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Introductions

Doug Orr
PARTNER & GLOBAL ENERGY SECTOR LEAD, HOUSTON

Doug advises clients in the energy industry on succession planning, top team alignment and performance, executive & team coaching, and culture 

shaping. Doug is a certified executive coach through Rice University.

Prior to joining Heidrick & Struggles, Doug worked at another global executive search firm where he was a member of the global energy and 

financial officers practices. 

Doug served as an engineer officer in the U.S. Marine Corps for more than 10 years. During this time, he held multiple command and staff 

positions, deploying four times in support of Operation Iraqi Freedom (Iraq) and Operation Enduring Freedom (Afghanistan).

An active member of his community, Doug currently serves on the board of directors for Eyes On Me, Inc., a faith-based non-profit focused on 

community transformation in impoverished areas of Houston.  

Additionally, he serves on the advisory board of the Energy Workforce & Technology Council, the national trade association for the energy 

technology and services sector.

He received a Bachelor of Science from the United States Naval Academy.

Doug Orr, Bio

https://www.heidrick.com/en/people/o/doug_orr
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Current State for Most Organizations

Siloed approach to 

succession

An annual “HR 

process”

Absence of clearly 

defined leadership 

success criteria

Short term thinking 

– dissociation from 

future strategy

Lack of proactive 

development focus
Subjective decision making
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7 Functions of an Executive Leadership Team

Clear articulation of the 

organization’s “story” 

to analysts, 

shareholders, and 

current/ potential 

investors

“Never invest in a 

business you cannot 

understand.”

Effective Clarity of Purposeful Communication

Defining and 

communicating a clear 

vision and strategy for 

the organization

Prioritize efforts of 

subordinate leadership

“A leader should be 

visionary and have 

more foresight than an 

employee.”

Serving as a living 

example for others to 

follow in that they 

serve the mission and 

leads by serving those 

on the mission with 

them

Passionate service to 

the mission and to 

those who join the 

leader on the mission

“Have I earned the 

right to lead my team 

today?”

Defining & articulating 

core values, behaviors, 

expectations, and 

practices that guide 

and inform the actions 

of all team members 

by which the 

organization will be 

known

“Culture eats strategy 

for breakfast.”

Effectively allocating 

equipment, capital, 

people, and other 

resources to maximize 

Return on Capital

Articulate priorities of 

effort to subordinate 

leadership

“Strategy is simply 

resource allocation. 

When you strip away 

the noise, that's what it 

comes down to.”

Recruiting, training & 

equipping leadership 

at all levels

Ensuring succession at 

all levels of leadership

“No matter how 

brilliant your mind or 

strategy, if you’re 

playing a solo game, 

you’ll always lose out 

to a team.”

Ultimate accountability 

for financial, 

operations, and 

cultural performance 

of the organization

“However beautiful the 

strategy, you should 

occasionally look at the 

results.”

C O R P O R A T E  

V I S I O N  &  

S T R A T E G Y

E X T E R N A L  

S T A K E H O L D E R  

M A N A G E M E N T

O R G A N I Z A T I O N A L  

C U L T U R E

M O D E L I N G  

P E R S O N A L  

L E A D E R S H I P

T A L E N T  

M A N A G E M E N T  &  

D E V E L O P M E N T

R E S O U R C E  

A L L O C A T I O N

O R G A N I Z A T I O N A L  

A C C O U N T A B I L I T Y
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“The Five Elements of Strong Leadership Pipeline”
2016 Study by Deloitte written in HBR by Josh Bersin

Focus on Culture: 

• Not only talk about it, but 

live by it

• Values are known and 

reinforced in every division 

and department

• Shapes the guidance for 

decision making by leaders

• Employees are measured 

in their behavioral 

alignment with the 

company culture and 

values

Creating Interdependence 

Through Collaboration and 

Influence: 

• Nearly all organizations 

have a level of matrix to 

them

• Effective leaders much be 

able to collaborate across 

different functions and 

across different levels 

within the organization

• Leaders who can drive 

decisions through 

influence demonstrate 

higher potential for future 

leadership opportunities.

