities are many, they are accompanied by as many risks.

To find out more, Amrop confidentially interviewed fifteen CxO’s of top corporate organizations using a
structured framework. All were top talents, Partners, Senior Executives, Directors and Practice Leaders with
a robust track record in global, regional and local professional services firms around the world. And all had
crossed over from Professional Services firms to their current C-suite role.

From five countries in Europe: Russia, Poland, Sweden, the Netherlands and Spain, the CxO’s came from a
mix of backgrounds; from Strategy or Management Consulting, Audit, and Tax to Human Capital
Consulting. They are now working successfully within a diverse set of industries — from Banking,
Transportation, Life Sciences, Retail, to Technology.

Their narratives will provide indicators for hiring organizations and likeminded professionals who are
considering crossing over. More than this, they oéféascinating insighinto the exhilaratingand
sometimes painfuéxperience®f a new Gsuite exedtive.
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Executive Summary

Our interviews revealed that theross over from professional services to the corporate world is not
only possiblebut canadd considerabldransformative value botkides thanks to the specific skillset
and dynamism of consultantslowever,even when the urge to merge is compellinigjs key for

both sidesto invest inreflection anddue diligenceSolid onboarding is critical for any incoming
executive, all the mar sofor these particular profiles, given differences in culture and practice
between the professional services and corporate worldie crossoveshould be accompanied by a
coach, and carefullgelected and objective internal guides. However, robust antiog and the

ability of consultants to quickly engage in robust analyses and strategy design, together with clear

change management competencies, will prove an unusually powerful mix.

1 - Time For a Change

Crossing Over Reasons

The move from professional services Partner to a
C-Suite corporate role is triggered by a variety of
reasons — often combined. Most prominent:
looking ahead at the career path and realizing
there is a need for change. This can be a ‘20 year
itch” which develops over time. We see the
weariness of starting every year with the same
Sisyphean cycle: revenue targets, slidewriting,
presenting without truly being able to influence
the outcome. Excessive travel and family shifts
compound the situation and for some, the career
path within consulting firms is unappealing or
uncertain. If the decision to cross over may be
the result of deep internal reflection, it can
equally be ignited by the outside world: an
opportunity swings by via the network as an
executive search firm or longstanding client
suddenly extends a compelling invitation

2 - Preparation is 90% of Success

How to Prepare the Terrain

The need to prepare before crossing over
(without falling into analysis paralysis) was made
abundantly clear. Some CxO domains are not
second nature to professional services — finance,
legal, managing diversity, and the learning curve
will be steep. At the other extreme: consultants
may not know it all, but their hiring
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organizations may assume they do, so
expectations must be managed both sides. Due
diligence is crucial regarding the financial health
and wider structure of the organization. Equally
critical is to get to know the key stakeholders.
(Preparation is far easier when the hiring
organization is an ex client). “Know thyself” is a
further key: one’s motivations, strengths,
weaknesses, preparedness to take on an
operational role. Coaching is advised and the
process does not stop once on board.

3 - The Shock of the New

Onboarding Surprises

All our executives agreed that onboarding was
one of the most critical phases in crossing over.
They were struck by cultural differences related
to the emotionality and politics they perceived in
the corporate world. Some regretted their lack of
legal and financial expertise. Being suddenly in
the spotlight was also a surprise, and whilst some
executives relished a greater freedom to make
decisions, others keenly felt the pressure of
having to have their finger constantly on the
button. Fortunately they had their consulting
skills to fall back on — these were critical in
assessing a new situation and learning how to
navigate. However, they needed support and
sought it from various dimensions - from the
top, from the frontlines and laterally - by
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building a strong team or bringing that team on
board. Some discovered that they lacked the
resources to form teams, or that the quality of
support teams was lower than in the professional
services environment.

4 - Consulting On the Inside

Exercising the Craft

Consulting skills are of high relevance in the
corporate world thanks to a combination of
broad-based thinking, sharp analytical skills, and
the ability to motivate teams in times of
pressure and change.

5-Us and Them

Dealing with Prejudices

After crossing over to the corporate world, our
ex-consultants encountered prejudice related to
their professional services background
concerning their understanding of the company,
or the relevance and pragmatism of their
strategies. These rumblings were either implicit
or explicit, yet several new executives
successfully rose above them — either thanks to a
healthy realism about human nature, the fact
that they had successfully overcome prejudice in
the past, or were simply able to filter out
unhelpful noise. Apart from keeping a cool head
themselves, incoming executives helped their
entourage to do the same. They exercised
leadership and change management skills such
as an incremental change approach, active
listening and participative decisionmaking and
authentic leadership, or building a fact-based
business case. During the process, prejudices
tended to dissolve, as the positive effects of the
ex-Partners’ leadership were seen and
experienced by those who had previously
questioned them.

6 - Old Dogs, New Tricks

Applying New Habits, Leaving Old Ones Behind

If many aspects of consulting knowledge and
practices turn out to be an invaluable resource in
a new corporate role, some habits transfer less
well. The tendency to conduct extensive,
iterative analysis before acting is one. Others
relate to management style: the assumption that
teams are highly motivated, closely connected
and will deliver on the basis of motivation rather
than rules. Or that work can, or will be, done
outside normal hours. Some well-loved
consulting tools have to be put back into their
box: Excel, PowerPoint and management lingo.

7 - Those Were the Days (Or Were They?)
What is Missed Most —and Least

Ex-Partners miss performing and discussing
intellectual tasks in a likeminded, collegiate
setting. They miss less the reasons for which they
abandoned consulting in the first place — the
imbalance between work and private life,
excessive travel, workload, the pressure of
acquisition and lack of real influence on short- or
long-term outcomes.

8 - If | Were Hiring Me

Aavice for Hiring Organizations

For consultants as well as hiring organizations, a
previous consulting-client relationship can be a
fine platform for mutual observation and
success. Even more so, because it can be difficult
to gain visibility on a Partner’s suitability on
paper, given the ‘black box’ of the consulting
environment. In the absence of a history of
working together, sound assessment is critical,
not only to evaluate business competencies, but
personal and social fitness for this different and
culturally-diverse environment. It is also
important to examine the consultant’s
underlying motivation for the role. Risk can be
managed by setting smaller steps towards the
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top roles, and here again, well planned and
executed onboarding is vital. With these
conditions in place, the fresh perspective, broad-
based experience and intellectual bandwidth
imported by exceptional consulting professionals
has the potential to act as a powerful catalyst for
change.

9 - | can See Clearly Now

Shifts in Perceptions of the Consulting/CxO Role
Whilst their new life had significantly reduced
the esteem of some executives for their former
profession, the loyalty and respect of most
remained intact. The idea that of mutual
coaching and learning emerged. Regarding their
perceptions of the C-suite, the appreciation of all
participants had grown, thanks to first hand
experience of this lonely, highly pressured role
where their impact on results did not always
match their hopes and expectations, as the
system raised barriers to getting things done.

