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Preface




  Becoming the CEO of a company, whether large or small, is a major professional and personal goal, regardless of whether this takes place as the result of a generational transition or your rise to the top of the organization. The result achieved involves preparation, experience, commitment and passion.




  However, even the most well-trained and capable managers, when faced with such a change, when taking on this new role and placing themselves at the helm of the ship, might lose their bearings. They might find it difficult to get an overall vision of the company that they will soon be managing, feel uncertain about the way to present themselves to co-workers, come up against problems when defining the vision, the mission, the goals and strategies to pursue and have doubts about the methods and timing with which to proceed.




  The author of the book, Pietro Santoro, has used his professional experience to address all those people who are about to become CEOs, providing them a manual that will guide them step by step through the different phases that they will need to experience and face.




  From a preliminary analysis of the company in which you will become a CEO to the way in which you should present yourself on your first day, you will need to be engaged, from the first moves to make on a technical level to the definition and communication of the vision, the mission and the corporate strategy and the implementation, monitoring and assessment of the strategy put in place. For all the crucial phases, Pietro Santoro indicates the questions that good CEOs should ask themselves, including which tools to use, the elements to consider and the figures with whom they should surround themselves.




  The book Be CEO is a clear, organized text, full of insights and motivational factors, and is a useful tool that targets emerging CEOs. This book is the result of experience in the field and one that clearly shows the dedication with which the author devotes himself to his work.




  
Why and for whom I wrote this book




  I was in the park with my 9-year-old son Sasà one morning. As he hopped from one game to another, he asked me: "Dad, what job do you do? When you say you're in a meeting, what are you doing? And what about when you say you're going to see customers abroad? After you leave me at school tomorrow, what are you going to do? Have you got a diary too? How do you decide what to do every day, every week or every month?




  I wrote this book as a result of my son's questions and it is a reply to those questions that many chief executive officers or future CEOs ask themselves.




  The primary goal of every business is profit. That said, a good CEO must simply do three things: develop a strategy, recruit the right people and ensure that they carry out the strategy, by working closely with them. CEOs need to know beforehand that they will be judged by the results achieved and the way in which they achieve them, not by what they say or the number of times they appears in the media. This is valid for all CEOs.




  You have recently been nominated CEO or you are about to become one. You will soon be replacing your father at the helm of the company or perhaps you have already done so. Whatever the case may be, you will probably be asking yourself: so what now? Where do I start? What is the best and quickest way to make my company successful? Is there a book that might be able to give me direction, advise me on the questions to ask myself and a method to follow?




  This book will provide you all the answers you are looking for. Keep in mind, though, that you are already further ahead than you might think you are. The mere fact that you are asking yourself these questions shows that you are on the right track to becoming a good CEO. But now you need to concentrate. Together, we will take a look at what you need to do even before you start your new job, what you will need to do in your first ninety days on the job and what you will need to do after that. We will also look at where and how to find your vision, how to formulate the best strategies for your company and how to carry out your plan.




  You will find five steps that, one after the other, will allow you and your team to lead your company to success. You will be asked some questions. What I ask of you is to always write down your answers, thus building yourself a real logbook - your diary!




  
STEP No.1 Becoming a CEO




  
Are you ready to be a CEO?





  “The only way to do great work is to love what you do. If you still have not found what it does for you, keep on looking, do not stop, as happens for matters of the heart, you'll know you have found him as soon as we 'll have the front. And, as the great love stories, it will become better and better over the years. So keep looking until you find it. Do not settle. Stay Hungry. Stay Foolish.”




  Steve Jobs former CEO of Apple




  Becoming a CEO is an important goal in life. Some people become a CEO through a generational transition, others through professional development within an organization, but regardless of the reason, this goal is made up of three basic parts that are linked to your leadership potential:




  1. knowing yourself;




  2. creating a plan;




  3. helping others get to know you.