Learning Through 

Exposure:

• Develop leaders through 

interactions and 

relationships with 

colleagues, experts, 

customers, vendors, and 

ultimately with investors 

and shareholders

• Place individuals in stretch 

roles or special projects 

that increase exposure to 

other parts of the business

• Apprenticeship is a core 

element to leader 

development

Learning Through 

Knowledge Sharing:

• Organizations prioritize a 

learning culture through 

open communication and 

psychological safety

• Conduct after-action 

reviews

• Talk about challenges and 

problems with the intent to 

bring solutions

• Culture that encourages all 

levels to speak up and 

contribute to solutions and 

the ultimate success of the 

organization

Senior Business Leaders 

Own Their Succession 

Process:

• Business/functional leaders 

work in conjunction with 

HR – but the onus of 

accountability belongs with 

senior leadership

• HR leadership and 

management programs 

are used as a key 

supporting effort to the 

process

1 2 3 4 5

CULTURE COLLABORATE EXPOSURE
KNOWLEDGE 

SHARING

BUSINESS 

OWNERSHIP
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Succession for Success
Addressing business critical succession questions

• How will you build the capability 

needed for the future?

• How will you manage the 

capabilities of the past?

• How can you ensure the right 

balance between “build” and “buy”?

• Who are your leaders of the future?

• How do you support the growth of 

leadership potential?

• Where are the strengths and gaps in 

your leadership/ talent pipeline?

• Who will succeed to the 

organizations C-Level positions?

• What are the game changing roles 

of the future?

• How do you identify suitable 

candidates to feed these roles?

• What are the current leadership 

capability strengths and gaps?

• How do you effectively support the 

preparation of internal successors?

• How do you plan to accelerate 

internal leaders’ readiness to take on 

their next role?

• How can development be targeted 

to enable appointed candidates to 

perform quickly in their new roles?

BUILDING YOUR 

TALENT PIPELINE

IDENTIFYING AND 

ASSESSING C-SUITE 

AND STRATEGIC 

ROLE SUCCESSORS

PREPARING AND 

ACCELERATING 

LEADERSHIP 

READINESS
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Strategic Talent Management Eco-system

TALENT MANAGEMENT ECO-SYSTEM

ORGANIZATIONAL CULTURE

Talent 
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& 

Onboarding
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Rewards

Career                               

Management

Succession                      

Management

Performance                    

Management

Rentention/Mobility                              

Management

Competency Management

Learning & Development

ORGANIZATIONAL CULTURE

Strategic Talent Management
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Strategic talent management should be looked at as a 
comprehensive process including all talent workstreams 

APPROACH TO SUCCESSION

B

C

D

E

F

Strategic Talent Management

Career                               

Management

Succession                      

Management

Performance                    

Management

Rentention/Mobility                              

Management

Competency Management

Learning & Development

A

B

D

C

E

F

A Competency Management
Process of defining a framework for key functional skills and 

behavioral attributes necessary for an employee to succeed in his 

current/future role at a given leadership level

Succession Management
Process for identifying a pool of leadership who will be ready to 

take on critical roles and prepare the organization for the future

Retention / Mobility Management
Process of early identification of key talent who are at risk due to 

time in role, position etc. AND matching key talent and 

opportunities across the enterprise to accelerate impact.

Career Management
Process of proactively enabling growth and mobility for employees 

for providing access to information and opportunities

Performance Management
Process for identifying a pool of leadership who will be ready to 

take on critical roles and prepare the organization for the future

Learning & Development
Process of building organization and individual effectiveness 

through focused learning interventions for technical and behavioral 

development. Includes High Potential - - spot talent for 

development.
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Organizational Structure
Over the last 8+ years organizations have had to “lean out” from an org-structure perspective.  Many organizations have 

flattened out the organizational structure, “doing more with less.”  However, most have not taken the time to revaluate the roles 

and responsibilities and made the realignment around leadership characteristics and compensation.  

• Have we re-evaluated our Org Structure post COVID

• Are roles and responsibilities accurately captured in job descriptions?

• Are goals and objectives for key roles outlined clearly and aligned with 

corporate level goals?

• Do we have a framework for assessment that remains consistent across 

the organization?

