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New leaders know they must prove them-
selves right out of the gate. But in pursuing 
quick wins, they often fall into traps that 
undermine success, say Van Buren and 
Safferstone. For example, a new leader 
might:

• Focus too much on details 

• React negatively to criticism 

• Intimidate others

• Jump to conclusions about how best to 
solve particular problems

• Micromanage employees

One new call center supervisor began 
micromanaging employees in a bid to 
improve their first-call-issue-resolution rate. 
Her style made them feel stifled and under-
appreciated. Within five months, the rate 
dropped 15%.

To escape the traps, resist any urge to ride 
roughshod over others to prove your 
mettle. Instead, pursue collective quick 
wins: measurable business accomplish-
ments (cost reduction, revenue growth) 
enabled by substantive contributions 
from your employees.

Collective quick wins benefit your company 
and unleash your team’s potential. They 
also advance your career: Leaders who 
produce them outperform peers by as 
much as 60%.

AVOID BARRIERS TO A QUICK WIN

More than 60% of underperforming new lead-
ers fall into at least one of these five traps:

• Focusing too heavily on details. Leaders 
may try to ace one component of the 
new job and (as a result) pay insufficient 
attention to their broader responsibilities.

Example:

 

The new district manager for a fast-food 
chain got bogged down in designing in-
store displays and advertising—something 
she had excelled at in her previous role as 
store manager. She ignored higher-priority 
performance problems. Year-over-year sales 
in most of her district dropped.

• Reacting negatively to criticism. Some 
leaders intent on change view any criticism 
as resistance to their ideas. They may 
retaliate or fail to use the feedback to 
improve weak areas.

Example:
A division director at a Silicon Valley firm 
pushed products that didn’t match custom-
ers’ preferences and didn’t listen to team 
members’ informed objections. Interpret-
ing the criticism as foot-dragging, she 
chided them and pressed on with her plan. 
Several directors left, and sales plummeted.

• Intimidating others. Convinced of their 
brilliance and highly ambitious, leaders 
can be highly intimidating to those around 
them. Confident in their plans, they can 
mistake employees’ compliance for 
agreement and endorsement.

• Jumping to conclusions. Leaders may ar-
rive in their new role with solutions already 
formulated instead of engaging others in 
the solutions’ design. They risk making 
serious mistakes.

Example:

 

An engineer-turned-team-leader believed 
that minor modifications to a previously 
successful product would help his team 
quickly develop customized versions for 
three clients. He had locked in a solution 
without analyzing the clients’ needs—
and without involving his team. Two of the 
clients rejected the team’s work, and the 
leader was reassigned.

• Micromanaging. New leaders may meddle 
in work they should trust others to do. This 
demotivates employees.

 

SCORE COLLECTIVE QUICK WINS

 

With members of your team, brainstorm 
possible accomplishments that would:

 

•

 

Lead to cost reduction or revenue growth

 

•

 

Require substantive contributions from 
team members

• Stir pride in employees and enable them 
to see their fingerprints on the outcome

Example:

 

The director of Global Media Corporation’s 
Emerging Technologies Division worked 
with his Web 2.0 specialist to generate ideas 
for developing new content quickly. They 
prioritized ideas based on criteria such as 
cost, feasibility, and collective impact. 
Three ideas resulted, all involving a Wiki-
based restaurant-rating guide that would 
compete with an existing paper-based 
guide. The team launched the Wiki in less 
than a month. Three months later, it had 
collected 20% more restaurant ratings than 
ever before.
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New leaders must prove themselves quickly, but the quest for rapid 

results is inherently dangerous. Where are the traps, and how can 

managers avoid them?

 

What are the keys to success for a leader
transitioning into a new role? A few years ago,
the Corporate Executive Board’s Learning
and Development Roundtable—a group of
executives mostly from large firms who are
responsible for cultivating leadership talent—
sponsored a research project to find out.
Working with 22 of the Roundtable’s member
organizations as research partners, our nine-
member team surveyed 5,400 leaders new to
their roles and their managers to discover
what these individuals were focusing on, what
behaviors they were exhibiting, and how they
were doing in their first months on the job. We
also asked the leaders to rate the overall per-
formance of their teams, and we asked the
leaders’ managers to rate their performance
on a 10-point scale. We then looked for the
patterns that distinguished the leaders who
were thriving in their new positions from
those who were struggling.