  
Knowing yourself





  "To me, business isn’t about wearing suits or pleasing stockholders. It’s about being true to yourself, your ideas and focusing on the essentials."




  Sir Richard Branson, CEO Virgin Group
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  Start with this question: do you know yourself? What kind of personality do you have? Your qualities? Your abilities? Your aptitudes? Your values? Your strengths? Yours weaknesses? What best describes your style of leadership? The following outline might be helpful to you. Take a pen and paper and write down your answers. It is essential that you do write them down. Formulating the answers in your head only, would not produce the same result. So, get your pen and paper and write. Are you ready? Good. Let's start.




  ✓ Behaviour: how do you prefer to behave, make decisions, control the business, etc? Do you prefer to act alone or in a team? Are you a person that makes decisions and then has subordinates carry them out or are you more oriented towards decisions made by a team of people? Do you prefer the business to be managed in a systematic, orderly, written way or more verbally with face to face meetings?




  ✓ Relationships: how do you prefer to communicate (method, manner, frequency), start a debate, manage a conflict, encourage people, give negative feedback, etc? Do you prefer formal or informal ways? Do you like discussions that are more political or that are detailed with data at hand? Do you tend to avoid conflicts or do you consider them a way of building something together?




  ✓ Attitudes: what are you capable of doing best and most naturally? What is your idea of a company, your vision, your mission, your identity (do you tend to identify more with yourself or more with the team), what fills you with positive energy and what demotivates you, discourages you, makes you gloomy? What makes you cheerful and positive and what makes you sad and negative?




  ✓ Values: what are your basic values? What is your approach to listening, to risk and to time frames (short, medium or long-term)?




  ✓ Environment: in what kind of environment do you or would you prefer to work in terms of the office, shared spaces, attire, rules, protocols, etc?




  If you do not ask yourself these questions and write down your answers, it is very unlikely that your leadership style will prove effective in your role as CEO. If you are honest with yourself, you will discover that some of your preferences cannot be strengths or, vice versa, that some of your values are perfectly aligned with the type of organization in which you find yourself. As an example of the first case, think about people who are perfectionists by nature, who prefer to do all the work themselves and suddenly become CEO at the helm of a company in which the team has always been the foundation of success. What do you think the result will be when this new CEO arrives? It will be disastrous.




  To answer the questions as honestly as possible, you might consider speaking to a coach, who can help you through the process, or someone who knows you very well and, without fear of offending you, can tell you or write what he or she thinks about you with regard to each of the points in question (friend, former colleague, partner, etc.).




  Once you have written down your answers to the aforementioned questions, you will need to clarify your intentions and goals as a CEO, declare them to yourself and be perfectly aware of them. Otherwise, you will never be truly committed to achieving them. To this end, it will be useful to choose one or two people close to you, to whom you can communicate these intentions. The more you find it difficult to communicate your intentions to these people, the more it means that you are unsure of what you say you want to do or be. You must then try again until you feel that what you are saying is really what you want to achieve.




  Create yourself a plan




  "Don’t compare yourself with anyone in this world…if you do so, you are insulting yourself."




  Bill Gates, CEO of Microsoft




  After replying to the questions on the basic elements of your leadership potential, you will be ready to outline your career plan. It will have short, medium and long-term time frames.




  Take the notebook in which you wrote down the answers to the questions concerning "Knowing yourself" and continue by writing down the answers to the following questions that you need to ask yourself in order to create your plan:




  ✓ What do I like/what don't I like. Carefully read the answers to the above questions again. Think about the activities you undertook in the past and the positions you held. Now start to list all the things that you liked most and that you liked least. You need to be specific, not generic. Try to remember single episodes, moments and things you did, the behaviour of some of your superiors or co-workers, specific situations that changed your mood positively or negatively. For example, did you like planning, team-building, participating in special projects, being praised in front of others? Did you perhaps dislike checking, implementing, being in charge of planning an event, maintaining relationships with some people? Obviously, these answers are very individual. For your role as CEO, it will be essential to know what you like and what you don't like. As CEO it is equally important that you are interested in what your co-workers like and don't like. This is because people do things they like doing with the maximum determination and enthusiasm. Consequently, the result will be much closer to what you expect from yourself and from others.




