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Abstract
The Walt Disney Company has tackled the succession planning issues in adverse fashion. A review of the company history indicates that the succession planning has never been done is proper or organized way. Literature review is used to identify if the company faced unique challenges for succession planning or its challenges are commonly associated to many other organizations. The findings indicated that the set of factors that account for ineffective leadership succession planning at Disney Company are also infested among companies of other industries. A further exploration of extant research showed that few important solutions are available for the company to streamline its succession planning. Solutions of effective succession planning are abstracted from the literature. Furthermore, this consultancy report also presents various tools to manage succession planning for The Walt Disney Company and to ensure smooth transition for old CEO to the new one.
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Succession Planning: A case of Disney
[bookmark: _Toc51264344]The Walt Disney Company: History and introduction
The Walt Disney Company, generally known as the Disney is an American based company, headquartered in California, USA and is one of the World’s largest conglomerate for mass media and entertainment industry. The company’s history can be traced back to a century ago in 1920 with Walt Disney beginning his career as an animator. The company was setup in 1923 with the establishment of Disney Brothers Cartoon Studio and was later renamed to the Walt Disney Studio on suggestion of Walt Disney’s brother suggestion Roy in 1929. The company issued its first preference stocks in 1940 and with its first IPO in 1957 the company shares started to trade on New York Stock Exchange (NYSE) in 1957 at USD13.88/share. Currently the company has approximately 1.8 billion shares outstanding with the market capitalization of approximately USD 237 billion (Disney History, 2020, Investopedia, 2020, and Markets Insider, 2020).

The company that was initially established as an animation production firm, later gradually expanded and diversified into four businesses and divisions namely, The Walt Disney Studio, Walt Disney Television, Disney Parks, Experiences and Products, and Walt Disney Direct-to-Consumer and International. The company opened its first theme park in California in 1955 and expanded its theme park business internationally by opening park in Tokyo in 1983, while also launched the Disney channel in the same year. Currently, the company had over 200,000 employees by December 2019 and has staggering revenue of more than USD69 billion in 2019 (Disney, 2020), where parks, experiences and products segment and media network are major sources to company’s revenues, contributing nearly 2/3rd to its revenues.
[image: ] [image: ]

In the mass media and entertainment industry, Disney is viewed as creative and innovative. Much of its success in creativity is derived from personalities and vision of its founders i.e. Walt Disney and Roy O. Disney. In fact, the leadership position for Disney has always been important to set the stage for creativity and entertainment. Over time, the company grew from a family business to a multimillion-dollar global organization. This transition has been possible by series of visionary initiatives by the company’s top executive brass. The roles of its CEOs have been critical in transforming the company over 96 years.  
[image: ] [image: ]

[bookmark: _Toc51264345]Disney’s Leadership succession issue
Although the company is hailed as a successful enterprise in mass media and entertainment industry, there are dark chapters in the history of the company. Leadership succession crisis has been a consistent problem for the company throughout its life. The company began its journey with the creativity and charismatic leadership of Walt Disney; however, it seems that the company never established a culture of nurturing future leaders. The graph above highlights CEOs of the Walt Disney company and their tenures as CEO. Robert Iger took control from Eisner in 2005, a second longest reigning CEO of Disney and during his tenure revenue witnessed an impressive growth rate of 15%. Iger contract as CEO was initially set to expire in 2013, however due to inadequate succession planning and management in the company, his service tenure was extended four times. In 2020, Bob Chapek replaced Iger as his successor, who was heading Parks, Experiences and Products segment, though Iger continued to serve as executive chairman (Smith, 2020 and Whitten, 2019). In order to remain innovative and leading entertainment company in the industry, Iger’s aggressively persuaded inorganic expansion strategy and acquired various companies in different sectors from animation studios to production and technology services companies including Pixar in 2006, Marvel in 2009, Lucasfilm in 2012, BAMTech in 2016, and 21st Century Fox in 2019 (Disney History, 2020). Though during his tenure, the company witnessed an impressive growth (a massive increase of approximately USD38 billion in revenues over 15 years of his leadership), as shown in graphs above, and improved significantly however the company continued to face the issue of succession management as clearly witnessed by the positioning of Iger as executive chairman.