Among the high-performing new leaders,
one attribute stood out: a strong focus on
results. In fact, most of them had managed to

secure a “quick win”—a new and visible contri-
bution to the success of the business made
early in their tenure. Those who had achieved
a quick win scored on average nearly 20%
higher than those who hadn’t. This was a force-
ful but unsurprising finding; management ex-
perts often advise newly promoted executives
to put points on the board fast. A quick win is a
crucial form of reassurance to the leaders’
bosses, who hope they have made the right
promotion decision; to team members decid-
ing whether to place confidence in their new
manager; and to peers trying to determine
whether an equal has joined their ranks.

Our findings became more interesting when
we examined the struggling leaders. In that
group, we saw a high incidence of five prob-
lematic behaviors: focusing too much on
details, reacting negatively to criticism, in-
timidating others, jumping to conclusions,
and micromanaging the people reporting
to them. Looking over this list, we realized
these are traps that leaders could fall into if
they were hell-bent on securing quick wins.
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What confronts us, therefore, is a paradox.
The relentless pursuit of a quick win is what
ultimately prevents new leaders from benefit-
ing from it. Knowing that they must rack up
quick wins to prove themselves, new leaders
often trip up during the quest for early re-
sults. In some cases, they manage to get the
outcome they were seeking in a narrow sense,
but the process isn’t pretty, the fallout is toxic,
and their ability to lead is compromised.

Having identified this paradox, we were
all the more impressed with the feat the high-
performing leaders had pulled off. Looking
closely at the patterns in that group, we
found that there is a right way to go after
quick wins, and it taps into another of the
strengths these leaders shared: excellent
change-management skills. As new leaders,
they may have wanted to shake things up, but
they also understood that, as a consequence
of their promotion, their new teams had to
deal with transitions of their own. The solu-
tion we propose in this article offers more
than sound advice to individual leaders on
the move—it also has implications for how
organizations should invest in leadership
development. It’s important first to explore
what many leaders are doing wrong.

 

Five Traps on the Way to a Quick 
Win

 

Companies typically take great care in select-
ing new leaders and have high expectations
for them, but within two years, our research
shows, two out of every five transitioning lead-
ers fall short. This underperformance affects
more than the new leaders; it drives down
the performance of everyone around them,
including direct reports, who underperform
peers who are not working under new leader-
ship by as much as 15%. More than 60% of un-
derperforming leaders have fallen into at least
one of the five traps we’ve identified. We have
all seen such tendencies in colleagues and per-
haps have succumbed to some ourselves. We
found that the traps were almost equally
common among first-line, middle, and senior
managers. (See the exhibit “Quick Win Traps.”)
Clearly, the wisdom to avoid the quick wins
paradox does not automatically come with
experience.

Trap 1: Focusing too heavily on details. The
most common behavior we found associated
with failure in a new leadership role was a

tendency to get bogged down in minutiae.
In looking for the quick win, the transitioning
leader tries to ace one component of the new
job. Focusing intently on this goal, she doesn’t
pay enough attention to her broader responsi-
bilities.

Consider Loretta, a restaurant manager in
a fast-food chain, who, after three and a half
years, was made manager of a newly formed
district. Worried that some colleagues might
question her readiness to oversee 20 restau-
rants, she was eager to prove herself. (Loretta,
and our subsequent profiles, is a composite of
managers we studied.)

As a store manager, Loretta had increased
sales with her ideas for in-store displays and
advertising, so she decided to try to replicate
that success at the district level. When she
discovered that no two stores under her man-
agement were laid out in the same way, she
devoted herself to understanding each store’s
color scheme, amount of open counter space,
and square footage available for window ads.
It’s easy to see how she became mired in such
fine points, but the consequences were ex-
tremely damaging. Because she personally
attended to the details, the rest of her team
saw no role for themselves in this effort. She
didn’t create the shared understanding that
would enable store teams to apply any of
her display and advertising ideas to their
locations. Most confusing to them, she ig-
nored many of the performance issues they
considered to be higher priorities. Within
nine months, her bid for a quick win had
produced some quick losses. Although traffic
increased in a few restaurants, year-over-year
sales dropped in most of them. She was even-
tually moved into a nonmanagement position
in marketing.

Trap 2: Reacting negatively to criticism.
The second most common behavior among
the low-performing leaders we studied was a
tendency to respond negatively to criticism.
Based on success in a previous role, a manager
may believe she has a mandate. She may
also suspect that not everyone welcomes the
changes she plans to usher in. As a result, she
may tend to view any criticism as an act of ag-
gression and may even find ways to retaliate.
At the very least, an inability to deal with criti-
cism means that the leader takes much longer
to improve in areas of relative weakness—if
she improves at all.