  ✓ Ideal work criteria. After having answered the questions about yourself and about what you like/don't like, you should have a clearer picture of whether the job you aspire to/are about to take on, namely that of CEO, responds to your criteria of an ideal job.




  ✓ Long-term goals. Now consider your long-term goals. Start from the end. How do you see yourself in 5 years from now? 10 years from now? 15 years from now? What do you want to achieve? What do you dream of owning, doing in your free time and what do you need in order to achieve these things? What career path can help you to achieve the things that you desire the most? From this point of view, it will be important to consider both your professional and personal life. The more you are able to sketch out your professional life, the more it will guarantee your enjoyment of a personal life that comes close to that of your dreams. You will need to ask yourself these questions at the beginning of your career path, but it is also important to perform this exercise periodically, to make sure that you are proceeding in the right direction.




  ✓ Options. In order to achieve your long-term goals, it is a good idea to think of multiple options that will allow you, over time, to get you where you want to be. Being fatalistic (it's this or nothing) will not help you at all and will most certainly not create all those possibilities that multiple options can provide you.




  In the short-term, you will need to consider your current preferences and strengths. In the medium-term, you can think about expanding and developing your strengths, seeking alternative ways of doing so. The more you strive to improve yourself, both within and outside of the company, the more your co-workers will recognize your leadership skills. Their reasoning will be more or less the following: if he/she cares so much about his/her growth, he/she will also be able to recognize how important it is to us and will do everything possible to please us.




  Lastly, in the long-term, you must decide which strengths you need to possess in order to achieve your long-term goals.




  
Help others get to know you





  “I’ve been very lucky, from the beginning. I’ve found that as long as you’re fundamentally good – as long as you’re not being bad to people – people give you a lot of room to be yourself, because being yourself is being honest. And that’s what people want to see.”




  Andrew Mason, CEO of Groupon




  Some strengths are nice to have and others are necessary and perhaps need to be developed in order to perform a leadership role like that of a CEO. Different roles require different strengths.




  One of the most sought-after skills, along with that of leadership, is the ability to communicate. If communication is not one of your strengths and you are about to become - or you already are - a CEO, you should plan, as soon as possible, a path that will allow you to bridge this gap.




  After getting to know yourself, you will need to help others get to know you. To do this, you should keep three things in mind:




  1. Yourself. You cannot communicate anything important to anybody and under any circumstances if you have not first reached an understanding of who you are, what you want and what is important to you. Everything you say will be credible and tenable if your voice, your body, your words, your values and your actions are attuned to the words you pronounce.




  2. The people you will be addressing. The purpose of communication is that it be received by someone who will then do something. Knowing and learning to know the people you are speaking to, discovering what is important to them and how they will react to your communication is as important as knowing yourself. Here are a few questions that you should ask yourself: who are the people with whom I will have to communicate? Be as specific as possible, including people or groups of people who might have an impact. What are these people currently doing? What are they thinking? What is important to them? What might make them change their attitudes?




  3. Message. For any one of your messages to be effectively transformed into an action, it must contain the goal for which the action is needed, the vision of what will happen if the action is fulfilled and the way in which that something is expected to be done.




  The people you are addressing need to understand that something different from what has been done until now is required. They need to be able to imagine a better future awaiting them if they do something different and they need to fully understand what to do to achieve this goal.




  In conclusion, before you agree to become a CEO, you must ask yourself whether or not you are ready to do so and, to do this, you will need to write down your answers to the following questions:




  • Is it a job I can do?




  • Is it a job that I like?




  • Will I succeed in having positive relationships with the people I will be working with (co-workers and shareholders)?




  • Can my strengths be used in this job?




