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In any organization, transitions in principle roles are inevitable. Whether

these shifts are driven by planned succession, retirement, or career

changes, they can significantly impact stability and performance without

a strategically laid plan. At Consulting Solutions, we encourage our

clients to approach transitions not as mere operational tasks, but rather

as opportunities to strengthen their organization’s resilience and position

it for long-term success.

In this two-part series, we lay out the various transition phases to help

you develop a structured plan for key role transitions in your

organization.

A holistic approach to role transitions addresses both the professional

responsibilities and the personal aspirations of those transitioning in and

out of roles, as retirement transition specialist Jennifer Fry advises. This

perspective aligns with Arthur C. Brooks’ (2022) framework in From

Strength to Strength, which identifies two distinct phases in a leader’s

intellectual contributions:

1. Fluid Intelligence: The problem-solving, innovative energy

characteristic of younger leaders.

2. Crystallized Intelligence: The wisdom and mentorship that

seasoned leaders contribute through accumulated expertise.

These phases aren’t black and white, however. Movement between them

is often fluid, with leaders drawing on elements of both phases

depending on the situation or their personal growth. For example, a

seasoned leader may still exhibit bursts of fluid intelligence in creative

problem-solving, while a younger leader can begin to develop

crystallized intelligence through mentorship experiences.
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Balancing these complementary strengths—and understanding their

interplay—ensures seamless transitions that help sustain organizational

growth and continuity.

Preparing for Transition

Though the process will look different for every organization, there are

three general steps to follow when preparing for a leader to exit and/or

an existing employee to assume a leadership role.

(1) Self-Assessment and Reflection

Effective role transitions begin with thoughtful self-assessment.

Outgoing leaders, particularly those in their crystallized intelligence

phase, should reflect on their contributions and consider how they can

leave a lasting legacy. As Brooks (2022) suggests, seasoned leaders are

uniquely positioned to mentor and teach others, transforming their deep

knowledge into a gift for the next generation.

Reflection also fosters personal fulfillment. Leaders who focus on

sharing their expertise report greater satisfaction during their career

transitions (Roy, 2024). Organizations can encourage this process by

providing platforms for storytelling, mentoring, and

structured knowledge transfer.

(2) Succession Planning

Identifying successors isn’t just about finding someone to take the reins

—it’s about pinpointing the right person to build on what’s already been

achieved. Younger leaders in their fluid intelligence phase are natural

innovators. They bring fresh perspectives and adaptability to the table,

making them ideal candidates for roles requiring dynamic problem-

solving and forward-thinking strategies.

Organizations should evaluate potential successors through a

combination of:

Performance metrics

Leadership assessments

Mentorship opportunities

Pairing incoming and outgoing leaders early in the transition process

allows both to leverage their respective strengths and establish

continuity.

(3) Knowledge Documentation

One of the most significant risks in leadership transitions is the potential

loss of critical institutional knowledge. This includes both explicit

knowledge (documented processes, systems, and procedures) and tacit

knowledge (informal insights, relationships, and cultural nuances).

To mitigate this potential, organizations should:

Develop centralized repositories for explicit knowledge like

manuals, guides, and digital archives.

Create opportunities for tacit knowledge transfer, like job

shadowing, collaborative projects, and mentoring sessions.

By systematically documenting and sharing knowledge, organizations

safeguard their institutional memory and equip successors to succeed.

Facilitating the Transition Process
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A detailed handover plan is essential to ensure successful role

transitions. Structured handovers help minimize disruptions and set clear

expectations (Timms, 2016). This plan should clearly define outgoing

and incoming leaders’:

Responsibilities

Timelines

Milestones

Pairing outgoing leaders with their successors for one-on-one mentoring

can be especially effective—accelerating the learning curve for incoming

leaders while providing opportunities for outgoing leaders to feel valued

in their final contributions.

The Role of Mentor

Outgoing leaders in their crystallized intelligence phase have a unique

role to play. Teaching current team members and aspiring leaders

everything they know ensures their expertise doesn’t leave with them

(Brooks, 2022). This process should go beyond technical skills to include

competencies like:

Leadership philosophies

Strategic insights

Lessons learned from experience

For incoming or newly promoted leaders, this mentorship provides a

foundation while allowing them to bring their own creativity and

problem-solving skills to the role. This balance between legacy and

innovation drives organizational growth.

Transparent Stakeholder Communication

Transparency is critical during transitions. Clear and consistent

communication with stakeholders—including team members, clients, and

partners—builds trust and helps ensure alignment during moments of

significant change.

Organizations should:

1. Announce transitions early.

2. Outline the steps being taken to ensure continuity.

3. Provide updates throughout the process.

By following these steps, organizations can reduce uncertainty and

demonstrate their commitment to maintaining high standards.

Next Steps in Planning Key Role Transitions

In our next article, we’ll discuss where personal and professional

development fits in, as well as monitoring improvement over time, and

leveraging the phases of intelligence in role transitions.

Are you ready for support now? Whether you're navigating a planned

succession or facing an unanticipated departure, Consulting Solutions

is here to assist. We collaborate with you to create strong transition

plans that honor your organization's legacy while embracing innovation,

ensuring you’re prepared to succeed in the short and long term.
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