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Praise for You Need a Leader—Now What?


“The most challenging and most pressing job in business is connecting the right leader to the right opportunity. Jim Citrin is the world’s expert at helping companies thrive and accelerate by choosing exceptional leaders that match the unique needs of the organization to the unique skills of the leader.”

—Tim Armstrong, chairman and CEO, AOL




“The core theme of You Need a Leader—Now What?—the right individual, right situation, and right process—is spot-on. Board members often forget this. The “insider versus outsider” research is groundbreaking, and the process of how to interview a candidate is incredibly useful. Every board and company should have a coaching session with this book as the guide for how to best do this.”

—Greg Brenneman, chairman, CCMP Capital Advisors




“There is nothing more important than hiring great people. Jim Citrin and Julie Daum are simply the best at identifying the perfect talent for high-level jobs, and this book reveals exactly how they go about it.”

—Stephen P. Burke, CEO, NBC Universal




“This book is a must-read for anyone—a CEO, a board member, or an HR professional—who may ever become part of the process of choosing a new leader for any organization. In clear and concise language that’s backed up by a wealth of research, the authors frame the challenge, provide a road map to success, and offer practical advice. Read it. You’ll learn a lot. You’ll think a lot. And you’ll be prepared to choose the right leader when the time comes.”

—Ursula Burns, chairman and CEO, Xerox




“We all know that great people are the key to a great organization. But as Jim Citrin and Julie Daum illustrate, there’s much more to it than that. The key is matching the right person to the right situation using the right process. This book will show you how.”

—Stephen M. Case, founder and CEO, Revolution and AOL




“People decisions are the most important decisions in your company, yet they’re often made with the least rigor. This excellent book supplies rigor plus something even more valuable—wisdom.”

—Geoff Colvin, senior editor of Fortune magazine and author of Talent Is Overrated: What Really Separates World Class Performers from Everybody Else




“Finding the best leader for your organization is often a difficult and lengthy process. This important book offers three essential truths that can help guide and direct you through this puzzle. Through tremendous examples and comprehensive analysis, Citrin and Daum give you the pieces to put it all together.”

—Stephen R. Covey, author of The 7 Habits of Highly Effective People and The Leader in Me




“What could be more important to a leader’s success than hiring an incredible team? You Need a Leader—Now What? offers readers a comprehensive guide to hiring not just talent but exactly the right talent. A practical process, rigorous research, and fascinating, instructive stories make this book a real winner for anyone who’s hiring.”

—Keith Ferrazzi, author of Never Eat Alone and Who’s Got Your Back




“Jim Citrin and Julie Daum together bring four decades of experience to explore the maze of issues surrounding the search for a new CEO. Their framework, examples of good and bad practices, and advice all provide valuable lessons for a board of directors seeking to fulfill its most important role—putting in place an effective leader.”

—Donald J. Gogel, chairman and CEO, Clayton, Dubilier & Rice LLC




“For boards, CEOs, or anyone managing an organization large or small, the most important decisions invariably come down to picking the right people for the right jobs. Jim Citrin and Julie Daum have distilled a career’s worth of experience into this lucid exploration of a process that can help any organization identify, select, and motivate the best leaders.”

—James P. Gorman, CEO, Morgan Stanley




“The key to running a great business is matching the right person to the right situation. This wonderful book shows how to make that happen. Written by two of the most successful experts in the field, it’s filled with illuminating case studies and very clear lessons. Even if you’re not headhunting for new executives, this book is both a delight to read and filled with useful insights on how to be an effective leader.”

—Walter Isaacson, president and CEO, Aspen Institute, and author of Einstein: His Life and Universe and Benjamin Franklin: An American Life




“Much has been written about the art of leadership. Citrin and Daum provide a provocative new lens, upending some commonly held assumptions and sharing a clear and empirically proven road map for choosing leaders who will succeed.”

—Andrea Jung, chairman and CEO, Avon Products




“Not only is this book invaluable to those seeking a new leader for their organization, but it is also a must-read for anyone going through the process of being interviewed for a key leadership role.”