• Does our bonus program align with priorities of the business and 

expectations of leadership behaviors?

• To what degree have we incorporated our values and culture into our 

leadership framework?

• Do we understand impact of “leveling up” in leadership responsibility 

• “Hire 5 people, world them like 10, and pay them like 8.” 

- Jim Collins
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Five Levels of Leadership
“What got you here won’t get you there.”  Too often we promote individuals because they are skilled at their current job –

however, what makes them great in their current role may prohibit them from being successful in the next level of leadership.

Great engineers do not necessarily make great P&L leaders.  Do we understand the leadership capabilities required for the next 

level of leadership?

Level 5

Level 4

Level 3

Level 2

Level 1

Level 5 - C-Suite/Enterprise level leadership.  

Responsibility for and impact at enterprise level through 

decision making

Level 4 - Leading leaders who lead leaders

Level 3 - Leading leaders who lead people

• Level 3 typically is first exposure to impact 

through cross-functional collaboration 

Level 2 - Leading people

Level 1 - Individual contributor through subject matter 

expertise
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Assessment Philosophy for Leadership Succession
Robust leadership assessment is at the core of our approach to succession management

A robust assessment 

methodology coupled with 

evidence-based information to 

inform decision making and 

target investment

Assessing pre-defined 

criteria ensures efforts are 

focused on those critical 

aspects of leadership 

predictive of  future 

performance.

Leveraging assessment 

tools and methods based 

on their ability to reliably 

measure these criteria. 

Structured feedback is shared with 

both individuals and the organisation. 

Strengths and opportunities for 

development are clearly discussed.

The Heidrick Leadership Framework allows for a holistic 

assessment of four key dimensions of the thriving leader –

experience, culture fit, capability and agility/potential

Assessment is designed to provide all 

participants with a positive, developmental 

experience.  Individuals are supported to 

maximize their strengths and seize the 

opportunity for development.

The utilization of a well researched framework, best practice 

methodology and expertly qualified assessors ensures that all 

individuals are evaluated consistently and fairly.

Comprehensive

Objective

Valid

Transparent

Consistent

and Fair

Developmental

Better 

decision 

making

Informed 

investment

Positive 

leader 

experience -

increased 

leader 

engagement

The right 

talent

With the right 

capability 

At the

right time
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The Heidrick Leadership Framework - How We Think 
About Executive Assessment

Pivotal Experience 
& Expertise

The Leader’s Past

Technical knowledge, skills and abilities that 

a candidate must possess 

Scale, Industry, Regional Exposure, Education

Leadership Capabilities

The Leader’s Present

Leadership competencies critical to deliver 

the mandate

Put Customer First, Shape Strategy, Inspire & 

Influence, Build Teams & Talent, Drive for 

Results, Disrupt & Challenge, Lead 

Innovation 

Culture Impact

The Leader’s Shadow

Drivers and values that will impact the culture

Team-first Approach, Collaborative Style, Provides 

Sense of Purpose/Direction 

Agility & Potential

The Leader’s Future

Core characteristics that underscore and enable 

delivery of current and any future mandate

Foresight, Learning, Adaptability, and Resilience

The Heidrick Leadership Framework is an assessment process designed to help you holistically evaluate individuals and find the 

right person for the role.  With the benefit of META - a data-driven model for gauging leadership performance - it importantly assesses 

an individual’s leadership capability and potential - as well as impact culture - against the traditional backdrop of experience and expertise.

OUR APPROACH



Heidrick & Struggles 
Approach to CEO 
Search & Succession 
Process
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Succession 

Mgmt 

Framework & 

Implementation
Definition of the 

framework, action plan 

and accountabilities to 

deliver the succession 

strategy; clarify 

leadership requirements 

of the business going 

forward

Assessment of 

Leadership 

Capability & 

Potential
An understanding of 

current and potential 

internal and external 

leadership capability  to 

make objective decisions

Succession 

Mgmt Strategy 

Development

Based on the winning 

capabilities for the future 

marketplace, possible 

strategic business 

scenarios and the 

implications of these 

for leadership 

accountabilities and roles 

Leadership 

Development & 

Transition 

Planning
Growth of internal 

capabilities to ensure 

fitness for the future in a 

process integrated with 

succession and high 

potential development;  

effective transition 

support into new roles 

Strong Talent 

Pipeline

The leadership and 

critical talent to 

accelerate the 

performance of your 

business both now and 

in the future

Succession Management
Develop effective end to end succession management solutions to build a strong talent pipeline and accelerate business 

performance 

APPROACH TO SUCCESSION
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Assessment Approach for Leadership Succession