Table 1: Iger’s appointment and extension periods
	Year
	Transition

	2000
	Appointed as President and Chief Operating Officer

	2005
	Appointment as CEO

	2012
	1st retirement date as CEO

	2012
	Appointment as board chairman

	2013
	Extended tenure by another 15 months

	2015
	Additional retirement date as CEO

	2016
	retirement date from the board chairman

	2017
	contract extended to 2019

	2018
	resignation date

	2019
	resigned from BoDs

	2019
	Contract extended again till 2021

	2020
	Iger stepped down from CEO, while becoming executive chairman till 2021


Source: Company’s website (thewaltdisneycompany), Bloomberg, WSJ, and usatoday

As shown in table above that the Walt Disney Company faced succession planning and management issues, which is clearly evident from several extensions granted to Mr. Iger and despite his departure from the CEO role recently, he was allowed to additionally serve as executive chairman until 2021 to ensure smooth transition and succession. This situation unveils that despite the extension granted, the management was unable to identify and develop appropriate individual for this leadership position. This report delves into the history of the company to identify leadership transition crisis and to indicate why these crises took place. The findings are then compared in light of systematic literature review. Lastly suggestions are made for Disney Company to overcome its succession issues more effectively.

[bookmark: _Toc51264346]Succession story of “The Walt Disney Company” 
The succession issues faced by each CEO of Disney CEOs are given below[footnoteRef:1]: [1:  Taken from Disney’s archives] 


1. Roy O. Disney (1929-1971)
After the death of Walt Disney, the company had to battle its way through takeover maneuvers. Walt Disney is hailed as a transformational leader who established a reputation for expressing creativity and a sound leadership approach. However, after the death of both Disney brothers, selection of the top leadership position has been problematic for the company. The succession struggle and CEO transition difficulties go back to the time of death of Walt Disney (Silverman, 2016). The company was without its visionary leader and many people questioned whether the company will ever be able to be as creative as it was under the leadership of Walt Disney. The company needed new leaders to reinvigorate its creativity. Roy O. Disney was a good selection because he was the cofounder of the company. Since CEOs develop identity with their organizations (Lee, Yoon, & Boivie, 2020), therefore the transition of power from one Disney brother to another seems logical.

 
2. Donn Tatum (1971-1976)
Donn Tatum was first non-family CEO for Disney Company (Johnston, 2016). An important factor to remember is that after the death of both founding brother of Disney Company the company had to work with non-founding members. Since there was no one in the executive position who was founder or co-founder or related to the family business, so the transition was no troublesome business. It is noted in the literature that voluntary succession takes place when the founders’ identity is not strongly associated with the business (Lee et al., 2020).

3. E. Cardon Walker (1976-1983)
Walker is credited with establishment of Epcot, Tokyo Disneyland and Disney Channel (The Walt Disney, 2005). Walker’s efforts are considered much helped during leadership crisis after the death of Walt Disney in 1966. Walker also didn’t develop a succession plan with his board of directors as he continued to serve as consultant post his retirement.

4. Ron W. Miller (1983-1984)
Miller had the shortest tenure as CEO of the Walt Disney. His time at Disney was tumulus and he faced corporate crisis by May 1984 (Sandomir, 2019). Although he was viewed as an innovator, he was unsuccessful to handle corporate politics and hold on to the position of CEO. During his leadership, the company parried off many corporate raiders. He was forced to step down in favor of non-Disney CEO. His tenure was so short that he never had the time to develop a comprehensive succession plan.

5. Michael Eisner (1984-2005)
Under leadership of Michael Eisner the company generated substantial economic returns. The company made several important acquisitions like, ABC, ESPN, The Muppets and Marimax to name few. All the successful achievements Eisner is criticized for many ill-fated endeavors. One of these is his lack of succession planning. Eisner had to fire his protégée “Katzenberg” who want the position of President of the company. The conflicts further grew between board members and Michael Eisner. Eisner faced opposition because many senior executives believed he is micromanaging, brain drain, making the organization faceless workplace and not developing a comprehensive succession plan (McCarthy, 2003). In order to pressure him into retirement Roy E. Disney (Walt Disney nephew and Roy O. Disney’s son) launched a campaign “Save Disney Campaign”. They appealed to all shareholders to vote “no” for the re-election of Eisner. The situation was devastating for company future. Although the campaign was dropped later, it depicted a bleak situation for the company and its leadership. Later Eisner resigned from his position of CEO. In fact, Eisner severed all ties with the Walt Disney where he was CEO for 21 years. Although it is a confluence of several factors culminating in Eisner’s forced and ugly retirement. However, the lack of succession planning is one of the main contributing factors.
 