 

Mark E. Van Buren

 

 (vanburem@
executiveboard.com), based in 
Washington, DC, is a practice manager 
and Todd Safferstone (safferst@
executiveboard.com), based in
London, is a managing director with 
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If a new leader has this tendency, a cam-
paign for a quick win will bring it to the fore.
The initiative will probably target an area the
leader believes she understands, and, because
it is her first major assault on business as
usual, she will be on the lookout for naysay-
ers. That was the case with Denise, who
started her career at a Silicon Valley start-up
as a member, and later on as the leader, of the
original sales team. In the seven years since its
founding, the company had grown to more
than 5,000 employees, and Denise was pro-
moted from sales leader to director of the
middle-market direct sales division. Because
she managed to grow her division much more
quickly than the firm’s other divisions, she
was promoted again, this time to global head
of sales and marketing. Her mission: to get all
divisions to increase their growth rates by
30% within six months. The executive com-
mittee approved her aggressive plan, and she
began to implement it immediately.

When she received her first performance
feedback, after three months in this new role,
the news wasn’t all good. Members of her
new team criticized her for pushing products
that didn’t match the preferences of their
business customers, and for not listening to
their informed objections. Rather than enter-
tain the idea that she might have something

to learn, Denise saw the criticism as evidence
that a change-averse group was digging in its
heels. She chided them for not standardizing
their sales strategies and pressed on with her
plan. By the time she was six months into
her role, two of her five directors had left the
company, and sales had plummeted in all
but one of the five divisions. Seeing that she
would not achieve her goals, she decided to
leave the organization.

Trap 3: Intimidating others. When leaders
come to new roles convinced of their brilliance
and the inevitability of their rise in the orga-
nization, they can be intimidating to those
around them. Confident of their plans’ suc-
cess, they can mistake their employees’ com-
pliance for agreement and endorsement.

Yun Lin, for example, was a supremely self-
confident, fast-rising star. Even as a teenager,
he’d envisioned himself as a highly paid CEO
at the helm of a large multinational company.
A lifelong high potential, Yun Lin was always
on a mission. He had served for eight years as
vice president of his financial services firm’s
Asia-Pacific commercial-credit business unit,
where profits had doubled. Promoted next to
general manager, he was charged with im-
proving profitability, particularly in the com-
pany’s European operations. Yun Lin felt he
had already proved himself and was excited
that the top managers of the firm would be
watching him do so again. He was now only
one step away from becoming an officer of
the company. After one round of meetings
with the executives now reporting to him,
Yun Lin was confident he knew enough to
address all possible obstacles. Within two
months of assuming his new role, he had laid
out a transformation plan that would enable
regional directors to reach their year-end
goals—a quick win.

Unfortunately, his certainty and ambition
intimidated his team. He adopted a super-
cilious, commanding tone with his direct re-
ports. As a consequence, Yun Lin had little
support to draw on when the European
commercial real estate market took a down-
turn and his group missed its year-end goals
by 20%. Yun Lin drew up a strategy for turn-
ing things around, but his team was unen-
thusiastic. His career stalled. After nine
months without any progress, and with no
other promotions on the horizon, he left
the company.

 

Quick Win Traps

 

Taking on a new leadership role isn’t hard just for those on the bottom rung. Manag-
ers at all levels making the transition to new roles can fall into traps, resulting from 
problematic behavior, as they go after early results. This chart shows the percentages 
of the leaders we studied who exhibited the five behaviors highly correlated with 
failure among transitioning leaders.

Focuses too heavily  
on the details

Reacts negatively  
to criticism

Intimidates others

Jumps to hasty 
conclusions

Micromanages  
direct reports 

19%  17%   15%

11%  10%  13%

9%  12%  12%

11%  10%  10%

10%  9%  11%

First-Line 
Managers 

Middle  
Managers

Senior  
Managers
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Trap 4: Jumping to conclusions. 

 

Some lead-
ers hoping to score a quick win jump into its
implementation too quickly. To the people
around them, it feels as if these leaders have
arrived with the solution already formulated
instead of engaging others in its design.