APPROACH TO SUCCESSION

Define the leadership success 

profile for the future 

• Skills and experience

• Leadership capabilities and 

Agility

• Characteristics reflective of 

the future strategy and 

desired culture

In-depth assessment of the 

current leadership team 

against the leadership 

success profile

• Identification of current 

leadership strengths and 

gaps

• Indication of how well 

equipped your leadership 

team are to deliver the 

strategy and accelerate 

performance of the 

organization

In-depth assessment of 

potential successors against 

the leadership success profile

• Reliable information to 

inform decision making

• A picture of individual 

readiness to take up more 

senior leadership roles

Identification of high 

potential

• Identification of the leaders 

of the future

• A clear picture of the 

strengths and gaps in the 

organization's leadership 

pipeline

Use objective assessment 

information to inform 

leadership development 

investment

• Accelerate readiness to take 

on more senior roles

• Target investment to build 

leadership capability for the 

future 

• Target development for the 

current leadership team

• Equip newly appointed 

leaders to perform in their 

role

Ensure a smooth and 

accelerated transition for 

selected leader

• Coordinate onboarding and 

transition as appropriate 

with coaching, 100-day 

planning and immersion 

offerings with other new 

leaders 

• Manage other transitions 

within organization with 

potential role changes 

IDENTIFY 

FUTURE

LEADERSHIP 

NEED

UNDERSTAND 

CURRENT 

CAPABILITY

UNDERSTAND

FUTURE 

CAPABILITY

TARGET

DEVELOPMENT

TRANSITION 

PLANNING/ON

BOARDING
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Understanding Individual Capabilities
Companies are able to maximize talent development when they are able to pair a robust assessment framework in combination 

with intentional leadership that requires personal engagement between the leader and his/her team to fully understand strengths 

as key areas for development and growth as well as less developed areas.  

• Does our leadership assessment framework provide insights into our peoples’ 

strengths and gaps?

• Do we know what key criteria for technical skills combined with leadership 

capabilities are required for key roles?

• Do we know the members of our team deep enough to have a perspective of 

their life and career ambitions?

• Are we positioning our people to leverage and maximize their strengths?  Or 

are we limiting them by putting them in positions that prioritize areas that 

highlight their own development needs?

• Do we understand how this new role is different than the old?  What does this 

person need to start doing and what do they need to stop doing in order to

make them successful?
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The Impact of Leadership Development

Shareholder

Customer

Employee

Create Shareholder Value

Delighting The Customer

Point of Impact With Customer

Leads To Profitable Growth

Provides Exceptional Quality & Service

Our greatest impact as leaders is when we invest in our people 

through shared mission/purpose, development/growth, and 

empathy coupled with accountability – they are the ones at the 

point of impact with our customers, suppliers, etc
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The 70/20/10 Rule In Learning & Development
It is widely held that individuals obtain 70% of their skills and knowledge from job-related experiences, 20% from interactions with 

others, and 10% from formal educational events

SUCCESSION CHALLENGES CONTEXT

• On the job training – Cross 

Functional Exposure

• Stretch Roles / Promotional 

Opportunities*

• Immersive Special Projects

• Formal/Informal Mentorship 

Programs

• Career/Executive Coaching

• Cross-Functional (Sponsored) Peer 

Groups

• External Courses/Programs

- Formal MBA

- Continued Education Courses

- Leadership Development 

Programs

• Reading programs

• Online resources

• Competitor analysis through 

reviewing earnings/ presentations

70% “Experience” Driven 

Development

20% Relationships & 

Mentoring

10% Reading/Video –

Self Driven

*It is critical that anyone placed in a stretch role for 

development understands the new expectations and is 

provided active resources to support them in their 

own learning and growth
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The Art of Executive Leadership
As development of leaders reaching Level 4 and Level 5, we must think differently with respect to the roles and responsibilities of 

these individuals – particularly the new priorities and skillsets that will allow them to have the greatest impacts at this level.  Peter 

Drucker, in his book “The Effective Executive” provides a thoughtful approach.