6. Robert A. Iger (2005-2020)
Iger became CEO after resignation of Eisner in 2005. He had a difficult job of reorganizing the company and revitalizing its human talent. Iger was successful in these objectives and few of his prominent accomplishments are acquisition of Marvel Entertainment, opening of Shanghai Disney Resort and paving the path for launch of Disney+, streaming service for the company. This CEO, like his predecessor, also didn’t do a good job for succession planning. On 25 Feb 2020, Iger stepped down as CEO of Walt Disney and his position was filled by low-profile executive, Bob Chapek. The transition was not viewed as a smooth transfer of power and many investors speculated that Bob Iger’s exist is for reasons of his health or scandal (Smith, 2020). To restore confidence and restructure the Walt Disney business in COVID-19 crisis, the company brought Iger back, making his executive chairman. The move clearly indicates that there is less confidence in the leadership of Bob Chapek, who is viewed as nominal CEO after bringing back the Iger. The move clearly indicates that Walt Disney didn’t have an effective plan for succession of leadership.

7. Bob Chapek (2020-present)
Chapek’s tenure as CEO has just started. He has to lead his company through an unprecedented challenge of COVID-19. Since most of the revenue is generated from Disney theme parks, and public gatherings are prohibited during COVID-19, the company is facing dire challenges. It is too early to say how Chapek will design a strategy for succession planning.  


Table 2: List of CEOs of Walt Disney
	Name
	Time Period
	Transition

	Roy O. Disney
	1929-1971
	No crisis. Selection of Roy Disney was natural selection because he was cofounder of the company.

	Donn Tatum
	1971-1976
	No information is available

	E. Cardon Walker
	1976-1983
	No planning for future successor

	Ron W. Miller
	1983-1984
	A very short tenure as CEO and never had the time to plan for long-term leadership development 

	Michael Eisner
	1984-2005
	Transition was problematic as “Save Disney” campaign was launched to force Eisner out of power 

	Robert A. Iger
	2005-2020
	Transition was problematic and Iger was called back to manage the company making new CEO look ineffective and less capable

	Bob Chapek
	2020-present
	Only few months as CEO and battling his way to save the company because of COVID-19 crisis. Too early to worry about transition when





[bookmark: _Toc51264347]Succession Planning: Introduction
One of the most challenging issues being faced by contemporary business enterprises is succession planning. Succession planning is a continuous process of identifying and training future leaders who can take over the leadership of the organization in case the current leader retires, leave or dies. An effective succession planning results in a leadership pool i.e. a group of talented individuals who are potential candidates to take charge of company in future. Since Chief Executive Officers are responsible for the fate of organization, therefore all efforts should be directed towards ensuring a successful succession planning to avoid uncertainty for the organization. An ineffective succession planning or an absence of succession planning will be disastrous because company might end up in crisis where it needs to replace the CEO urgently. For large enterprises ineffective succession planning may raise a situation akin to that of interregnum crisis of a country. In other words, the organization may have to work without a permanent CEO for some time. In business world, this situation spells disaster because CEOs signal stability, employee morale and shareholders’ confidence. 

When a company is successful at developing leadership succession plans, then the company is available with a “leadership bench” consisting of potential future leaders. All good leaders want to create leadership bench, for example, CEO Tim Cook of Apple Inc. said, “I want to groom as many successors as possible” (Balakrishnan, 2017). Leaders, who do not want to tarnish their legacy, plan the succession ahead of time.

In recent years, the importance of succession planning has increased many folds. In 2019 January to November around 1,480 CEOs left their companies for variety of reasons (Challenger, Gray and Christmas, Inc."CEO Turnover Report," 2019). This number is higher compared to recession year of 2008. The following graph also shows that 2019 is the worst year in the sense that highest number of CEOs left their organizations. A high number of CEOs leaving their organization means that effective succession planning is crucial for all types of organizations.
[image: ]

With so much at stake, it seems that every organization must be diligent in succession planning for future CEOs. National Association of Corporate Directors (NACD) reports a different reality, for example, half of the corporations having revenues above $500 million do not have an effective CEO succession planning process (Charan, 2005). A survey of public companies by NACD in 2017 shows that the Board of Directors (BOD) are more engaged in generic level of leadership development than the specific level of leadership development, consequently the effectiveness of succession planning is low. Figure 2 shows the survey questions and percentage of responses. The more specific the question is regarding CEO succession planning, the smaller is the percentage of participation. For example, although 60% of respondents, from BODs, discuss long-term succession planning, however, less than 35% involve in activities like “detailed succession timetables”, “accessing real time leadership potential of internal candidate by changing the role”, “competency analysis against future needs”, “access fit of the candidates”, “working with executive search firm”, “attending education events of CEO succession planning”. 

The transition from departing CEO to new CEO is difficult when the succession planning is not done properly. In fact, it is observed that only 54% of companies have planned successors, whereas only 34% estimate that they will take 90 days to come up with a successor (Larcker, Miles, & Tayan, 2014). The overall situation in corporate world regarding succession planning is bleak as approximately 40% of companies do not have internal candidates for replacing CEO (Larcker et al., 2014). These statistics indicate that even if BODs realize that succession planning for long-term is important, they devote less energy and time to resolve this issue.