  • Are my motivations aligned with this job?




  Before you begin




  If you are ready to be a CEO, provided of course that someone has asked you to do so, it is best to keep a few rules in mind before you begin.




  Before you begin in this case means:




  1. before you accept the job




  2. before you start work




  3. your first day on the job




  Before you accept the job




  To avoid climbing aboard a sinking ship, there are a few things you should make sure of before you accept the position, unless you have been called in especially to prevent the ship from sinking! What matters is that you know this and you don't discover it later on.




  The main risks to avoid in this phase are dealt with in the three paragraphs that follow.




  At the end of this process, the most important thing will be that you have answered the following question: should I really accept this job?




  Are you climbing on board a sinking ship without knowing it?




  "The term ‘too big to fail’ must be excised from our vocabulary."




  Jamie Dimon, CEO of JP Morgan Chase
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  The main questions to ask yourself are:




  • What is the company's competitive advantage?




  • Are there any risks linked to the current customers?




  • Are there any risks linked to the current employees?




  • Does the company have the necessary skills for long-term success?




  • Are there any significant risks linked to the competitors?




  • Are there any hidden risks that might have a significant impact on the company and on its continuity?




  In chapter 2 we will tackle the topic of Understanding in detail, followed by the analysis of the company intended as a business entity and the external forces. In this phase, however, we will limit ourselves to indicating a few questions that, albeit general, offer valid support to the CEO in understanding whether to accept the job or not. In this case, the analysis will be less precise and detailed than the analysis that will need to be made once the job has been accepted. Nevertheless, it is undoubtedly sufficient for understanding whether or not you are running any risks. Acquiring information and opinions on the company, on its business, its products, its strategies, its state of economic and financial health, its customers, its market, its culture, its values and its expectations, is not too difficult. This information is available via the Web, at the Chambers of Commerce, through dedicated websites (e.g. D&B) or in specialized magazines, in budget sheets, in analyst reports, etc.




  Why is a CEO needed?




  The main questions that you will need to ask yourself are:




  • Might someone be against my entering the company as CEO? Why? What can I do to appease this aspect?




  • Why do they need a CEO? Who held the position before me? Why did he or she leave? After how long?




  • What are the goals and expected results? What is expected of me as CEO? When are my first results expected to be seen?




  • What will the impact be on the rest of the organization? What type of relationship am I expected to have with the main stakeholders?




  • What will my specific responsibilities be? My powers? My direct reports?




  You can also answer these questions through specific but balanced conversations with those who want to employ you, with anyone you think might not be happy about your arrival at the company, with the shareholders themselves or with other stakeholders.




  Why you?




  The main questions that you will need to ask yourself are:




  • Why have they chosen me as CEO?




  • As CEO of this company, can I use my skills and strengths effectively?




  • How should I organize the work over the coming weeks, months, years?




  • Is the corporate culture close to my own values?




  Think about the answers you gave yourself on the subject of knowing yourself, and you will find lots of insights into how to manage the risk in question.




  Before you start work
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  You have accepted the job of CEO. Congratulations! So now what? What do you do? A suggestion: don't start right away, but think about which day would be best for your first day on the job. Why? Because your leadership will not be assessed on your first day of work as CEO, but from the moment in which you applied for that position. Besides, two or three weeks later than the planned date of your first day at work should not create any particular problems, especially if the search for a new CEO has been going on for months. If, however, the expectation is that you begin immediately, you might want to reconsider your decision to accept the job.




  If need be, you might consider agreeing upon a non-official start date, so that you can start meeting your main points of reference and the head of human resources, with an official start date (a few weeks later) to be communicated to the entire organization.




  During this period, prior to your official "first day", you will need to study a communication plan regarding all your key contacts. In particular, you should:




  ✓ Identify your main stakeholders. Those people who will be impacted by your success more than others. The shareholders, your president and also your potential peers, your direct reports and your partners.