Shift from problem solving 

mindset to exploiting 

opportunities

Communicate to ensure 

understanding with seniors, 

peers, and subordinates

Working ON the business 

versus IN the business –

getting the right things 

done.

Moving from doing to 

thinking.  Executives must 

set the priorities through 

thoughtful decision making

Prioritize the future –

positioning the business for 

what will come, not what is
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Are You Moving in the Right Direction?

APPROACH TO SUCCESSION

FROM TO

ROLE TO

CAPABILITY

HIERARCHIC TO 

VALUE BASED

HR OWNED TO 

BUSINESS / LEADER 

OWNED

PLAN TO

EXECUTION

PASSIVE TO 

DYNAMIC

INTERNAL

TO INTERNAL +  

EXTERNAL MAPPING

1

4

6

3

5

2

Plans that were purely mapping individuals to existing roles 

within the organization

Plans that identify and map individuals against the future 

winning capabilities in the organization

Plans were focused mainly just on the senior C-suite roles
Plans that focus on C-Suite roles and roles that will create 

most value to the organization going forward

Succession planning mainly seen as an HR process with little 

value perceived by the business

Succession planning seen as a key value contributor to talent 

management and business success; Board and CEO 

involvement as appropriate 

Focus was on creating the annual succession planning 

process and little action in-between

Focus is on driving proactive interventions to close gaps that 

are identified in the plan

Plans that were seen as one-off events every 1-2 years
Seen as a dynamic process within the organisation that is 

rapidly updated to reflect future strategic scenarios

Plans that map internal and external talent to future 

capabilities and roles

Plans that mapped existing people within the organization to 

roles within the organisation
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Our View of Leadership, Relationships, & Accountability

COMMUNICATION

CULTURE 

INTEGRATION

LEADER/EMPLOYEE 

ENGAGEMENT

ORGANIZATIONAL 

IMPACT

ACCOUNTABILITY

1

4

3

5

2

Are we moving to a culture that values bold, transparent communication around individual and team capabilities?  Is our messaging 

consistent and fair?  Are leaders capable and willing to have the tough conversations around people?

Does our culture prioritize the development of people?  Do we value the way that teams work together?  Do we live by our values?

Have leaders moved beyond a transactional relationship with their employees?  Do they know them at a deeper level?  Have we 

invested the time to ensure that all our people feel valued as individuals as well as their contribution to a team?

No matter the function, do we all know our contribution to something greater than ourselves?  Does leadership at all levels see how 

their role fits into the bigger picture?  Are we able to connect the dots in a way that allows critical thinking for greater impact?

Shifting the mindset from “how the world impacts me” to “How can I impact the world?”  Both individuals and leaders must be in a

mindset of personal accountability – for the individual, for himself/herself.  For the leader, this accountability is inclusive over all that 

he/she has responsibility and authority…not just in the business, but on behalf of his/her people.



Heidrick & Struggles 
Approach to CEO 
Search & Succession 
Process
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Get Practical: Tips to embrace

1. Start now/keep at it – it’s important and worth it

2.Talent is a key enabler of your strategy – think, nourish, invest and plan

3.Think 2-3 years out and have an emergency plan. 

4.For development, use the ratio of 70-20-10

- Optimize “on the job” assignments to test and develop your talent, increase engagement and determine future needs

- Use developmental “heat” wisely

5.Be aware of biases when promoting or selecting new talent

6.It’s a team sport – ALL leaders should be thinking about this and actively engaged (not just CEO and HR)

7.Use time and being lean to your advantage
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Core Elements of Best-in-Class CEO Succession 
As experts in CEO Succession, we partner closely with Boards and other key stakeholders in four fundamental areas to ensure a thoughtful, robust, 

objective and successful decision regarding the next CEO to lead the company. We bring an expertise in internal candidate assessment and 

development, external benchmarking, external candidate search and selection, and transition support to meet your CEO succession needs.