The confidence of stakeholders in a company is dependent on CEOs. As a result, when some CEOs retire and there is no suitable candidate to take on the leadership role, the organization faces challenge of its reputation. In fact, many stakeholders feel that these organizations without suitable candidate as new CEO will not be able to sustain. It is observed that former CEOs are coaxed to return from retirement for couple of years so that a suitable candidate for CEO can be arranged. This situation has happened with Boeing’s Harry Stonecipher as well as Dow Chemical’s Bill Stavropoulos (Charan, 2005). In both cases, the succession planning was not done effectively. Disney is no exception to this rule. Without a good CEO the investors lose their confidence in the company’s ability to sustain and remain viable in the future. 

More insight into the succession planning problem is highlighted by (Groysberg & Bell, 2013). Their comparison across different industry shows that succession planning is not top priority in most of the cases. Their findings show that approximately half of the companies have vetted at least a viable candidate who could immediately step in as CEO if necessary. Other half didn’t even consider this question. This attitude shows a serious problem for developing succession planning.

Corporate history shows that many organizations faced negative consequences of ineffective succession planning. Currently, Norges Bank Investment Management, is facing succession planning problem as the bank reported $21 billion loss for the first half of 2020 (Hotler, 2020). The CEO succession dilemma is partly responsible for poor financial results. A similar move was made by Twitter, when it also brought back its CEO “Jack Dorsey” as the company could not develop a succession plan (Pramod, 2020).
Figure 1: Succession planning by industry
[image: ]
Source: Groysberg & Bell (2013)
In this consultancy report, an attempt is made to identify various factors that enervate succession planning. The literature review gives important insights about factors that account towards ineffective CEO planning. These reasons are then compared to the situation of Disney Company, to identify similarities or disparities of succession planning at Disney. Once important reasons have been identified, the report gives suggestions who to avoid these problems in the context of Disney Company. In essence this report has two objectives. First is the attempt to answer the question, what factors are responsible for ineffective succession planning? The second objective is to come up with remedial actions for solving these problems for Disney Company.



Figure 2: CEO Succession Practices by Board of Directors of Public Corporations
[image: ]

Source: National Association of Corporate Directors






 


[bookmark: _Toc51264348]Literature Review
A comprehensive literature review is conducted to identify various factors that inhibit effective succession planning to create a pool of potential candidates for position of CEO. The literature review has revealed following important factors that hinder succession planning.

The focus of succession planning is to develop individuals for future leadership responsibility of the organization (Rothwell, 2012). Although the Human Resource Departments are responsible for filling different positions in the organizational hierarchy, however, succession planning is different because it is concerned with the top level of leadership in the organization i.e. CEO. A comprehensive succession planning definition is given as follows “A deliberate and systematic effort by an organization to ensure leadership continuity in key positions, retain and develop intellectual and knowledge capital for the future, and encourage individual advancement” (Rothwell, 2001). In reality a CEO is responsible for future of the company and is custodian of the welfare of employees and shareholders. Therefore, the stakes are very high for succession planning as compared to human resource planning for ordinary levels of the organization.


[bookmark: _Toc51264349]Types of Succession Planning
Organizations are available with five types of succession planning, namely, relay succession, non-relay succession, outside succession, coup d’état and boomerang model. In relay succession planning, a member from senior management is selected in advance to take the leadership of the organization when sitting CEO end their tenure. In the non-relay succession planning model, several individuals are subjected to screening and competencies checking process by the top management for CEO role (Zhang & Rajagopalan, 2004). The outside succession means that successor is hired from outside the organization. Another succession form is coup d’état, which is essentially acquiring power by force. In other words, when some stakeholders forcefully transient the power from existing CEO to the new CEO. The last model of succession planning is boomerang, in this model, a company brings back the retired CEO for some time during which the decision is made for a new CEO. This happened in the case of Boeing’s and Dow Chemical’s.



[bookmark: _Toc51264350]Reasons for ineffective succession plan
Further literature review is carried out to indicate that succession planning is ineffective for following major reasons.

[bookmark: _Toc51264351]Lack of Succession Planning  
Majority of organizations suffer from lack of succession planning. As reported in the introduction section, CEOs and board of directors spend less time dealing with questions related to succession. Moreover, the CEOs bring up the succession planning issues in generic terms rather than targeting specific issues and show higher commitment level for developing leadership bench. The survey from “National Association for Corporate Directors” as well as research by Groysberg and Bell indicates that most of the organizations suffer from lack of succession planning. 