This was the charge against Dan, a team
leader at a defense contractor. Before his pro-
motion, he’d been an engineer on a high-
profile client project team. After that team
won a number of accolades, he moved into a
supervisory role on a different team, tasked
with developing customized versions of the
project for three other clients.

The deadline for the new versions was am-
bitious, and Dan worried that his new team
would take too long to get up to speed. He
conducted a quick analysis of the clients’
needs on his own, extrapolating from the pre-
vious project instead of gathering new data.
That analysis convinced him, conveniently,
that the original product design would need
only minor modifications and that the three
new versions could be developed in half the
time originally forecasted. He proceeded to
draw up the new designs himself and told the
rest of the team to focus on the technical doc-
umentation, supplier contracting, and client
management.

What Dan delivered was quick, but it wasn’t
a win. Because he had locked in on a solution
before thoroughly understanding the clients’
needs, two of the three ended up rejecting his
team’s work. Dan was laterally reassigned.

Trap 5: Micromanaging. Leaders new to
their roles often make the mistake of med-
dling in work they should trust others to do.
Unwilling to take the time to get direct reports
on board with an overall vision or goal—but
afraid their decisions and actions won’t align
with it—they second-guess and micromanage.

Jane is a good example. After working for
18 months as a customer service representa-
tive, she was promoted to the role of call cen-
ter supervisor. She decided that by meeting
an aggressive goal she could prove herself in
this stretch role, so she chose to try to improve
her group’s monthly first-call issue-resolution
rate by at least 10%. Determined to make that
target, she began scrutinizing the daily pro-
ductivity of each of her direct reports, and she
asked them to run all situations involving a
service problem or irregularity by her.

Her direct reports soon began complaining
that they didn’t have any freedom to make
decisions about service issues. They felt un-
derappreciated and, worse, uninspired by
the goal Jane had set for them. Within five
months, the first-call resolution rate dropped
15%. Each issue took longer to resolve, and the
call center reps were less and less motivated to
address the more difficult calls. In the end,
rather than being seen as a rising leader, Jane
was placed on a performance correction plan.

In each of these profiles, we’ve turned the
spotlight on a certain type of failure, but it
will not surprise readers to hear that many
of the struggling leaders we studied fell into

 

The Power of Collective Quick Wins

 

If you are a manager making the transition 
to a leadership role, quick wins should not 
be about your personal scoreboard or pet 
projects but about your management of a 
group of individuals. A focus on collective 
quick wins ensures that your work as a 
leader is a success. You can most effectively 
score a collective quick win by doing the 
following:

 

Make people believers, not bystanders. 

 

By 
definition, collective quick wins force you to 
enlist the team in your success. Rather than 
watching from the periphery (hoping quietly 
for success or failure), your direct reports 
need to become fully engaged and have skin 
in the game. To do that, they must work on a 

meaningful business improvement in which 
they can take pride. In their view, whatever 
positive impact their performance as a group 
has on you is only a by-product.

 

Understand uncertainty. 

 

It’s easy to under-
estimate (or ignore) the anxiety your new 
appointment creates for those who now re-
port to you. If you focus exclusively on your 
own transition, you will fail to appreciate that 
your people are going through a difficult 
time, too. Early emphasis on a collective 
achievement pushes their uncertainty to the 
background, sending a clear signal that you 
define success as a team effort.

 

Show humility. 

 

Too many leaders ap-
proach transitions as if they have nothing to 

learn. An emphasis on collective quick wins 
forces you to seek your team’s guidance as 
they work with you to define and pursue an 
early achievement. This small but difficult 
act of humility builds credibility. In seeking 
advice, you demonstrate respect for the 
team’s capabilities and your willingness 
to learn.

 

Learn about your team. 

 

No amount of 
one-on-one or group get-to-know-you conver-
sations can substitute for the knowledge 
gained from leading your team in action. 
Working toward a collective quick win gives 
you a unique opportunity to learn about 
the strengths, weaknesses, motivations, and 
dynamics of your group.
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Targeting the Right Quick Win

 

Working with at least one respected member of your new team, brainstorm possibilities for a collective quick win—that is, a 
contribution to the success of the business made not just by you, the new leader, but by all team members.

Now, score each possibility using the Quick Win Diagnostic on the right. You’ll then have a fair sense of the relative impact of 
each possibility—and be able to choose which collective quick win to pursue.

QUICK WIN DIAGNOSTIC
YES NO

VALUE
Is the win linked to an urgent, meaningful 
business outcome with a clear connection 
to revenue growth or cost reduction?