INDUSTRY MARKET ANALYSIS INTERNAL CANDIDATE ASSESSMENT

COMPANY STRATEGY FUTURE CEO PROFILE

Which leaders are interested and ready?

How will the Succession Committee choose viable 

candidates to be included in the process?  What if 

someone wants to be included and is not deemed viable?

What development is needed for each candidate? 

Is the Succession Committee and the broader Board 

aligned with the candidate choices?

Where is the organization today?

Where will it be in the future?

Is the Board aligned around the strategy and 

objectives?

What are the critical CEO experiences? 

What are the critical CEO leadership criteria?

Is the Succession Committee and broader Board aligned 

around the future CEO Profile?

What requirements do competitors have 

for their CEOs?

What makes a successful CEO in the industry?

FUNDAMENTALS 

OF CEO 

SUCCESSION 

OUR PHILOSOPHY

PROPRIETARY INFORMATION
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CEO Readiness & Succession Planning Insights
Time to CEO Readiness: Talent Map
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Ready Now

Of the nine executives assessed, we consider none to be “ready-now” to begin the transition process for the CEO 

position. The leader with the inherent ability and capacity to be CEO is Leader D, and we estimate approximately 2-3 

years for her to be “ready now”. Leader B could be considered a short-term interim CEO in an emergency context.

READY IN APPROXIMATELY 2-3 YEARS

• Leader D has strong leadership potential; she requires continued accelerated development to be ready for a CEO 

position, including operational P&L experience in her current role, and incrementally increasing exposure to the Board, 

corporate finance and Investor Relations to round out her leadership expertise.

NEXT GENERATION LEADERS – READY IN 5+ YEARS

• Leader F has strong leadership potential; she is 5+ years from being CEO ready with continued accelerated 

development based on expanding general management P&L experience and more complex strategy development and 

implementation.

• Leader I is a next level leader with strong leadership potential and solid experience. He could take on additional 

operational responsibilities in 1-3 years and would benefit from developing and implementing digital growth strategies.

• Leader E could be CEO ready in 7+ years by broadening his operational experience and M&A strategy to successfully 

build out the IT practice. 

• Leader G can expand his current role and is 10+ years from being CEO ready, once he has had a chance to increase 

his operational acumen (e.g., expanding his scale of P&L) and strategic leadership of a global consulting practice.

LIMITED CEO POTENTIAL, BUT OPPORTUNITIES FOR FURTHER GROWTH

• Leader A is at level with less potential to develop into a strong CEO candidate given his leadership gaps. He is well 

suited to client-focused growth strategies.

• Leader B is well-placed in his current role and would be suited for executive operating roles, such as future Chief 

Operating Officer. He could be considered as an “alternate” short-term interim CEO in an emergency but has limited 

long-term CEO potential.

• Leader H is at level. He would benefit from driving growth in digital initiatives, leveraging technology to create a new 

business line. 

• Leader C is managing a P&L for the first time while expanding strategic capabilities by integrating digital services in 

other programs.

C E O  R E A D I N E S S
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1. ALIGN

• Board and top team must 

align on strategic priorities 

and desired organizational 

culture 

• Then agree on the pivotal 

experiences & expertise; 

leadership capabilities; culture 

fit & impact; and agility and 

potential that define the Ideal 

new CEO/Executives

2. ASSESS Talent

• Identify who to assess

• Assess identified leaders to 

prioritize development areas 

– light touch, high touch

• Provide honest, insightful and 

objective assessments -

identify signature strengths, 

potential derailers, culture fit 

& motivators and 

development opportunities

3. ADVANCE 

• Accelerate development via 

assignments, rotations, 

promotions, coaching, 

leadership development 

modules & other mechanisms

• The best development 

happens on the job

• Use time to your advantage

4. ACCERELATE 

TRANSITION AND 

IMPACT

• Identify successors for 

identified roles

• Accelerate role transition & 

impact

• Continue/refresh process

The “Recipe” for Succession Success and Pitfalls to Avoid

Ongoing commitment to “talking talent”, optimizing skills and diversity, and proactive planning. 