Cheng, Groysberg, and Healy (2020) reported that CEO succession planning is not intact in 63% and 69% of private companies and companies having less than $50 million annual revenue respectively. This finding is clear manifestation of the problem. Although there is an acute need of addressing the succession issue, however, the most CEOs are vague and reactive, instead of being clear and proactive. Harrell (2016), pointed out that approximately 10% – 15% of companies likely to choose new chief executive officer owing to reasons including resignation, retirement, dismissal, or poor health. Another study revealed importance of finding urgent replacement of CEOs where despite almost half of the companies (i.e. 54%) training a particular successor, majority of companies (39%) have not suitable internal candidates (Larcker & Miles, 2010). Many CEOs are not willing to accept that they are replaceable and psychologically they are not ready to accept the idea of retirement (Dattner & Chammorro-Premuzic, 2016). Since, they are not at peace with the terms of retirement, therefore they do not actively promote younger executive for future development.  

At Disney Company, the problem of lack of succession planning is also evident. Many times, in the history of the company a formal planning for leadership succession was not conducted. In fact, the current CEO of Disney, Bob Chapek, was not considered as the top succession option. The company has to bring back the retired CEO to restore the confidence of investors. This move is clearly indicating that although Bob Chapek is successful at running two divisions of the Disney Company, he is clearly not acceptable in the role of CEO. A proper succession planning for Disney could have nurtured a more suitable candidate. Similarly, in 1983, when CEO Walker retired, the incoming CEO, Ron Miller, served only for 18 months. A short tenure as CEO also indicates that he wants not meant for this position. Many business analysts believed that Ron Miller was more of a creative spirit rather than CEO; therefore, he was not fit for this position. If a carefully designed succession plan would have been in place, the CEO after Mr. Walker would have stayed for considerably more years. The leadership transition for Eisner was also full of trouble. He faced lots of criticism and endured a campaign for his resignation from the position of CEO. 

[bookmark: _Toc51264352]Absence of Succession Strategy
Succession Planning is an essential duty of human resource department of the organization. Filling the gaps in the hierarchy of the company requires the proper planning and strategy to fill the gaps. However, some organization might lack in the development of the strategy of maintaining the organizational structure of leading the company and departments (Peters, 2011). Several times, the current CEO’s of the companies has specified successor in their mind and announced their successor just before the resignation. Moreover, implementation of the succession plan would cater the demand of the employability in the company (Rothwell, 2010). As, if the company would already know about the current gaps in the employment and have a backup plan to cater them, it would save them a lot of time and recruitment efforts.

The chief difficulties organization faces without developing the succession plan is not having a dynamic documentation to implement the decision of hiring the individuals at particular designation. Moreover, there is lack of evidence without proper succession strategy which person is eligible for the post or the gap created by the predecessor who resigned. Therefore, companies have to bear more cost and delays while filling the gaps (Rowthwell, 2010). 

[bookmark: _Toc51264353]Corporate Politics
Another major factor which influences the company’s ability to excel is the corporate politics. Succession planning may get affected because of corporate political environment. There might be favoritism in the corporation and people would use corporate ladder to promote their preferred candidates rather than selecting the potential candidates (Rothwell, 2010). However, biasness, lack of commitment, and ignorance toward establishing and implementing the succession planning would cost company time, resources and committed potential candidates to fulfill the demand. In majority of the cases the most challenging task is to deal with corporate politics for developing and implementing succession planning (Ip & Jacobs, 2006). Companies like Ford and Disney which have transformed from family owned businesses to corporations, had to deal with powerful figures from with family names as well as executive with non-family background. In case of Disney the nephew of Walt Disney played a key role in bringing down Eisner from the position of CEO. He also lobbied with other top executives to place candidates up for the position of CEO. 

Top executive positions are always a battle ground for politics. The decisions related to succession planning are influenced by various political groups and political aspirations (Gordon & Overbey, 2018). Lobbing for power and top executive positions is also a common problem in companies. The Walt Disney Company was not always successful in managing executive succession because of corporate bickering (Johnston, 2016). 

[bookmark: _Toc51264354]Absence of Mentoring for Executives
Mentorship is essential for developing corporate leaders for future. The mentorship provides necessary support for situation assessment and decision making. In absence of mentors, the company is not able to inculcate leadership nuances among executives who can take the charge of company in future. Assigning mentors for developing leadership succession means that successors are identified and a portfolio of their skills and knowledge is available. The presence of mentoring initiative means that the company leadership is in position to evaluate the knowledge, skills and capabilities of senior executives. On the contrary, when there is not mentoring initiative, the company is not collecting information about skill sets of the executives. The consequences of not mentoring executives for future leadership is that the incumbents stay in the job longer and accumulates more bargaining power with the BOD. The company’s BODs focus on other activities, like financial, governance, and risk management rather than networking for potential CEO candidates. Moreover, directors are less experience in n hiring CEOs is a cause for poor succession planning. 