10 - Where Do We Go From Here?

The Next Career Step

Even if it was not yet in focus, the next career
was emerging. The notion of going back to
consulting was rarely cited. Instead, some were
thinking of bridging the advisory and corporate
worlds by taking on a future Non Executive
Board role. Others were experiencing an
entrepreneurial itch. For some, this could be
solved by becoming an intrapraneur within their
existing organization. Finally, for those not
already in a CEO role, feelings were mixed about
stepping up to the plate.

Context Matters: 2015

dThe most
knowledge would be
my capacity to
analyze business
strategies, the market

and opportunities,

the

size of existing teams
in order to develop
them. Equally,
redefining the
busines model for
some of the operating
units- new KPIs were
decisive, since the
company was not
accustomed to using
them, whereas for
me it had been very
common. Finally, the
construction of
communication
channels and the
relationships with
clients, which neeed
redefining from the

very fi
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Part One:
FirstSteps

1- Time For a Change - Reasons for Crossing Over
2 - Preparation is 90% of Success — How to Prepare the Terrain
3 - The Shock of the New - Onboarding Surprises
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Introduction - Time For a Change

Reasons for Crossing Over

The move fronprofessional serviceBartner to a &uite corporate role is triggered by a

variety of reasons Most prominent: looking ahead at the career path and realitiege

is a need for changeThis canb@aC 2 0y edavelopingoweihtitne.We see the weariness of
starting every year witla Sisyphean cycle: revenue targestidewriting,presentingwithout truly
being able to influencéhe outcome Excessivéraveland family shiftscompound the situation and
for some, the career path within their firms is unappealing or uncertbihe decisionmay be the
result of deep reflectiarit can equally begnited by the outside world: an opportunity swings by via
the network asan executive search firrar longstanding cliengéxtends a compelling invitation.

Entrepreneurial yearnings

Said one C-suite Leader: “The first time | quit, to move into a kind of entrepreneurial sphere, was simply a
longing to do something real. Instead of writing slides, advising people, my thinking was, “let’s take
responsibility.” The second reason was pretty simple. Everyone was leaving to do dot.com stuff. Thirdly, my
last projects were related to what | was to do afterwards. It was like: “well, | have done it, so | am confident
| can do that,” and | went to establish my own company.”

Another executive has a similar experience: “I didn't move to a corporate role, but to my own outfit. The
learning curve was flattening. As a Partner for five or six years, it started to be pretty much the same all
over again. | left to become my own boss in a consultancy and investment situation. Three or four years
later | switched to be CEO of [corporate]. That move was clearly one of looking for a new challenge.
I mean, 7,000 employees, several companies, 10 plants, 7 markets...”

Selling isn't working

When the financial crisis struck in 2008, one global firm hit problems with sales. “In consulting, your sales
counter gets reset to zero every year and past successes don't count. In volatile times it gets tiring and
frustrating. | could not refuse the opportunity to become CIO at the largest bank in the country.” The
situation was not helped by the fact that this executive was asked to head for a project in a country which
did not appeal to him.

Family matters

Faced with long hours and extensive travel, several interviewees reached a crisis point because their job
was damaging their work-life balance — especially with the arrival of children: “As a Partner, | practically
spent all my time outside Spain, away from my family,” said one. “That took its toll, and after many years
it was time to consider alternatives. When the opportunity arose, | did not think twice.”
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Time to get real

Perhaps one of the most important reasons for crossing over was the

desire to make a real difference. Said one leader: “| wanted to move to d 1
the execution side and carry out the things | recommended to my

clients. I also thought my career might carry more weight if | switched

t was not
my firm, but of my

my experience from the consultancy sector to a more operational potential _career path

position. ” Another yearned to: “sit on the other side of the table where i f |
the decisions are taken, instead of being a consultant, where you can

only advise and hope. It is literally about playing an active role and

seeing the result to the end.”

One participant had been back and forth along the bridge. “I| became a much better consultant after 2.5
years on the Board of the bank,” he said. “However, after a few years of writing slides again, you say: “do |
really want to do this until the end of my life?” And my answer was no. Some people cannot live without
writing slides. | am not that kind. So when the opportunity arrived, | participated in the beauty contest for
the CEO position. It was not a denial of the firm, but of my potential career path if | stayed.”

This executive confessed: “Frankly I've never felt myself to be just a consultant, or a very good consultant. |
always felt the shortage of ‘real’ life in this world, where theory prevails over practice. | always liked the
practical part connected with clients, the development of relationships and business. It was easier for me
to offer several solutions in a few words than to theorize them in many pages. | felt | had hit my ceiling.”

Up or out?

For some executives, the move was swiftly executed. For most, the transition was slow-burning. “I had a
long separation process on and off during ten years, ups and downs when | thought about leaving, but
particularly in the last couple of years,” this executive told us.

“I had worked for twenty-one years at my consulting firm, become Managing Director for the whole sub-
region,” another interviewee related. “After seven years, | started conversations with the firm’s leadership
about the next move - a global role, travelling a lot and signing up for an extra four years. | thought: “by
the time | have done that, | will be fifty, with twenty-five years in the firm, and the chances of crossing
over will diminish.”” Furthermore, he felt: ““we have tried this before...” Some out-of-proportion irritations
about stuff that had been going on for too long. Better to leave at the top of my game.”

For this executive, the prospect of stepping up from Partner to Senior Partner was an “unattractive option”.
He told us: “I had been a partner for six years and enjoyed it, but the next step was to become a Director
or Senior Partner. You are ramping up the career path and everyone knows that this step is the hardest —
what matters is how large your billing is, how large your clients are, less your performance and input. You
need to build an internal position. It is a huge effort and people work super hard. The Director role is more
political and you are more involved in internal governance with less client focus.” The problem was
compounded by uncertainty. “Would | be a Director? Did | really want to be?” Again, the notion of ‘now or
never’ emerged. “I had the feeling that if | were ever to leave, it really was now.”
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Another Partner also faced uncertainty, this time in the form of an organizational change that could
compromise his future: “The new organization was based around vertical and specialized responsibilities, a
change from geographical responsibilities, and | felt it would result in a loss of focus for my career.”

Not only can the upward move be difficult and uncertain, it may not even enhance a CV. This executive
told us: “For every year you stay on as a Partner you become more senior and financially compensated in
the internal system, but not necessarily more attractive externally... In the end, we made an agreement
that | would have a sabbatical, | moved to LA and lived there for six months with my family. | only worked
on some assignments, from a distance.”