—Steven A. Kandarian, president and CEO, MetLife




“Choosing a CEO is certainly the most important and difficult issue that boards have to deal with. And choosing a management team is similarly the most important and difficult task for a CEO. In You Need a Leader—Now What? Citrin and Daum demonstrate a clear-eyed, rigorous approach to leadership selection that works at the board level and across the organization. This is essential reading for everyone in the people business—which is everyone in business!”

—James M. Kilts, founding partner, Centerview Partners, former chairman and CEO, Gillette, and author of Doing What Matters: How to Get Results That Make a Difference—The Revolutionary Old-School Approach




“The most difficult and the most important task any executive or board member can be given is selecting new leadership. He alone can make the difference in success or failure, and there is no reference manual for explaining how to do it well. In fact, it is frightening that so little time or thought is given to this most important decision in companies today. Jim and Julie offer wisdom and pattern-matching experience to help those tasked with this daunting challenge to avoid mistakes that are too often made. I highly recommend it as required reading for corporate boards.”

—Ray Lane, managing partner, Kleiner Perkins Caufield & Byers, and nonexecutive chairman, Hewlett-Packard




“This is a wonderful book for anyone who is grappling with the issues of succession. At a minimum, it should be required reading for board members of private or nonprofit organizations. Through compelling examples of successes and failures combined with great analysis and recommendations on how to approach this crucial process, the authors have created a brilliant manual for choosing leaders in simple and complex organizations.”

—Michael Lynton, chairman and CEO, Sony Pictures Entertainment




“An essential book that will make you completely rethink your approach to selecting a leader to run your organization. In You Need a Leader—Now What? Jim Citrin and Julie Daum pick apart the myths associated with leadership selection and reveal why conventional wisdom in this area is so often flawed. The choice of a leader is one of the most critical decisions an organization can make. If you are looking for a guide to help you avoid the traps in leadership selection and instead find the right individual to lead your organization, then this is the book for you.”

—Youngme Moon, Donald K. David Professor of Business Administration, Harvard Business School, and author of Different: Escaping the Competitive Herd




“Now what? Rethink. This book breaks all common assumptions about the search for succession, destroying the myth that picking a new leader is a matter of finding a hero. Read the book to understand that the right person is most likely not who or where you think. Skills are not unimportant, but choosing the right person is a surprising alignment of paths, perceptions, personalities, and potentials.”

—Nicholas Negroponte, chairman emeritus, MIT Media Laboratory, founder and chairman, One Laptop Per Child, and author of Being Digital




“Citrin and Daum have written a highly engaging and valuable book on management and leadership. Like great coaches who have seen most every scenario, they are able to guide their players with unusual perspicacity and insight. Their case studies are cautionary and hugely instructive. If you read this book carefully, in whatever field you find yourself, you will make far fewer mistakes and may even be heralded as a visionary.”

—Richard L. Plepler, co-president, HBO




“Jim Citrin’s and Julie Daum’s new book on how to choose a productive leader is a first-rate guide for organizations large and small. They cut through the received wisdom about picking a CEO to deliver a flexible but powerful framework for guiding an organization to a successful succession.”

—Michael S. Roth, president, Wesleyan University




“An exceptional, illuminating and insightful book; an evidence-based, best-practice guide, for every corporate and nonprofit board executing the selection of an outstanding CEO; invaluable principles for identifying the ‘best fit’ leader for navigating the waters of today’s currents, who can imagine and execute for a future ahead of the curve. One of the top books on CEO selection, a must-read.”

—Dr. Indira Samarasekera, president and vice-chancellor, University of Alberta, Canada




“There’s one big difference between companies that change the world and those that don’t: having the right people. You Need a Leader—Now What? offers a clear road map for how to identify and select the right people for all levels of your organization.”

—Sheryl Sandberg, COO, Facebook




“One of the most important yet challenging aspects of leadership is surrounding oneself with the right people. Although the process is more art than science, Jim Citrin and Julie Daum do an outstanding job of lighting the way with research-based principles backed by true stories of success.”

—Howard Schultz, chairman, president, and CEO, Starbucks, and author of Onward: How Starbucks Fought for Its Life without Losing Its Soul




“For recruiting seasoned leaders, James Citrin and Julie Daum offer a powerful playbook. Based on gripping accounts from extensive executive-search experience in business and beyond, You Need a Leader—Now What? tells us that the essence is strategic fit, a tight match of what they bring with what we require and the right steps to make it stick.”