  ✓ Define your message, your first message. If you are not sure about what you should say, wait and think about it. Your first message will be crucial for the effectiveness of your future communications. It will need to satisfy the stakeholders' curiosity towards you, the new CEO.




  All you need to do in this period with regard to communication is to contribute to the formation of opinions about you and about your leadership. Everyone will observe and assess you in this period and it will be very difficult to change their opinion of you later on.




  ✓ Prepare your work environment. If you are lucky, your office will already be ready for you, but it will probably not reflect your needs or your style. A great many CEOs underestimate the importance of planning, imagining and organizing their work environment. The most common errors are beginning to organize your office after you have started work and working in a space that in no way fits your needs for a long time, thinking that there will be a better time to concentrate on it. The problem is that, once you have begun, this better time will never come. So why not think about it during the weeks that precede your "first day on the job"? What do you want your office to be like? Do you need a secretary? With what skills? What must he or she be like? What must he or she take care of? Where will his or her space be situated? Does your office need to be organized with conference tables, chairs, sofas, armchairs or anything else? What message do you want to transmit to people who enter your office? What will the walls be like? Empty? With pictures? Which ones? What type of IT tools will you need? Will you need a blackboard? Every office reflects a leadership style and will therefore contribute to the opinion that your co-workers form about you. Therefore, organizing your own spaces cannot be a decision left to chance.




  ✓ Managing personal and family aspects. Don't wait for your first day of work to manage personal or family issues linked to your new job. For example, avoid looking for a house to live in with your family or a school for your sons and daughters on your first day at work and/or the days immediately after. You will not have the time, you would do it badly and you would feel at fault for not having dedicated more time to understanding the situation you find yourself in.




  ✓ Set up some pre-meetings or conference calls. Don't wait until your first day of work to meet the people, perhaps the most influential, with whom you will be working: the ownership, the most influential members of the board of directors, important customers and influential direct reports. When you request a meeting and start up a conversation with them, don't forget to underline how important their acquaintance is to you, before you start your job. One of the main advantages of these meetings will be, above all, the possibility of organizing them anywhere, even an informal location, like a stadium or a pub. The second advantage is that you and they will all feel much more at ease and relaxed during the conversation.




  ✓ Avoid organizational changes that might have an impact on you. If, along with your position, a decision is made to carry out scouting for some of your direct reports, request the possibility to be in charge of their selection.




  ✓ Know what to talk about and what to ask during the pre-meetings. Above all, avoid criticizing the previous management. You will gain nothing, in terms of approval, by criticizing what was done in the past. Instead, focus on analysing past performance for an objective analysis of issues that can be used as an inspiration for achieving the improvement desired.




  Knowing what to talk about and what to ask during the pre-meetings is important for the purpose of a preliminary assessment of your future co-workers. In fact, keep in mind that you will not be able to leave your team unchanged for very long. Within 90 days, you need to decide which people you consider most suited to the situation to be managed. If within 90 days you still have the same people, you will not be able to complain or blame them for any bad results later on. You are responsible for directing change and human resources are the foundation of such change. If a person is no longer suited to the role required, apply the following rules, but act quickly:




  – If there is a gap in skills but not in willingness, verify the timing and cost of a training programme. Otherwise, replace the person;




  – If there is a gap in willingness but not in skills, act on the motivational aspects, with appropriate coaching activities;




  – If there is a gap in both willingness and skills, you will probably have to opt for replacement right away.
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  Clearly, your directional style will change according to the different cases, but as a CEO and taking into account the complexity and size of the company, you need to know how to evaluate the extent to which and for how long you can afford such gaps, without having to resort to new professional figures.




  Following are some basic rules for defining the team:




  – Vertical organizational changes might prove to be ineffective if they are not correctly aligned horizontally. Changing a team, without giving adequate knowledge of this change to a customer, for example, could generate misunderstandings and be misleading to the latter or might simply lead to a loss of information.




  – Be careful not to lose the staff most useful to your mission.