For another executive, the move was inspired by a combination of several forces, starting with the need to
challenge himself. “I wanted to try to work in an investment bank - to prove to myself that | could leave
my comfort zone and be successful beyond the Big4. Several conditions coincided: | was already Partner, at
the peak of my career in consulting. Although | worked in Corporate Finance, where only the best
managers, the “elite” worked, this is just a side business for the Big4. So my career path was set,
possibilities were limited and only my pension lay ahead. But it was a difficult decision, and had I not
known some professionals in the new environment | might not have moved. In terms of corporate culture
it was an absolute shock.”

From client to employer

If the previous executive had already established some relationships in his new corporate, for others, the
bridge was even more solid. Said one executive: “have a long and very good relationship with my current
employer, [corporate] was my client, | did a big project for them and even had an over commitment
to it.” Similarly for another, the move was the consequence of a professional relationship: “having provided
them with my services and developed a close collaboration for months, | had a thorough understanding of
the company, and vice versa.”

Flashpoint

The experience of this ex-Partner summarizes most of the trigger factors. Here is his story in a nutshell: ‘|
think it was a combination. Both on the professional and personal side. On the professional side, | was
enjoying my career in [consulting firm], but | had been there for fifteen years. The learning curve
was flattening. | had some geographical transitions, moving from Sweden to Europe and then to the
Middle East and Africa, creating new environments for learning and excitement, but even after six years, |
wanted to renew myself. The decision was brewing, there was also a trigger on the family front with
children starting school, parents getting older and a good reason for coming back home to Sweden. So |
decided it was time, and decided to look for alternatives in Stockholm. In that process | discovered that it
would be difficult to transfer within [consulting firm], since they wanted me to stay in Dubai. Things
happened much quicker then | thought. | had planned for a good year of relaxation and thinking through
what to do next, reconnecting with some old friends and relationships in Sweden. | had also started to
explore a couple of more entrepreneurial adventures in the financial sector and was well into those when |
got the proposition from _____[corporate].”
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Preparation is 90% of Success

Advice on Preparintpe Terrain

The need to prepare before crossing over (without falling into analysis paralysis) was

made abundantly cleaSomeCxQdomainsare not second nature to professional serviGimance,

legal, managing diversityand the learning curve willkely be steep. At the other extreméf

consultants may not know it all, their hiring organizations may assume they do, so expectations must
be managed both sides. Due diligence is crucial reggrttia financial health and wider structure of

the organization. Equally critical is to get to know the key stakeholders. (Preparation is far easier
when the hiring organization is an ex client).
strengths weaknesses, preparedness to take on an operational role. Coaching is adwvidete

process does not stop once on board.

Know This - You Don’t Know it All

The corporate world presents ex-Partners with managerial areas for which consulting could never prepare
them. This C-suite leader was emphatic about the need to exercise humility, to know one’s limits and
compensate for these: “I would advise any consultant [wanting] to leave the beauty of the profession and
move to a role with bottom line responsibility to learn about... finance, liquidity, legal and running large
organizations. Also... set time aside to properly prepare. | just dove in and | believed, you know, bright as |
am, | will somehow be successful. It would have been much better if | had agreed to move in a month
later, spend that month laying out a plan and talking much more to people who have made that shift, to
try to avoid making the same mistakes they made. | effectively made all those mistakes.”

Another warned: “It will be a major shift in every aspect. If you have a senior manager position and never
had an operational role, people are really going to challenge you. As you were a consultant it will probably
take longer to convince them. Don't think you know how the corporate environment works because you
have advised them for several years. Because you don’t. On the other hand, if you really feel that that is
what you aspire to do and have given it great thought, make sure that that the company you will move to
is right for you to fulfill your ambitions.” This executive suggested that it can be harder to convince people
because of being an ex consultant. (You can read more about prejudices encountered by ex Consultants in
Chapter 5).

In short: “Realize that you are ahead of a big change and if you not prepare well you will fail and not move
forward in corporate life. Prepare, and do your homework.”

But They May Expect You To

If some consultants encounter cynicism about their added value, linked to their status as an ex-consultant,
others may suffer from the opposite: a halo effect. One ex Partner signaled: “there’s the possibility that the
hiring organization thinks you're a new can-do-it-all! Then they can be disappointed. Getting expectations

right is very important for success.”
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Perform Your Due Diligence

Several people admitted that more haste and less speed would have been
advisable. | prepared badly,” reflected one leader. “The first thing | found
out after two weeks was that the company was technically bankrupt,
which I should have seen. But | guess | was too eager to make that move.
And | talked to other people, who did something similar. Preparing
yourself is one of the things you can’t do enough.” Another similarly
warned: “I would advise to find out as much as possible about the whole
organization. All that | knew about my future subsidiary was the name of
the organization it was part of.”

Know the Players
Speaking of the need to ensure top level back-up, this executive told us:
“Who you work with is exceptionally important. Many partners moving
into a corporate role move into a role similar to mine, i.e. C-suite, and
you are incredibly dependent on the CEO or the Board of Directors. He or
she needs to back you. You need to be sure of this person, that you know
each other and work well together. In comparison, in a Partner role at
[consulting firm], you do not at all have the same dependency.”

Not only is top level back-up crucial, so too, as we will later discover, is
that of the incoming executive’s support team. However, the quality may
be inferior to that of professional services firms. It is therefore important
to: “take into account the enormous difference between the teams in
consulting and those normally found in companies,” according to one
executive. Another also evoked: “the type of management and leadership
of resources that are normally very different to what we have in the
consultancy sector and in our teams.”

The same executive also warned: "One has to assess one’s capability of
managing diversity, cultural aspects very different from the professional

services sector.”

As we have seen, In several cases, a client approached a Partner with a

d | prepared
first thing | found out
after two weeks was

that the company
was technically
bankrupt, which |
should have seen. But
| guess | was too
eager to make that
move. And | talked to

other people, who did

something similar.
Preparing yourself is

one of the things you
canct do ¢

proposition to join. This situation helps preparation enormously: “l went to LA for six months for a
sabbatical, got my motivation and energy back. | did some serious thinking and decided | was going to go
for the career ramp-up within my consulting firm. But suddenly | was approached by the CEO of
__[corporate]. He was a client. | made sure | could tick as many boxes as possible: a CEO | liked, a role
| knew, a big company that could live with my compensation package and had a scope that was interesting
within my industry expertise - retail. | believe this was the most helpful - | sort of knew what | was getting

into.”
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Not only did this participant know the company and its sector, his network within the hiring organization
was already established: “The people | met helped me to bring me up to speed and | got a lot of advice - a
very good foundation.”