—Michael Useem, William and Jacalyn Egan Professor of Management and director of the Center for Leadership and Change Management at the Wharton School, University of Pennsylvania, and author of Learning from Catastrophes: Strategies for Reaction and Response and The Leadership Moment
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I.
THE BIG PICTURE

 




1. THE CURIOUS CASE OF BILL PEREZ

 

You have a key leadership job to fill. Naturally, you want the very best person. But what does this really mean?

Have you ever come across situations in which the same person, with similar mandates executed more or less the same way, could be a spectacular success in one situation and an outright failure in another? What does this imply about how to choose the very best people for your top leadership positions?

This is precisely what we will explore in the illuminating story of an American executive named William D. “Bill” Perez, who rose through the ranks to become the chief executive officer of consumer-products giant S. C. Johnson & Son, and then went on to be recruited from the outside to lead Nike Inc., and then Wm. Wrigley Jr. Company.

LET’S START BY rewinding the clock back to 1959 and head to Beaverton, Oregon, where Phil Knight, a twenty-one-year-old middle-distance runner, starred on the University of Oregon track team. His coach, Bill Bowerman, was obsessed with how to make running shoes lighter and more durable to improve his team’s performance on the track. Bowerman’s obsession was very much on Knight’s mind when a couple of years later, as a student at Stanford Business School, he wrote a paper for his small business class about his concept for a new company. Knight’s idea: “Can Japanese sports shoes do to German sports shoes what Japanese cameras did to German cameras?” Knight’s premise was that a viable business could be built by importing inexpensive but high-quality running shoes from Japan to the United States. In 1963, after a year of round-the-world travel, which included a visit to Japan, he put his money where his mouth was by investing $500 to create Blue Ribbon Sports Inc. to import Tiger brand running shoes. He persuaded Bowerman to match his seed investment and become cofounder.

As a fledgling entrepreneur Knight went with what he knew. He started selling the running shoes at the University of Oregon track out of the back of his green Plymouth Valiant. In the company’s first year, it generated a whopping $364 in sales; but by 1969, Blue Ribbon Sports surpassed the $1 million mark on the strength of a new waffle-pattern running shoe tread that would provide better traction. In 1972, Knight renamed the company Nike, after the mythological Greek goddess of victory. The company’s now ubiquitous Swoosh logo was designed the prior year to depict one of Nike’s wings and represent “the spirit of the winged goddess who inspired the most courageous and chivalrous warriors at the dawn of civilization.”

Over the years, Nike rode the wave of—some would say drove—the fitness revolution behind high-profile athlete endorsements, a continuous flow of new product introductions, and the company’s cultlike devotion to Knight, who with his ever-present sunglasses and wavy reddish-blond hair was the embodiment of cool. He led the company’s initial public offering in 1980, drove the organization past the $1 billion revenue mark in 1986, and was profiled in an August 1993 Sports Illustrated cover story under the headline “How This Man Turned a Tiny Sneaker Company into the Most Powerful Force in Sports.” In 2004, forty-five years after graduating from the University of Oregon (having become its most famous, wealthy, and philanthropic alumnus), and with the company exceeding $12 billion in revenues, Knight, then sixty-six years old, was ready to turn over the reins.

Both Knight and Nike’s board of directors became convinced that the way the company developed products, marketed to consumers, and sold to retail was anachronistic compared with the best practices of the most successful consumer-products companies. The two logical, potential internal successors to Knight, copresidents Charlie Denson and Mark Parker, had grown up inside the company and had little, if any, experience with the world-class marketing techniques used by consumer-products companies such as Procter & Gamble and Unilever. Knight, therefore, felt he had to go outside the company and bring in the person who would be his successor as CEO, conducting a highly secretive search for his replacement.