  – Avoid team-building activities before you are sure that this will be the final team.




  – Avoid assigning new team members with tasks the do not agree with or that have been started by others, only to then judge them for failing to respect the underlying goal of that action.




  – Avoid doing all this alone. Seek support from someone internally (for example, the head of human resources) or outside of the company who can help you to get a better understanding of the initial situation, the potential manpower available, any gaps, the organizational need for change or just for training.




  In order to avoid the errors mentioned above, you will need to equip yourself with a method that is above all evaluative. The human resources must be assessed for their technical skills with respect to the role they perform, their conscientiousness (managing situations also under pressure), their energy and passion, their ability to focus on problems, their relationships with others and their faith in what they do or say. You can quantify each of these criteria from a minimum to a maximum and make an initial analysis of your resources.




  For the assessment of technical skills, you can refer to tools like performance indicators, questions on performance, etc., necessary for understanding the level of knowledge the person has in a specific department (marketing, finance, supply chain, etc.).




  More in general, it is necessary to assess the strengths and weaknesses of your team members. The best way to do this, as mentioned at the beginning, is to plan meetings, even informal ones, with each one of them and in person. To this end, it would be wise to prepare each meeting by obtaining information on the person you will be meeting well in advance (personal history, performance indicators, interests, etc.) and prepare a series of open questions, such as:




  • What are the strengths and weaknesses of the existing strategy?




  • What are the greatest short-term and long-term challenges and opportunities?




  • How could we use our resources more effectively?




  • How can we improve the way in which our team works together?




  • If you were in my position what would you do?




  During the meeting, paying attention to verbal (replies) and non-verbal (body language) behaviour is essential. Does the person demonstrate know-how relative to his or her function, as well as a sense of responsibility, or does he or she make excuses (the classic "yes but")? Does the body language (posture, facial expressions) match the verbal responses or not? What seems to arouse the person's interest (functional area, subject matter, topic, etc.)? Outside of the meeting, it will then be important to understand how the person interacts with other team members (friendly, disagreeable, competitive approach)?




  Obviously, this phase of assessment will not be complete though a preliminary meeting alone. The risk would be that of concentrating too much on technical or business aspects and less on others (conscientiousness, energy and passion, ability to focus on problems, relationships with others and trusting what they do or say), which need to be observed directly "on site" during the first few weeks. Equally important, to bring out a person's personality and approach, is to make his or her true nature emerge, by asking non-business related questions, for example on topics that he or she is interested in outside of work (hobbies, passions, etc.) and verifying whether or not he or she tends to take a clear position with regard to these topics. If the person remains in a state of uncertainty, he or she will probably be the same on the job.




  The assessment of the team as a whole is equally important to the assessment of the individual. A few techniques you could use for this purpose are the following:




  • Study the available data (meeting reports, internal surveys, etc.)




  • Are the answers provided by single members consistent with the behaviour within the team?




  • How do the team members interact with each other? Are they collaborative?




  • Does anyone show unique leadership qualities? How is he or she considered?




  • When someone else speaks, how do the others behave? Do signs of collaboration or conflict emerge?




  After this preliminary moment, within your first 30 days, you should be in a position to understand if a person falls into one of the following categories:




  ✓ The person works well and can maintain the position that he or she holds;




  ✓ The person can stay, but needs support for development;




  ✓ The person must be moved to another position;




  ✓ The person needs to be replaced but it is not urgent;




  ✓ The person needs to be replaced urgently;




  ✓ Further analysis is needed.




  To conclude, other essential information to be obtained from your co-workers, using the aforementioned tools (best if individual and not from the group and with a common method) is:




  – from the technical offices: methods of design, engineering, launch and industrialization of a new product, the main difficulties according to the person in charge of the office and the causes that lie within this process;




  – from the sales office: the health of the customer relationships, the expected market trends and the main critical issues to be dealt with;




  – from the staff offices: (personnel, finance, safety and environment, legal, IT, etc.) their assessments of the organizational structure of the company, the issues that they consider most important to focus on.