Eat Your Own Medicine

For another executive, it was his exposure to a client base in general that supported his preparation. He
described: “reflecting hard on putting together the leadership team. | had been there, meeting senior
customers, thinking through how to develop a business plan for an organization. So there were many areas
in which | realized | had the know how and felt pretty comfortable about. The biggest challenge was more
to think through: “what will my own team think of someone coming from the outside into a company with
quite a strong culture and a lot of impressive people with a slightly different background than myself? How
can | be a good leader? Will they see me as inspirational, taking them to a better stage? So | spent a lot of
time thinking through how to do that and how to spend my first three to six months, because after that,
people would pretty much have made up their minds about me.”

Know Thyself

Especially when a seductive opportunity is handed to a Partner on a plate, or when the negative stimuli
become overwhelming, it may be tempting to cross over without having performed not only due diligence
regarding the company, but on ones-self. “The first question is to ask yourself is: “what is the reason for the
transition? Do you really enjoy consulting? And if you are an excellent consultant but a crap manager,
never cross over. You will not succeed,” one leader warned.

Coaching is strongly recommended. “| would look at self-assessment with a coach, or a person you can
trust. But | would make it very personal. | don't like stereotypes, every situation and person is unique and
you bring your own strengths and weak spots to the job. And | did think through very carefully about my
conditions to take the job. I don’t know if they had a lot to do with the fact that | come from a
professional services firm.”

Another confirmed: “I have seen a lot of peers leaving the professional services environment and doing
different things, some successful and others less so. It has so much to do with who you are as a person.
Think through what your strengths are, where you get your energy from. In consulting firms, people can be
quite different, some are hugely intellectual, technical, analytical and some are more extrovert, enjoying
building their own success from being influential. And | think there is where | will put myself, what | have
always enjoyed.”

Specifically, this executive raised the need for realism: “thoroughly assess whether they would really enjoy
the execution side and dealing with those problems, also, being in charge.” Referring to execution, he said:
“I'am happy with my move but | do not think everyone would enjoy it. You are part of something that you
build over time and in [consulting firm] a lot of the stuff produced isB__S__. If you get very
bored by day-to-day operative work a move like mine is definitely not the right step. *
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Take Time Out Before Plunging In
Given all these considerations, several highlighted the value of breaking

dSi nce t he I before crossing. "l didn’t prepare, frankly, because it was out of the
started the whole blue,” one executive told us. “When | got a phone call from a
di scussi on: headhunter to participate in the beauty contest, | said: “why not? I'll

try”. Then it went so quickly. The offer was given and drawn up, so |
couldn’t prepare myself for the new position.”

want to be in
consulting till the end

o f my i fe?d And yet, how could Partners create space to evaluate and reflect?
started spinning in my Quitting and taking a sabbatical was rarely evoked. Even this needs
head. Half a year later some research if decisions are to be made for the right reasons. One

| went to my Partnes executive told us: “| left without knowing exactly what | wanted to do,
and whilst it was a great liberation it was very strange, not knowing
where | would go. Some days it felt fantastic and some days a bit like:
“Oh God, what have | done?” I'm not sure | would have done it

and sai d: dl
qguitting. b |

a clue whether | differently, because it had great benefits, but it was a liberating and
would get a job or also scary time. | wasn’t sure if | was throwing away the momentum in
not, but | thoughtit my career. So in hindsight, some further due diligence would probably
would be something | have been advisable.”

would want to do, so, , o -~

. . Consulting can be a mentally draining job. Personal energy is critical to
dl et cCs burn making a sound decision, and can be replenished by some serious
ships. bb downtime. “It helped me tremendously that | was not tired when
making my final decision” this executive told us. “My break made me
think clearly, not focusing on such things as: “all you want is a job
where you work less, are home more and travel less.” My time off put
me in a place where | remembered that | actually love to work and that
| would not be happy unless my new position gave me challenges and
stimulation.” Another partner started his preparation process more
than a year ahead of his transition. He considered: “many options,
directions, the right volume of responsibilities, ambitious goals and
interesting tasks.”

For another leader, the move was also self-motivated, and when the decision was made, it was final. “Since
the moment | started the whole discussion: “do | really want to be in consulting till the end of my life?”
things started spinning in my head. Half a year later | went to my Partners and said: “listen, | am quitting.” |
didn’t have a clue whether | would get a job or not, but | thought it would be something | would want to
do, so, “let’s burn the ships.””

Kiss More Than One Frog
Some wished that they had prospected more thoroughly. “I could have done a more structured job at
looking around for more opportunities. Although in hindsight | do not think that | could have found a
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better job,” one executive reflected. Another said: “I would have liked to have had the chance to evaluate
alternatives, to better understand what the best option for me was, and what opportunities the market
could have given me.”

Given the need to reflect and be as objective as possible before crossing over, the following insight could
be invaluable. “Not many experienced partners want to make the move, so the supply is quite low,” this
executive told us. “So if you really want it, there are a lot of companies interested in you. Take your time,
as this may not be the only option, and do not jump too quickly on the occasion. Be aware and do not
think that you just want to move to corporate life. | sometimes see people just starting to consider: “let
me just make that first jump, then | am there.” That is the wrong jump.”

But Don’t Wait For Ever

If time and reflection is essential, it is equally important not to slip into analysis paralysis. Here comes
another, positive piece of advice: “Do it. Don't stay a consultant for the rest of your life. If wasn’t a success
and you wanted to go back to consulting, you would be a much stronger consultant than before.” In the
same spirit, another executive warned: “Do not be afraid to lose face, make mistakes — that’s what people
from consulting are very afraid of. Think over who you want to be in five years and where you want to be.”

“Just try it,” a further leader confirmed. “A number of people advised me not to do it, because | was in a
certain luxurious position. You are in a move where you are not necessarily successful, because it is a
crossover. If you follow that advice, nothing will happen in your life. | would say: just do it. I may look like a
big jump, but it is not so big as it seems. | made a crossover to a large organization. Moving from a
consulting position to a small hands-on operation would give you a totally different flavor.”

“I should maybe have moved even earlier,” reflected one executive, “as | was relatively old. It is quite a
change to move to the other side.”