[bookmark: _Toc51264355]Incumbents don’t want to leave
Succession problem is plagued with woes for so many companies because the incumbent CEOs don’t want to leave their position. Although their company is in acute need of effective succession planning, however, they do not want to relinquish their position. For many CEOs egos create conflicts in the company management. CEOs enhance their influence to remain in office by reducing the information gathering and information processing about potential executive who can replace him (Schepker, Nyberg, Ulrich, & Wright, 2018). The incumbent CEO’s ability to influence potential CEO selection, training and development will weaken the process of succession planning process (Cannella Jr & Lubatkin, 1993). Since the incumbent CEO is powerful and can exercise control over information flow and nomination of individuals for future leadership position, therefore, it is more likely that the incumbent CEO will not leave. The personality of CEOs also influences their decision about succession planning or accepting retirement. Dattner and Chammorro-Premuzic (2016) have reported that some CEOs are low-adjustment people. They are not willing to accept the reality that they have to retire at some point. Since, these leaders have low-level adjustment to the situation of after retirement; therefore, they desire to keep going with the current position of CEO. In fact, for Disney Company an attempt was made to force the candidate out of CEO position. The campaign to force Eisner out of CEO position was made because he didn’t want to leave. This CEO was also unwilling to leave its position, despite the fact that many executives believed new leadership is needed.  




[bookmark: _Toc51264356]Theoretical explanation of Ineffective Succession Planning: Trait Activation theory
The CEOs are of the most powerful people in an organization’s hierarchy. Their personality traits influence all aspects of their decision making. With position of power, as CEO, a person’s personality traits magnify. In many cases it is observed that unpleasant aspects of CEO’s personality start to hamper their decision making. In this context, the overt manifestation of certain aspects of CEO’s personality traits is not unusual. According to “Trait Activation Theory”, a person expresses his/her personality traits because he is exposed to situation cues which can trigger those personality traits (Tett & Burnett, 2003). In other words, CEOs express certain personality traits because they have become CEOs. 

Literature review has shown that many CEOs are not enthusiastic about succession planning, for variety of factors. One such factor is narcissistic behavior of CEOs. This behavior is manifested in myriad of ways, for example, incumbent CEOs do not speak candidly about the need for succession planning, they do not accept that they are replaceable, they do deny the reality of retirement, if they really have to appoint a successor, they pick less talented executive as successors (Dattner & Chammorro-Premuzic, 2016). These characteristics of CEOs make them narcissistic. The decisions of narcissistic CEOs are not beneficial for the organization. 

The narcissistic behavior of CEO is explained by “Trait Activation Theory”. The tenants of this theory explain why a person in the position of CEO become narcissist i.e. a CEO becomes narcissist because of the power, authority, expectations and job role of CEO. It is the role of CEO that elevates their status. The title of CEO develops a feeling of inflated and grandiose self-image (Maccoby, 2000). Consequently, CEOs feel that they are more important than others. Because of their sense of being more important and essential for survival of the organization, they incumbent CEOs do not prioritize succession planning. 

In case of Disney Company, it cannot be expected that the narcissistic personality traits of the CEOs were not instrumental in their decisions related to business activities as well as to future leadership direction. The theory of Trait Activation clarifies that personality traits hinge upon the job role and job characteristics (Liu, Chiang, Fehr, Xu, & Wang, 2017). In case of CEOs, their job roles and job characteristics influence them to assume that they are the identity of the organization and in their absence, no suitable person can lead the organization. 



[bookmark: _Toc51264357]Solutions for the Succession Planning
In this section of report, a set of solutions is provided to devise effective succession planning. These solutions can be used by Disney Company to remove barriers in designing a comprehensive succession planning. 

[bookmark: _Toc51264358]Leadership Development Initiative
An important first step towards succession planning is to take an initiative for leadership development. Those CEOs who show high level of interest in developing their successors are more likely to save their companies from succession crisis. In this regard, the initiative for developing succors for Apple Inc. was taken by Steve Jobs. Steve Jobs of Apple Inc. resigned in 2011 because of his health and asked BODs to execute their succession plan, according to which, Tim Cook was appointed as CEO (Christ, 2014). Since a successor development initiative had been taken by the incumbent CEO therefore, Tim Cook was available for leading the company. Disney leadership should also learn from Apple and must take initiative for developing its executive for the role of CEO. 