  Before meeting all these people individually, it is best to prepare yourself both on the person you will be speaking to (biography, curriculum) and also on the company, after which you should formulate the questions to ask him or her. To this end, it is important to adopt the same method for each person and avoid creating anxiety caused by questioning. The use of a set method, for example one that includes open questions on the business, on the person (background, training, interests) and on the family, will undoubtedly be highly appreciated. The answers, the way of answering, the generality or specificity of the answers and behaviour during the interview will all help you greatly in understanding who you are dealing with, where you are and the priorities you need to work on. Some questions might be:




  • Which challenges will the company have to tackle?




  • Which opportunities should be seized?




  • What is preventing change?




  • What are the expectations regarding your function?




  • What do you expect from me as a CEO?




  • If you were in my position, what would you do?




  In any case, always treat everyone with respect.




  With reference to the customers, it is important to know what they think of the organization, which of their expectations are satisfied and which are not and what else they would like.




  It would be equally important to get an assessment of the organizational structure from the suppliers, as well as any proposals they might have for improving the supply chain.




  It is also important to obtain the opinion of the trade unions on industrial relations, managerial styles, the organizational structure and on corporate communication.




  The first day on the job (official)




  "It takes 20 years to build a reputation and five minutes to ruin it. If you think about that, you’ll do things differently."




  Warren Buffett, CEO of Berkshire Hathaway
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  Our brain is usually best at remembering information presented at the beginning or at the end, not in the middle. People will remember their first impression of you and their last interaction with you much more vividly. It is for this reason that you must carefully decide upon your first day on the job and prepare it adequately. Your words, actions, behaviour and gestures on that day will leave their mark for a long time. So, how should you behave? What should you do? Which suggestions should you follow? Which errors should you avoid?




  1. Establish a plan for your first day: having had the opportunity to meet a few key people before your first day, you might want to hold an initial meeting as soon as you arrive, even an informal one, preceded by a cup of coffee, just to say hello and nothing more. At the end of your first day, you must be certain that everyone knows who you are, why you have been hired, what your role and responsibilities are and who your direct reports are.




  2. Don't invent anything new, but start with a consolidated agenda. An example might be:




  – Early morning meeting with the people that hired you, for an update.




  – Breakfast with your team, for a quick greeting and nothing more




  – Dedicated and specific meetings with individual co-workers




  – Afternoon meeting with individual direct reports, in order to launch discuss ons on specific topics




  – Goodbye coffee or cocktails at the end of the day




  – Sending of simple and quick communications (email or other) to thank people for their availability.




  3. Do something impressive that will represent a symbol of your leadership and of your goals. If, for example, during the days leading up to your official first day on the job, you hear about some particular problems with employees and with the trade union organizations, ask the latter for a dedicated meeting, underlining the importance of industrial relations for you. Dedicate your first day to understanding the reasons for the complaints and open up a constructive dialogue.




  4. Choose the place, time and right symbols for your first day: if your company’s head office is in Italy, you should certainly not spend your first day at a branch office on the other side of the world. Furthermore, you will have to dedicate a great deal of attention to the culture of the place in which you will be located and where you will be speaking and acting on the first day.




  5. Be present: on your first day at work, you must not consider remaining shut inside your office to plan meetings, activities and so on. You would be judged a hermit. Instead, meet your co-workers as soon as possible, even just for a cup of coffee and simply to say that you are very pleased to meet them and to be with them.




  6. Dress appropriately for the work environment: if it is informal, it would be best not to dress in a coat and tie every day. If it is formal, the opposite is true. That doesn't mean you have to give up your personal style. On the contrary - it may be necessary to change the corporate style instead. It all it depends on the type of company.