And Create Space Once On Board

This executive confirmed the need to prepare before departure. However, he stressed preparation is just as
important after arrival. “I prepared very briefly,” he said, “because it was a quick move. But to be honest, |
didn’t prepare well enough. | would advise anybody to put aside genuine time to prepare, and, starting on
the other side, really understand the company and challenge. | got drawn into the typical operational
demands. The company had been without a CEO for half a year, so my days immediately filled up with HR,
Finance and Legal issues and what have you. If | did it again, | would certainly say: “for the first months do
not count on me as the person who is going to sign any papers.” I would take that time to really assess the
situation and come up with the right plan. Not having that time, | was forced to do this whilst running the
company. And there was no culture of delegation, which meant everything ended up with the CEO.
Including spending, giving even lower level employees a raise, or hiring lower grade people.”
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How to Prepare the Terrain

1. Senior Consultants may risk being victims of their capacity to make fast evaluations of a
situation. Yet, once on board, surprises may lie in store, such as needing to handle legal and
financial matters, and manage diversity A blend of realism and humility is strongly advised

2. Beaware of the ‘halo effect’, ensure that mutual expectations are articulated, agreed and
managed upfront

3. Awell run hiring organization should expect you, as a senior professional and C-Suite Leader,
to exercise due diligence. This should include subsidiaries and key overseas locations. Connect
with current and past leaders of your new organization. Just as it should expect you to
perform your due diligence, your new organization should also expect you, as a senior
professional, to seek references

4. In your new C-suite role, you will be highly dependent on the CEO and/or the Board of
Directors. Be sure you have the right backing. Make sure you know each other and that you
have a high probability of working well together

5. Ensure that the human resources you will need to support your onboarding and subsequent
operation are of sufficient quality — either that this talent is present, or can be installed,
especially regarding knowledge areas that you do not possess yourself and are out of your role
scope

6. Seriously consider a sabbatical to replenish your batteries and give your brain the best chance
of formulating a well-informed decision. The demand for experienced consultants in the
corporate world exceeds supply. As such, allow yourself to examine several opportunities
before leaping. Plan it as you would a project for a client, setting milestones. Be your own
consultant!

7. Perform due diligence on yourself, as well as on the company you are joining. What are your
motivations, what gives you energy? Your personality traits or preferences? Your true sweet
spot? Will these factors be relevant or sustainable in the new setting? Honest self assessment
is vital. Prepare to be guided yourself - invest in a coach — a trusted peer, or a professional.
Consider moving to a smaller company, since the jump will be a shorter one. Be prepared to
move out of your comfort zone and your current — possibly luxurious - position. Be aware that
success may not come immediately.
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The Shock of the New

Onboarding Surprises

All our executives agreetthat onboardingwas one of the most critical phasés crossing

over. They were struck by cultural differenaetated to therelative emotionalityand politics

of the corporate world. Some regretted their lack of legiadl financial expertise. Being suddenly in
the spotlight wasalsoa surprise, and whilst somexecutiveselisheda greaterfreedom to make
decisions, otherkeenlyfelt the pressure of havintp have theirfinger constantly on the button.
Fortunately they had theiromsulting skillgo fall back onCthese werecritical in assessing new
situation and learning how tonavigate. However, they needesipportand sough it from various
dimensions from the top, from the frontlines anthterally- by building a strong team or bringing
that team on boardSomediscoveredhat they lacked the resources to form teams tloat the
quality of support teamsvas lower than inthe professional servicesnvironment.

It’s Not Logical, Jim

Cultural differences between the consulting and the corporate world surprised several executives. “In
consulting, if you have the right facts, you are right,” said one. “A difficult situation is discussed openly,
with all participants. In the corporate world, emotions sometimes have more weight than facts.” Said
another: “I come from a rational environment. Data proves you're right. The emotional and political part in
the organization is very different. It is a different game.”

Culture Eats Strategy For Lunch (And it’s

Another executive experienced culture shock for other reasons: “An absolute lack of delegation and
accountability — a fear to take any decisions - escalating difficult decisions to higher levels. If you want to
keep your job you don’t want to make big mistakes, because you may be fired. If you take courageous
decisions, you are more likely to make big mistakes than if you don’t take any. That way you may survive
another month, another year.” He, also, perceived some emotionality: “That, coupled with a very
authoritarian, necessity-driven private owner, who was extremely hands-on and relatively emotional,
meant basically people tried to survive. That was very different from the culture in which | was living
earlier, where | empowered people, allowed them to make mistakes and watched over them. But not
penalizing them for mistakes, and keeping their independence and responsibility on a high level.”

“Nobody was telling the truth,” a further executive reported: “not in the sense of lying, but in being able to
give an accurate diagnosis of the situation. | spent a lot of time scratching layers of data to arrive at the
truth. This was connected with the mediocre quality of the people.” For him, secrecy was something new.
“In____or___[consulting firms] people would be very honest. In a corporation people tell you what they
think you want to hear.”

His was not the only case: “There was a culture between departments where it was barely possible to
collaborate, information was hidden between different areas,” said another participant. Another still,
confirmed: “By far my biggest surprise was how fragmented it was.... What that does to people’s behavior:
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how they look at reality from their part of the organization. We put a lot of effort into becoming much
more unified, with clearer accountability. Because, in that sort of amorphous environment: “I am here for
my own department and not for the whole, let alone for the [customer],” decision-making is also very
blurred, slow and participative. We make decisions not once, but three or four times at a different table.”

Another surprise was: “the low number of hours that people worked. Having a set schedule that people
normally complied with seemed to me to represent a surprising lack of commitment.” Not only were
shorter hours observed, but sheer inefficiency. Said one: “The disorderliness and lack of proper organization
of almost all processes in comparisonto ___[consulting firm] struck me. Everything in the organization
works against business.”

Fixing problems like this would be no easy matter. One leader confessed: “I thought | would walk in
(consulting style) and say: “OK, starting Monday we will be a professional organization and the culture will
be changed.” Nonsense. Unbelievably hard. | am still not even close.”

Not all executives were disappointed. This leader noticed: “from the very start, how professional the
corporate company seemed from the inside, vis-a-vis my image of a former state-run monopoly; slow.”

In at the Deep End
Not only did the new culture hold some surprises for our executives, it was a fast dive. ‘| barely had a free
day to assess the opportunity in front of me,” said one.

Furthermore, there are some knowledge gaps for which a consulting role cannot prepare a C-suite
executive, as in this case: “When | told people like yourselves that | thought | was the best guy for the C
position, they told me: “you don’t have a clue” We almost had a big argument. And they were right. The
consultant managing a project with five people on it has no clue what it takes to be a C-guy. It is a painful
experience. Legal structures, procedures, commercial code, labor law, and so on. Unfortunately, | had to
learn that in the flow.”

“While the situation was advertised as a growth situation,” said another, “it was a company in decline. It
ended up very rapidly being a kind of deep restructuring case.” He confirmed: “There are business areas
professional services seem ignorant about. Legal, taxes, liquidity. All those things you immediately get
confronted with. Especially liquidity. As a management consultant, | had to do a lot of financial modelling.
But we would hardly ever focus on: “to what extent there is cash in the company, are our receivables being
collected properly and payables being managed?””