After reviewing seventy-five résumés, personally interviewing fifteen candidates, and hosting a series of meetings with “the final four” candidates from several of the world’s most renowned consumer-product companies, Knight made his choice. It was Bill Perez, a highly regarded CEO, who had spent thirty-four years with S. C. Johnson, the private company founded in 1886, maker of Johnson Wax, Windex, Drano, and Pledge, among dozens of household brands. Even though he had had eight years of experience as CEO of a $6.5 billion global consumer-products company, the announcement of Perez came as a surprise to Nike employees, investors, and the sports industry alike. Perez was a well-respected chief executive, to be sure, but an unknown outsider whose experience with Nike was limited to wearing the company’s running shoes as a marathoner. Nonetheless, the choice was seen as evidence that Nike wanted to professionalize its management approach and implement the disciplines of consumer packaged-goods marketing, product development, and market research.

Perez had to overcome his concerns about taking over from an iconic founder, who would remain as chairman, wondering if he would truly be in charge. He also realized that he had to integrate himself successfully into a distinct culture that had limited success bringing in outsiders at a senior level. (To be fair, Nike was no less effective bringing in outsiders to key functional leadership roles such as chief financial officer than many market-leading companies.) One senior Nike executive told us, “Nike’s culture is so distinct, which is both a strength and weakness, that even if one’s cultural radar was very keen, it is easy to make fatal missteps.”

Perez had done his homework and tried to address this. “This is going to be a brand-new industry for me,” he said at the time of his appointment in late 2004. “I’m used to selling Ziploc bags and Drano.” In an effort to mitigate the risk both for Perez and for Nike, Knight and Perez had gotten together for multiple one-on-one meetings and two dinners over a yearlong period. They talked about management philosophies, brand building, their respective corporate cultures, Knight’s vision for the company, and how they would work together. At the end of the process, Knight flew out to spend a social evening with Perez and his wife at their home in Racine, Wisconsin. By the time he accepted the CEO offer, Perez concluded that despite the differences in industry sector and corporate cultures, much of what he had learned over the years about marketing, management, and brands was indeed applicable to Nike. He also adopted the appropriate mind-set for someone moving into a leadership role from outside the organization. “I’ve got to learn from the Nike people and understand the culture,” he said. “The last thing I want to do is disrupt it.”

Well, despite the best of intentions and extensive due diligence on both sides, it did not work. Armed with the personal mandate from Knight to apply the sophisticated practices from packaged-goods marketing, one of Perez’s early initiatives was to go out with members of the company’s sales force to visit Nike’s largest retail partners. This is Management 101 to those trained in the blue-chip consumer marketing world and exactly what Knight had hired Perez to do. Perhaps it was his reclusive personality or perhaps he didn’t think it was necessary, but whatever the reason, Knight had not communicated his endorsement of Perez’s new approach around the Beaverton, Oregon, campus. The new CEO seemed out of step, and the whispering campaign soon began. “We don’t go out to visit the retailers and sell them our wares,” longtime company managers said. “They come to us to buy our products.” Such were the unwritten rules of how Nike had always done business. Executives were further taken aback when Perez sought to establish a consumer insights capability, using market research to understand what customers were looking for in Nike’s offerings. Again, for marketers at S. C. Johnson, Procter & Gamble, PepsiCo, or hundreds of other marketing-driven companies, forming such a group would have been considered a baby step toward linking product development with customer preferences. But not at Nike. “We don’t ask consumers what they want,” the way of thinking went. “We design products that they have never thought of and show them that they want them.”1

Influential company executives started talking about how Perez didn’t have an emotional connection to the Nike brand. He was too cold, overly numbers driven, and analytical. Long-serving executives started lining up outside Knight’s Zen-garden-inspired office, from which he rarely ventured. “Perez just doesn’t get it,” they complained. “We’re not selling Johnson’s Wax here. We create the world’s highest-performance footwear, apparel, and equipment for the greatest athletes on the planet whom our consumers strive to emulate.” Behind closed doors Knight was being buffeted by these criticisms from trusted colleagues, many of whom had worked for Knight their entire careers. And while Knight and Perez had weekly meetings to review progress and priorities, the communications were breaking down between the two. Perez says that Knight had not given him feedback about the concerns coming to him from the executive team. Since he thought he was doing precisely what he had been hired to do, he was shocked when at the seemingly routine Monday meeting on January 9, 2006, only thirteen months after assuming the CEO position, Knight delivered the fateful news. Perez told us what Knight said verbatim. “This is not working. You can resign amicably or go fight it with the board.”