Furthermore, the presence of succession initiative in the organization helps to stabilize the rapid pace of organizational changes. It means that the organization would have the backup planning to implement the transitional changes with sustainability and continuity (Williams, 2019). However, some of the companies overshadowed the importance of the succession planning and does not back the Human Resource Managers to establish the Strategic plan for the company’s succession. This probably leads toward disastrous outrages in the long term and would make companies to face critical need of vacancies at important positions. 

Disney Company should also take advantage of leadership development initiatives. The company’s BOD and CEO must develop and implement leadership development programs at various organizational levels. Moreover, the company is organized in 4 divisions; therefore, the leadership development initiatives must be replicated in all divisions. Top executives from each division can be developed for the position of CEO. 

[bookmark: _Toc51264359]Corporate Governance
An effective corporate governance mechanism can lead a company to be better at developing succession planning. The checks and balances by corporate governance can make sure that a single person or a group does not become too powerful as to dictate the terms of succession planning. Corporate governance mechanism can control the political maneuvering of different executive groups. As a result, the governance will improve by keeping all board of directors in check. Corporate governance puts a mechanism in place which makes the executives to be more engaged in effective organizational management (Schepker et al., 2018).

At Disney Company, a modified version of corporate governance will certainly help in development of succession planning. Through corporate governance the BODs and the CEO can be persuaded to engage in meaningful search of future top executive. Corporate governance can also keep a check on CEO as well as BODs about their authority and power. When Disney Company CEO and BODs are not available with excessive power, then they will not be able to influence flow of information. Similarly, corporate governance will enable executives at Disney Company to release necessary finances for leadership development tools and mentoring programs. Corporate governance will also curtail lobbying and power struggle in the Disney Company.  

[bookmark: _Toc51264360]Incorporate Immerging Issues and Scenarios
The dynamism in the business world is on the rise. Business organizations have to deal with unprecedented challenges almost one in a decade, for example, the world trade center attacks of 2001, the recession of 2008, the COVID-19 crisis of 2020. A strong and visionary leadership is necessary to sustain these kinds of crisis. Organizations can learn from these crises for their leadership development. A way forward can be to formulate a leadership development process, for CEO selection, which also incorporates emerging issues and scenarios that fits person for this role. In other words, management can keep a track of the issues and crisis and those executives who performed exceptionally well in the crisis. In this way, the company can build up a profile of those mangers who were effective in their decision-making during crisis. These managers can then be selected for top executive positions.

In case of Disney Company, the company can maintain a checklist of performance of individual mangers in different crisis. These individuals can then be selected for training and mentoring programs. Currently, the company’s parks, resorts and hotels division are suffering losses from COVID-19 crisis. The company can keep track of employees who perform best in this situation, and then these individuals can be selected for skills development for top executive positions. 

[bookmark: _Toc51264361]Mentoring Programs
Due to inappropriate succession planning, companies not only face issue of selecting wrong candidate, that could negatively impact business performance, but also choosing wrong leaders for various top-tier positions. The chief causes for the poor succession decisions for top management position includes only selecting candidates from the pool developed and influenced by executive recruiters, selection by less experienced BOD, and persuading past CEOs out of retirement (Charan, 2005). Over reliance on executive recruiting organizations is not always beneficial. As a result, the company should develop its own mentoring program for executives. The mentoring program will help the executives to learn decision making process and incorporate concerns of various stakeholders. CEOs from outside may not be able to associate with the culture of the organization and inadvertently their decisions may negatively impact employees, associates, and strategic position. Therefore, a mentoring program is much better choice.
    


[bookmark: _Toc51264362]Tools for Succession Planning
In this section of report, few tools are presented to overcome the challenges associated with effective succession planning. The Disney Company can use these tools to improve situation related to succession planning. 

[bookmark: _Toc51264363]Leadership Pipeline Model
A leadership pipeline model is useful to create a reserve bench of leaders for future. By using this tool, the company can ensure high-quality talent at various hierarchal levels (Griffith, Baur, & Buckley, 2019). By using a Leadership Pipeline tool, the company can increase its choices for future leaders. The beginning point is an assessment of leadership needs for future. In light of this assessment, the company can chart down set of training skills and training requirements that will complement the role of CEO in future. Once training has been provided to the potential candidates, the company can make assessment of learned skills. All individuals that are selected for executive positions are not likely to learn at same level and develop same level of skill set. The variation in learning is natural. The company can decide to promote or retain individuals for future executive positions based on the assessment of their learning. 