  7. In general, these are things to avoid on your first day:




  – seeking an apartment for yourself and your wife/husband




  – arriving late




  – drinking alcohol at lunchtime




  – talking too much




  – dressing inappropriately




  – decorating your office




  – speaking badly about someone or something in your new company




  – using Power Point to introduce yourself




  – scheduling a doctor's appointment




  – talking about your private life too much




  – panicking if something doesn't go according to plan.




  
Final suggestions before you start





  1. What you do in the first few months of your new job as a CEO will determine your success or your failure. Everyone is observing you and will assess you. The people you succeed in assessing will be considerably fewer. Their opinion of you will be formed in the first few weeks after you start your job there and, once formed, it will be very difficult to change it.




  2. Within the first 3 months, you need to know where you're at and initiate change. Within the first 6 months, you need to have achieved some results, to justify your presence.




  3. You might think that you are able to apply your know-how, your knowledge and your work methods to your new job, the same ones that brought you success in your previous experience. You are mistaken. You will have to acquire new skills, new methods and new know-how.




  4. You might want to spring straight into action, bring about some immediate results, show everyone who you are and how valuable you are. Again, you will be making a mistake. The organization might not follow you.




  5. You might want to achieve too many goals, or goals that are undefined and not shared by those who believed in you and wanted you as head of their company. You will feel demoralized and you will be unable to justify the reason for not succeeding in doing what you wanted to do.




  6. You might want to do too much. Moving in all directions and launching multiple projects. You will fail.




  7. You might put forward your ideas, your solutions and your point of view from day one, but your co-workers will distance themselves, frustrated by your ego.




  8. You might concentrate on technical and business issues, overlooking more general aspects like corporate culture and that of its employees. That would not be a good start.




  9. You might prefer to gain deeper knowledge of your co-workers, overlooking horizontal relationships with customers, suppliers, company CEOs in the Group and thus your peers, and trade unions. By doing this, you could soon be isolated, an outsider.




  10. Remember, you are just a human being. Your task must be that of rallying energy, not using up your own.




  11. Listen or learn how to listen. You will undoubtedly have to learn and get to know a great many things and it will be difficult for you to establish what and how much. But be careful not to concentrate solely on the aspects you like the most (for example, technology or business) and overlook others. You will want to start immediately with action but you must wait. It will be better to lay out a plan that establishes timing and ways for obtaining the information. The more you focus on listening, gaining knowledge and understanding, the more you want to understand and the less you show how able you are, the quicker and more effectively you will gain consensus and credibility. The extent to which you do this is not the only thing that counts, but showing that you are interested in understanding is also important. Tossing onto the table all the responses to the theoretical problems that you think the company has, as soon as you arrive, could cause serious problems.




  12. Understand the situation you are in as quickly as possible. Companies normally find themselves in one of five possible situations:




  – start-up




  – turnaround




  – accelerated growth




  – realignment




  – sustainable success




  [image: ]




  The acronym normally used for these situations is STARS. Every situation will require a different approach from you, knowing right from the start that the boundaries between one situation and another are not always very clear.




  Expectations, opportunities, specificities and managerial styles require change according to the situation.




  In the case of a start-up company, your role will be that of putting together the resources necessary for the success of the project (human, material, financial and technological resources).




  The challenge will be to build a strategy, hence a structure without a clear frame of reference. People will have to be hired and made to work together, maintaining high performance, all with limited initial resources. In this situation, the opportunity comes from being able to do things according to your idea right from the start, counting on people who are highly motivated and without rigid preconceptions.




  In the case of a company in turnaround, your task will be primarily to save a company or a business in serious difficulty. You will have to motivate and energize people and stakeholders, who are weary because of what has happened, by making the right decisions often in a short space of time, resorting to vertical or horizontal cuts based on economic necessity. Everyone will recognize the need for change, even though many will not agree with what you do to achieve it. You will need to be voracious and know how to transmit hope, vision and direction. You will need to have a heroic style of leadership. People will have to follow your directions, often taken quickly and decisively, without having all the necessary information. This will be a real challenge.
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