Perez did in fact appeal to the board, but to no avail. The irony is that Nike’s performance during his short tenure was strong. Net income surged 28 percent to $1.2 billion from $950 million a year earlier, while sales rose 12 percent to $13.7 billion from $12.2 billion. The problem was clearly not one of performance. And contrary to the most common explanation, it was only partially a function of a cultural mismatch. Had the company been in a crisis situation, with a so-called burning platform for change, the initiatives that Perez was attempting to drive would have been more palatable and therefore almost certainly more successful. According to one senior Nike executive who was there at the time and who requested anonymity, “Bill’s experience at Nike was doomed from the start. The belief from the outset was that the veterans would not stand for anyone from outside the company as CEO. There was a long history of a cabal of old-timers with Phil’s ear who felt they could ignore Bill.”

Mark Parker, the copresident of the Nike brand, was named CEO to replace Perez. Knight knew that Parker, who had been with the company for his entire working life, understood the essence of the Nike brand and that he would have the support of the top management team and broader organization. Evidently, for Nike at least, the so-called state-of-the-art marketing and sales techniques of focus-group-based product development, account management, and the like were not what the doctor ordered after all. While it may seem harsh to have replaced Perez after such a short time as CEO, the fact is that many companies hesitate pulling the trigger to their detriment when things aren’t working. Under Parker’s understated but inspirational leadership and fit with the company’s culture, history, and values, Nike has thrived through both economic boom and bust. Today, Nike continues to enjoy its reputation as one of the world’s most innovative companies, with its Swoosh being one of the most recognized and valuable brands on the globe.

After the Nike debacle, Perez’s formerly stellar career was in disarray. He received a number of calls about joining boards. But he turned them all down because he wanted to get back to work and was already on the Kellogg and Hallmark boards. He had “failed as a CEO” and had shown that “he couldn’t adapt to another culture” after a lifetime inside the staid, private S. C. Johnson. Boards of directors, even in his very own consumer-products industry, were reticent to consider him for top executive positions. Perez was at a crossroads in his career, similar to many severed executives. Should he attempt to “get back up on the horse” and try to rebuild his reputation? Or should he slip into a comfortable retirement made possible by his lucrative Nike severance package?2 Surely he had learned the lesson never again to work as an outsider CEO for a powerful chairman in a founder-led or family-controlled company.

Bill Perez and Bill Wrigley Jr., however, came to an altogether different conclusion. What next happened to Perez helps bring to light of day perhaps the essential truth when it comes to hiring a person for a top leadership job.


It’s not about selecting a great individual to do a job. It’s about matching the right individual to the right situation, and using the right process to get it done.



That is our central message, one contrary to much that passes for conventional thinking used at most organizations when decisions are made about which people to place in senior-level positions. It’s less about going out to find an individual superstar and more about deeply understanding what an organization needs and what kind of person would both fit into the culture and bring the right experience and skill set to get the job done and then going out to find the best person to match the need. While this may seem like common sense, we’ll help you understand and internalize the fact that this is a different way of thinking about choosing the best person for the most important positions through compelling stories based on a wide variety of experiences and a multiyear internationally based research study. Our goal is to provide you with a framework and a process for using that framework when there is the need to fill key leadership positions not only at the top but throughout your organization.

WILLIAM WRIGLEY JR. II,3 who stood at the helm of the company his great-grandfather founded in 1891, determined that he needed a seasoned executive to help navigate the company through the difficult absorption of the Altoids and Life Savers businesses acquired from Kraft Foods for $1.5 billion in 2004. Wrigley suggested Perez as a candidate to the company’s board based on his CEO experience at S. C. Johnson, where he had led the acquisition and integration of numerous consumer companies. Wrigley and the board conducted intensive due diligence on Perez’s troubles at Nike and his extensive career at S. C. Johnson, speaking with board directors and former direct reports from both companies. Equally significantly, since Wrigley and S. C. Johnson shared many of the same retail customer accounts—including the largest supermarket chains, drugstores, and mass retailers—they were able to get an unbiased market point of view
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