<« 2>
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Given all of this, what could help? “I could have benefited from
coaching on how to allocate time as a CEO,” said one executive. Areas
included proactive priority-setting and synthesizing long and short term
perspectives. His difficulty was linked to behaviors learnt in the
consulting game. “As a consultant, you surf clients, your time is pretty
much defined by what your client requires. | got skilled in juggling.
Which was a skill totally useless at the corporation, because | wasn't
supposed to juggle things, but focus on the key challenges. The second
would have been how to trade off short term results pressure, with the
necessity to think about longer term changes and projects. So | dived
blindfold, tried to make it to the surface and survive. It was actually
successfull”

Being an organization-builder was a new step for another participant.
“Even in a senior position in a professional services firm, you are
building teams, not organizations. Working in projects, not a line role.
To get the mind-set right about how to build an organization and a
culture and how you should spend your time doing that, took some
time and was quite difficult.”

All Eyes On Me

A top manager is in a harsh spotlight and needs to take care of meta-
messages. This surprised some incoming executives. One was
astonished by: “*how much is centered round you. How people are just
looking at you, asking: “what do you want?” People are prepared to do
what you want them to do. Also you are observed 24/7, what you do,
but also what you are not doing. What you say, but also what you do. In
hindsight maybe that was to be expected but | was not at all prepared
for it.” Another leader confirmed “how cautious one needs to be talking
to different constituencies. Because people read much more than you
would expect.”

dAs a consu
surf clients, your time
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Being literally center stage was another surprise for this leader: “I had done almost no public speaking. All
of a sudden | held speeches for 5000 people live, had to get out on stage... | think | did quite well under
the circumstances, but | became much better on it after two years. | found myself a great coach. | thought

| was the only one. But then | discovered that more or less everyone was doing it.”

Swimming Freely

“This is so huge...” said one leader, referring to the sheer size of his organization, “but when you make
decisions, you see their impact. Like moving assets from one class to the other... one signature, and 2
billion goes from this to that part. It was amazing - quite cool.” Another experienced a similar sense of
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exhilaration: “You have to approve many decisions in [consulting firm], here you do not have to. It
was very unusual to feel so much freedom and so much power.”

But Under Pressure

Yet, with power comes responsibility. “The biggest surprise was how hard | had to work as the CEO,” said
one executive. “In consulting, you show up at 8 or 9... maybe your day would be relatively busy, but you
would have two or three meaningful meetings during which you would play an active or passive role. As
CEO, there is not a single meeting where | can snooze. Either people are coming to me for a decision or |
have to run a meeting. Every time you have to be on your toes. After ten hours, you're done.” Another
participant had similar feelings about the need to have his finger constantly on the button: “When you are
in consulting you just advise. Here you have to push, control the whole process. Just delegating is not
enough.”

This leader experienced multiple pressures, starting with the previously-cited feeling of being watched: “It
is a different mode of working. | was exhausted and the whole thing about being new, the fact that
everybody is watching you, nobody knows who you are ... and every meeting you are expected to say wise
things.” Furthermore, he felt less freedom in his new organization. In consulting, “you have a lot of pressure
because you have deadlines and so on, but how, where and when you deliver is up to you. You do not have
a boss, I had a boss now. A bit of a sense that | was controlled... dependent. In consulting, if you didn’t like
a team or a client you could always move to another.”

How to Float

Back to the Core

Different and tough as this new environment was, several incoming leaders were grateful to have their
consulting skills to fall back on (we will learn more about this aspect, later). For one, these skills were
“critical” since they “enabled me to look at a problem from different angles with a broader experience than
I think you would have, being raised in a corporate culture.” Another immediately set his cognitive
machinery into motion: “to lay out a set of priorities for the business. Area by area, what | would need to
tackle and analyze to get the right answers.” Having this machinery helps, because the first results will be
needed fast. As this executive quickly understood: “all key decisions, and sometimes not very popular ones,
should be taken in the first 6 months - | would not have a second chance later.”

Having a consulting track record gave confidence and ease to an ex-Partner who had already encountered
a wide variety of business problems in his client interactions. “For me this is a new sector [but] in many
ways large organizations resemble each other. It is all about how to maneuver and manage. | was not
worried at all about my first half year; as a consultant you know how to find your way quickly and build
new relationships. You also learn to get a perspective about the fundamentals and that gives confidence.”
However, “the challenge was more, what would happen after a year? Would | get bored? The transition
from an organization being a client to being your own [organization], that was what happened the first
year.”

Ny
w“ay

Context Matters: 2015 20 Amrop



dThe owner
would have countless
debates, when we
would be clearly
adults with each
other. | would say:
dt h ab®ut sawng
t he
woul d say:
about building the
strategy. b
expectation was
maybe created by the
fact that he was
specifically trying to
hire an ex

management
consul tant

company

Support From the Top

Several executives emphasized the importance of building a solid
relationship with one or two top people. They were mostly pleasantly
surprised, in one case by: “the level of involvement of General Director
and Shareholder in the business” and in another: “the total support of
the owner, who trusted me from the first moment and allowed me to
implement changes and take decisions. This was critical; my team and
the entire organization knew that | had the support of the President and
principal shareholder and supported what | decided.” Yet another
executive confirmed: “The most critical thing during the first six months
was the support of my boss regarding all the changes | proposed. The
alignment we developed for objectives and incentives to achieve the
strategic plan we had set out was clearly the main reason for our
success.” In general: ‘I felt surrounded by the right professionals for the
challenges they faced. Finally, another decisive factor was, again: “the
rapid execution of all the designed plans.”

Asking his boss for guidance, one senior executive was disappointed at
first, but not for long. “He said | needed to figure it out myself...”I'm
just afraid that, if | advise you how to spend your time the first three
months, | will probably advise you wrongly.” In a way, that was
frustrating, but he also forced me to really think it through. | spent the
initial three months just meeting people, listening and learning. And |
was quite open with my team about that. | took over a great set of
individuals, but they didn’t work well as a team. So by gathering them
together, | created wonderful discussions. These powerful decisions took
place without me knowing about everything, but the team did, and
started to collaborate better. | showed them that | did not necessarily
know better then them.” (As we will shortly discover, assembling a good
team is a critical success factor in the new role).

Sometimes, expectations differ from the outset, and it may be necessary to engage in positive
confrontation with one’s closest and most powerful colleague, as in this case: “The owner and | would have
countless debates, when we would be clearly adults with each other. | would say: “this is about saving the
company,” and he would say: “this is about building the strategy.” That expectation was maybe created by
the fact that he was specifically trying to hire an ex-management consultant as CEO - such a person would
create the right strategy for him. That expectation, confronted with the fact that | didn’t believe there was
a need, nor time, to craft a beautiful strategy, created a lot of friction.”