If achieved, would this win merit the  
attention of leaders two levels above me?

COST AND FEASIBILITY
Can we achieve this win without creating a 
substantial distraction from the team’s day-
to-day responsibilities?

Can we pursue this win without procuring 
new resources?

COLLECTIVE IMPACT
Will all key members of the team be able to 
see their “fingerprints” on this win?

Will all key members of the team be able to 
cite their contributions with pride?
OPPORTUNITY TO LEARN

Will this effort give me an opportunity to 
learn the strengths, weaknesses, motiva-
tions, and aspirations of individuals on my 
team?

Will this effort allow me to learn the dynam-
ics of the team’s working relationships?

OPPORTUNITY TO ENGAGE
Will this effort require me to seek input, 
guidance, and coaching from my direct 
reports?

Will this effort require me to seek input, 
guidance, and coaching from my direct  
manager and peers?

TOTAL SCORE
Each “Yes” response 
gets one point. Assess 
each potential win on 
the basis of the number 
of “Yes” responses. 

9–10 A good prospect for a 
collective quick win. 
7–8 Promising, but risky. Re-
shape this effort to achieve a 
score of at least nine. Other-
wise this may not produce a 
collective quick win. 
6 or below Unaccept-
able. Look for a different 
opportunity.
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more than one trap at a time. We noted, for
instance, that leaders who were overly fo-
cused on details were also more likely to jump
to premature conclusions and to microman-
age. It’s easy to surmise that many of them
felt unsure of their readiness for the role—we
think of them as “much to prove” leaders. We
also observed that leaders who reacted nega-
tively to criticism tended to be intimidating
to others, as well. We think of them as the
“nothing to learn” type.

 

Breaking the Paradox

 

How can transitioning leaders avoid the quick
wins paradox? Not by abandoning the quest
for early results. Our analysis demonstrates
that leaders who make the most successful
transitions do, in fact, focus relentlessly on
quick wins. But they focus on a different kind
of achievement. Rather than riding roughshod
over others to prove themselves, they pursue
what we’ve termed “collective quick wins,” ac-
complishments that make their entire teams
look good. (See the sidebar “The Power of
Collective Quick Wins.”)

Collective quick wins are achieved with
teams, not in spite of them, but they aren’t
just team-building exercises. Like other quick
wins, they add measurably and meaningfully
to the success of the business. If the win does
not translate into cost reduction, revenue
growth, or some other tangible business out-
come, it doesn’t qualify. Nor is a quick win
collective unless it features substantive contri-
butions from members of the transitioning
leader’s team. Symbolic acts on behalf of the
team don’t count, no matter how high-profile

they might be. The team must make real, di-
rect contributions. Two simple litmus tests
prove useful here: Can key players on the
team see their fingerprints on the outcome?
Would they cite their contributions with
pride? If the answer to either question is no,
the win is not collective.

To help transitioning leaders identify op-
portunities for collective quick wins, we
developed a diagnostic tool. (See the exhibit
“Targeting the Right Quick Win.”) A leader
should not use this tool by himself but should
engage a respected member of the team to
help (in part because she may have more
credibility with the team than he does, so her
early endorsement will quickly alleviate the
skepticism of other team members). Any op-
portunities identified should then be thor-
oughly analyzed in terms of their value, cost,
risk, and feasibility. The same rigor should be
applied to a collective-quick-win proposal that
would be applied to any business idea.

The best transitioning leaders approach the
management of collective quick wins through
the lens of leadership, not simply project
management. Certainly, they know how to
keep a project on track, but they also recog-
nize that the lasting value of their accom-
plishment will be the way they manage their
teams. Adept leaders recognize that their en-
thusiasm for a quick win may be matched by
their new team’s wariness and that achieving
the win will depend on actively engaging
team members, rather than hoping for their
acquiescence.

If this sounds like advice from a change
management handbook, that’s no coincidence.

 

Setting Your Leaders Up to Succeed

 

Many organizations offer training pro-
grams to support leaders during transitions, 
but few programs emphasize change man-
agement skills. We believe that organiza-
tions must prepare leaders for both the new 
position and the transition they and their 
teams will experience. Here’s how compa-
nies can help managers move into leader-
ship roles:

 

Dial back the pressure cooker. 

 

Mastery of 
complex leadership roles doesn’t happen im-
mediately. Hold leaders accountable for early 
collective results, but make it clear that over-

night success is a myth and that leaders new 
to their roles are expected to learn on the job.