And From the Frontlines

If relationship building needs to occur top down, there are also precious learnings bottom up. “I had to also
really understand the processes,” said one executive, “so | tried to work in supermarkets. | have always
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done that... | was for instance a cashier in the supermarket and | was really bad at it. In that time you had
all these stamps... Three different programs... And people yelling.”

Another literally got on straight on track: “| drove a train with a conductor, did a night shift, went from
station to station, | met all different corners of the organization. One person was assigned to me... a
former train driver who is now a part of our corporate University. He also introduced my predecessor and
has been with the company over twenty-five years. He knows a lot of people and that was very nice - to
start making relationships, because it is also a very relationship-oriented firm.”

Time For A Team

We recall how one executive swiftly discovered that consulting had not prepared him to be the ‘C-guy’
especially regarding fiscal and legal affairs. In the same vein, another executive told us: “They don't teach
you that if you are going to be a successful head of business you need to have your CFO, HR, COO, etc.”
As such and unsurprisingly, getting the right people on the bus was a commonly-cited first act.

For one executive a strong team was a pre-condition of crossing over: “I wanted to become a part of the
top team - six to eight people who felt collectively responsible for the whole organization.” Another
echoed: ‘| wanted to work with a good team, not encounter some real performance issue there and be
unable to move on that.” Particularly because: “a professional services firm means working with high
quality people. I am spoiled and that was one of the risks coming here. But | am now one year in and can
say that | am quite happy with the individual qualities of my team.”

Another executive also cited the high quality of teams in the professional services world. “You are the
frontline. So if you prepare something it has to be at a proper quality level and you have a team to prepare
it, you just check and review. Here you have to do many things by yourself from beginning to end - even
some basics.” This is perhaps why he simply transported the excellence into his corporate: “I brought a
team with me — it was a great help. If | had better known the organizational set-up before my move, |
would have taken more people.” However: “| also tried to adapt to the system and not to confront it.”

Others built teams out of the human capital within their new organization. Said one: “I do not want to
endlessly manage my stakeholders, two guys in my team are doing this extremely well, so they help with
onboarding. | also chose my team tactically - both experience, and fresh expertise. People from the
business, not specially from Head Office.” Another also picked his new entourage with his onboarding in
mind: “Getting a few very strong supporters initially. Secondly, unity of the Management Board. And trust
in those few people | chose.” He also worked fast:. “We had a week to prepare. | say “we”, because | had a
chance to handpick two of my colleagues for the Board. So we had an immediate To Do list. Terrific
insiders. They knew exactly who we needed to replace immediately, who was not honest, who was, who
was professional, who not.” This was just as well, because there was a problem. “Everything was secret, so
no one knew that | would be CEO. In a normal world, they would say: “OK, you will be CEO in three
months’ time, you have access to people. You can talk to people, interview them.” So, the most important
thing in the first month or two is choosing your team.”
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...If We Have the Resources

If having a strong team is vital, there can be barriers to forming one.
In this case, it was the participants’ own error: “I should have been
more aggressive in finding resources for my team. It was understaffed
and | let it be in the beginning, wanting to show | added value. Now |
am completely understaffed and it will take several months until |
have recruited. In a sense | need a mini-me and | cannot be too
aggressive in bringing in a whole ____ [consulting firm] team.”

For another, the money simply wasn't available. “People coming from
outside were paid relatively well, confronted with people from the
inside paid ridiculously low amounts. The solution was not to increase
everybody’s wages - the company didn’t really have a margin to
cover that. The recruitment challenge was underestimated both by
the owner and myself.”

In other cases, the quality was not what they were used to: “At our
consulting firm we always had the best people in our country and
abroad. | could not understand how adequate resources were not
available for carrying out the corresponding functions.” Another
incoming executive echoed: “| was surprised by the level of back-
office. | wasn't spoiled by back-up services in [consulting firm],
but in the economic sector, in a local industrial company, they are
awful. Support doesn’t work properly and efficiently. That was an
unpleasant surprise.”

Not only money, but motivation was a barrier for a further
participant as HR surveys revealed that “the company came up
extremely poorly in terms of loyalty, beyond getting paid every
month. The extent to which they believed they were part of the
bigger thing. There was a lack of a sense of direction, purpose.”
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Onboarding Surprises

Entry into the corporate world can be described as diving blindfold, trying to make it to the
surface and survive and will demand agility, active listening and forward-thinking.

1.

If not already implemented in your preparation, get a personal coach to support you

as a new leader in the transition process - including self assessment

Be alert to meta-messages. Anticipate an environment where emotions and politics

may bear more weight than facts, and silos may exist

Plan your onboarding: meet as many key people within the organization as possible,

listen and continue building insights on the culture, financials and people issues before

stepping in if possible, and after stepping in as soon as possible. Find your way quickly

around the organization. Build new relationships and get intelligence on who to invest

in and who not

Leverage your consulting skills in strategic thinking, teambuilding and result

orientation. Prepare to use them in learning fast at multiple levels/dimensions

Be ready for surprises and finding another organization and people than you planned

for. You may find a different financial situation and corporate culture than expected.

Be prepared for the fact that much is centered around you and you are observed 24/7

— in terms of what you are saying and doing - and what you are not. Check your own

meta-messages

Don't go it alone. The need to constructively interact with a co-pilot (also learning

from each other) makes it all the more important that you have evaluated whether

this person is someone with whom it is possible to work. Practice giving — and

receiving - difficult feedback.

Invest in teaming

—  Bringing the Board of Directors together — facilitating their interaction

—  Getting a support team. Envisage bringing in your own high quality people,
securing the resources for external hiring, or identifying internal members via your
internal guides

Prepare to handle unprecedented management tasks:

- Legal, Tax, Liquidity, Investment decisions

— Building a corporate organization and culture

—  Presenting to large audiences

—  Proactive priority setting - focusing on the main challenges of the company

— Balancing the short and long term, critical decision making and choices.
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Part Two:
The Consultant c¢s

4 - Consulting on the Inside — Exercising the Craft

5 - Us and Them - Dealing with Prejudices

6 - Old Dogs, New Tricks? — Applying New Habits and Leaving Old
Ones Behind

dYou do not tell the CEO that he is more
a Consultant than a ManageP
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Consulting On the Inside

Exercising the Craft

In the previous chapter, we touched upon the fact that, in the first 90 days, the skills honed

in a consulting background can be of invaluable help in assessing and steering through the initial
turbulenceln this chaptewe discover how and when these #lk reallycome into their own: a
combination of broadbased thinking, sharp analytical skills, and the ability to motivate teams in
times of pressure and change.

The Human Factor

We have seen how important it is for an incoming C-suite executive to assemble a team — some simply
imported one. If building that team is vital, some ex-Partners consider teambuilding as an ingrained ability
of their trade: “Starting with people: creating and motivating a team,” reflected one: “All the tools you
acquire as a management consultant, how to make sure people go the extra mile without being paid an
extra mile. So the whole motion of creating a strong team, some sense of unified purpose ... the majority
of people | recruited was basically because they shared the perspective that this was a fantastic challenge.
A company that is extremely primitive in the way it is managed and has the potential to become a Polish
blue chip with international significance. One of the top ten producers globally in this industry.”

Another confirmed: “In my previous life | did a lot on team effectiveness, in terms of the portfolio,
contracts, wiring who is in the team, the dynamics, agenda and processes. My proposition to the CEO was
that | was able to make the executive team a better team. Being part of it, but at the same time, they
asked me to act in the spirit of team coach, facilitate discussions around the strategy, or make a process
intervention.”

If teambuilding skills were ingrained in some cases, another senior executive who had crossed over to
banking was inspired by the idea of developing those all-important people management competencies: “to
lead, to motivate, to manage.” Having said this, he was no novice: “l also have an advantage over the
bankers. They only negotiate well with each other and it is difficult for them to find a common language
with “common people.” | think outside of their box, so | can communicate with different people more
successfully and feel more confident.”

Broad Brush, Confident Strokes

The previous interviewee had broken into a closed environment and was able to break down barriers. For
several, a key consulting skill was their ability to converse fluently and knowledgeably with senior
stakeholders on the basis of solid, yet broad-based, arguments. “With a consultancy background you are
very good in a boardroom style culture,” this leader told us: “so you are quite productive in a management
meeting. The combination of listening and presenting the argumentation, having a good sense of planning
and setting priorities. With a consulting background you also have quite a broad view of things, and being
a great generalist is underestimated in a senior role.”
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Others echoed the point, this executive drew upon his consulting
skills: “Every day! | have industry knowledge as a backdrop. There is a
communication skill that | really learned from my time at
[consulting firm]. How you structure a logic and break things
down. | am highly organized. There is breadth in my experience!”
Furthermore, he was able to deal with large volumes of information,
adding: “I can cope with a huge workload.”

Still another executive found the wide spectrum of consulting an
invaluable platform for corporate life, thanks to: “the knowledge you
gain, the broad thinking, the way you have to engage with and
convince customers. Actually, in every role | had, including here, | am
still able to fall back on the knowledge | gained at ____[consulting
firm].”

“If you are good consultant, you need an ability to stretch your
thoughts, otherwise you cannot communicate clearly,” another
leader confirmed. “I have seen many different companies which |
could use as examples. Not only from insurance, but from banking.
This company, this country. Definitely helps.”

An Analytical Brain

Analytical abilities are typically associated with the consulting
environment. To what extent is this level of cognitive processing
relevant in corporate life? Highly relevant, said several: “The most
applicable knowledge would be my capacity to analyze business
strategies, the market and opportunities, the size of existing teams in
order to develop them. Equally, redefining the business model for
some of the operating units - new KPIs were decisive, since the
company was not accustomed to using them, whereas for me it had
been very common. Finally, the construction of communication
channels and the relationships with clients, which needed redefining
from the very first moment.”

As American songwriter ‘Woody" Guthrie once put it: “any fool can make something complicated. It takes
a genius to make it simple.” This adage applies to the kind of analysis that most helps an executive. “The
first is to cut to the nucleus of a problem, cut out the crap and say: “OK, this doesn’t make sense. So, tell
me what the truth is.” Secondly, the ability to communicate. This is one of my major surprises - managers
talk and talk. | ask them: “tell me in one minute, in three bullet points, what needs to be done and why and

forget about x, y, z.”

Context Matters: 2015
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And a Nose For Problems

Experience can breed intuition, as in this case: “There is a lot of
project work going on, and | smell projects going bad from afar:
are there too many people at the table, deliverables not clear
enough, questions about who the budget holder actually is? ..
Those sorts of consulting project management no-brainers. | make

them explicit with my boss, making sure he is with me - [he] is an

important factor in influencing. | bring it to the table, find my

liaisons and discuss my potential shortcomings with people in my

team. | am an engineer, so | look at the content. If | am convinced

that there is enough, | go there.”

Exercising the Craft

The most useful skills ex-Partners apply to their new role can be summarized as follows:
1. Ahighly-developed ability to interact productively with the boardroom style in
management team meetings (and in general)
- Strong communication and presentation skills
—  Focusing on the priorities and core of a problem, people and business issues
2. Experience in handling a large workload, working under intense pressure with tight
delivery times
3. The capacity to develop business strategies quickly, analyze the market and the
opportunities to target and penetrate these
4. Team effectiveness, leveraging and deploying the right team to execute the new
strategy and growth agenda
5. Redesigning the business model for the business lines, setting new KPI’s.
Developing constructive communication channels and enhancing relationships with
key clients and markets
7. Capitalizing on previous industry knowledge
8. Thinking ‘Outside-In,” having seen different business models and perspectives.

dThere is a | ot of project work going on, and
many people at the tabledeliverables not clear enough, questions about who the budget holder
actually is? Those sorts of consulting project managemetiraimers. | make them explicit with
my boss, making sure he
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Us and Them

Dealing with Prejudices

After crossing over to the corporate worlour ex-consultanteencountered prejudiceelated

to their professional ervices backgroundconcerning their understanding of the company,

or the relevance and pragmatism of their strategi€sese rumblings/ere either implicit or

explicit yet several new executives successfully rose abtham. This, thankso their healthy
realismabouthuman naturethe fact that they haduccessfully overcome prejudice in the past, or
were simply able tdilter out unhelpfulnoise

Walls of Silence

Several incoming leaders did not face direct criticism related to their background. However, they were by
no means naive regarding the gossip around the coffee dispenser. For them, to doubt was human: “Maybe
nobody was brave enough to tell me, said one CEO. “Probably in the majority of the cases the CEO is seen
as a God. You do not question the CEO. You do not tell the CEO that he is more a Consultant than a
Manager.” Another confirmed: “I am sure there were many prejudices. The question is more, had anyone
told me?” This participant was equally realistic: “I think that people want to spread doubts, it is easy to say:
“he has a consulting background, he is not a manager.” It is often heard.” Another, in true consulting style,
put himself in the shoes of his stakeholders. Again, even though he did not hear any direct criticism, he
sensed it. “I think people were quite skeptical, asking themselves, what would | know about this, coming
from a consulting company? Among my team members, some were not sure | knew technology that well, |
mean they were country managers at Microsoft, IBM, HP or Oracle and they had twenty years of career in
technology. Also, my leadership team is older than me. While | don’t think that was a problem, | still think
they looked at this relatively young guy coming in and doing this.”

Another had an additional problem: “This is almost a family oriented business. The people are in the third

generation, the average is ten | NN
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