 

Engage the support network. 

 

Companies 
can boost the success of highly capable indi-
viduals by embedding them in strong sup-
port networks that include the new leader’s 
manager, previous manager, peers, and 
direct reports. A large insurance company, 
for example, explicitly communicates that the 
leader’s success hinges on the efforts of this 
network and assigns each network member 
specific activition to perform in support of 
the transitioning leader.

 

Build transition capability, not just posi-

tion capability. 

 

Too many management de-
velopment programs focus exclusively on 
training new leaders for specific positions 
(“position capability”) with courses like 
“Essential Skills for First-Line Managers.” It’s 
important, however, to build change man-
agement (“transition capability”) skills at 
the same time. The best programs empha-
size transition capability at first and then 
focus on position capability when it be-
comes more essential to the leader’s day-to-
day work.
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Successful quick-win projects and, more gen-
erally, the settling-in period for new leaders,
are similar in many ways to change manage-
ment initiatives. Both require the leader to
build teams and develop people. Both require
clear objectives that rally everyone around a
common cause and ensure that people know
what’s in it for them. In fact, the leaders we
studied who benefited from quick wins at-
tended to change management basics: They
communicated a clear vision, developed con-
structive relationships, demonstrated empa-
thy, played a hands-on role in developing
team capabilities, and pulled everyone to-
gether. As a result, their quick win projects
succeeded.

Our emphasis on leading change during
a leadership transition may be unsurpris-
ing. Nevertheless, it’s both surprising and
dismaying to realize how little emphasis
leadership-development programs place on
change management capabilities. Most com-
panies promoting someone to a leadership
role are quick to shore up that individual’s
domain knowledge and technical skills. But
the best talent developers recognize that it’s
essential to equip leaders not just with the
skills they need in their new roles (“position”
capabilities) but also with the skills required
to manage the transition into those roles
(“transition” capabilities).

 

The Importance of Collective 
Achievement

 

The quick wins paradox is real, and its con-
sequences are far-reaching. The leaders we
studied who avoided the traps performed 20%

to 30% higher than their peers who stumbled;
those with the greatest team-building and
people-development skills went dramatically
further, performing nearly 60% better than
those peers. For companies, the benefit of
helping transitioning leaders avoid the quick
wins paradox is clear.

The pressure on new leaders to show quick
wins will not go away, nor should it. The right
kind of early achievement—a collective quick
win—enhances the credibility of the new
leader. But, in the final analysis, the measure
of a quick win’s success is not the size or speed
of its impact on the bottom line. It’s the wis-
dom acquired in the process. Did the new
leader gain a firmer grasp of her direct re-
ports’ strengths, weaknesses, motivations, and
aspirations? Did she master the dynamics of
the team’s working relationships? Does she
better understand the leadership challenges
she is likely to confront? If these questions
can be answered in the affirmative, then the
leader can move her team into territory where
the victories come harder and take longer.

Organizations that learn to appreciate the
power of collective wins—and the perils that
attend quick wins pursued unilaterally—can
make them a cornerstone of their leadership
training. Rather than seeing a large percent-
age of the talent they’ve promoted wash out,
they can begin to realize the full return on
their leadership investment.
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What New CEOs Need to Know, 
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You knew that being a CEO would be tough, 
but this tough? The job is filled with para-
doxes. For example, you bear full responsibility 
for your firm’s fate, but you don’t control all 
the forces determining that fate. And the 
more power you have, the harder it is to use. 
Worse, nothing in your past has prepared you 
for these paradoxical demands. No wonder 
half of all CEOs get fired.

How will you stay in the game? This HBR Article 
Collection offers powerful pointers. First, antici-
pate the surprises that blindside many new 
CEOs. Here’s a preview: You can’t run the com-
pany. And you’re not the boss; the board is.

Second, correctly diagnose the situation 
you’re facing: Are you turning around a com-
pany in serious trouble? Starting a new enter-
prise? Helming a rapidly expanding business? 
Realigning a firm that has just begun falter-
ing? Select the right organizational strategies 
and leadership style for your situation.

Third, get the right things done, in the right 
ways. For example, solicit input from peers 
and subordinates on your action plans; take 
responsibility for decisions; and make sure 
everyone knows who’s accountable for 
what, when.

Only experience can help you excel as CEO. 
This collection helps you mine your experi-
ences to master this toughest of jobs.
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