The leadership pipeline model will ensure that the company is no longer without reserve bench of future leaders. In essence, the leadership pipeline model will effectively address the lack of succession planning issues.
Leadership Need Analysis
Training of Skills
Learning Assessment of Skills
Promotion or Retention




[bookmark: _Toc51264364]Leadership Positions in Organizational Charts
An organizational chart clearly defines organizational hierarchy and a source of leadership position at every level. One of the tools that can be used by an organization is to use the organizational hierarchy to identify potential leaders for the long run. Over year, these leaders can be nurtured for top executive positions. Some organization believes in quick fix attitude of such problems. However, it might work sometimes but most of the time these companies failed to meet up to the mark and solve the issue. It is important to hire righteous leader to the company and take good time and research to decide the potential candidate for the job. It is inappropriate to cultivate the leader within nights without proper audit and evaluation (Rothwell, 2010). Leadership of the company must be competitive in order to run the operations smoothly; one wrong decision while recruiting the leader would make company to face bankruptcy, financial issues and ethical dilemmas in the organization. 

Therefore, planning of succession, recruitment and selection of the employees is essential duty of Human Resource Department of the company. However, having proper hierarchy chart with the potential candidates for the succession of every designation would be the guiding map for the company’s internal recruitment procedure. As, this strategic approach not only ease internal operational planning of the organization, but also provide ease in transitions of the candidates (Rothwell, 2010).

[bookmark: _Toc51264365]Agenda in Board Meetings
In the introduction section of the report, it is highlighted that many companies do not have succession planning in the meeting agenda (Groysberg & Bell, 2013). This situation is not conducive for producing qualified candidates for CEO. A better way to manage this issue is to develop an agenda point in meeting of board of directors for selection, development and nurturing of potential CEO candidates. The agenda point will encourage BOD to actively seek potential executive for the future position. The incumbent CEOs have to speak candidly for succession planning in BODs meetings. A candid discussion by the CEO for successor planning means that he is serious in future leadership of the organization. Furthermore, when incumbent CEOs talk about future succession planning, people believe that CEOs accept that they are replaceable and new talent can be nurtured for to substitute them.  

[bookmark: _Toc51264366]Succession Planning Checklist
The management of a company can also develop Succession Planning Checklist. The succession planning checklist will enable the Disney Company to figure out which areas need improvement. The check list will also enable the company to check its level of readiness for changing CEO, if needed. A checklist can enable Disney Company to assess its pool for leadership development, types of skills necessary and support from the BOD. This type of checklist will enable the company to identify areas of improvement and areas where the company is doing fine.  

Succession Planning Checklist

	No
	Checklist
	Readiness Level

	
	
	H
	M
	L

	01
	A pool of internal potential candidates for CEO
	
	
	

	02
	Potential candidates have the necessary skill set for becoming CEO
	
	
	

	03
	The BOD regularly discussion succession planning
	
	
	

	04
	Roles are clearly defined for developing executives for the position of CEO
	
	
	

	05
	Current CEO is committed to the development of future CEOs
	
	
	

	07
	Political environment inside the organization is supportive of the transition
	
	
	

	08
	The requirements of BOD are clearly communicated
	
	
	



Note: H = Hight, M = Medium, L = Low


[bookmark: _Toc51264367]Conclusion
Succession planning is a crucial activity for the wellbeing of the company and its future viability. In this consultancy report, the succession issues faced by the Walt Disney Company are highlighted. The report presented a short introduction of different CEOs who represented the company and how they managed succession planning and transition of leadership. There were many incidences highlighted, which indicated that succession planning has not been smoothly achieved in Disney Company. The company has faced several challenges in succession planning during its 96 year of life. 

Research literature was used as a guide for the consultancy report. The literature identified various factors that contribute to the ineffective succession planning. Most of the reasons coincided with the case on hand i.e. Succession Planning at Disney Company. It was abstracted from literature and from the history of leadership in Disney Company that lack of succession planning, absence of succession strategy, corporate politics, lack of mentoring and unwillingness of current CEOs to leave are main reasons for ineffective succession planning in general. However, the findings also indicated that these reasons have also plagued the succession planning for Disney Company.

In order to provide solution to the succession planning problems of the Disney Company, the consultancy report suggests that few important remedial steps must be taken. These remedial steps are leadership development initiatives, stronger corporate governance, launch of mentoring programs and profile development of executive during various crisis situations. In order to implement these suggestions, the consultancy report also put forth few tools for succession planning. These tools include developing leadership pipelines, leadership at various organizational hierarchies, agenda in board meetings and developing succession planning checklists. It is hoped that these tools and suggestions will facilitate CEO succession planning for The Walt Disney Company. 
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January a record-setting month for CEO turnover
The 219 CEO departures in January of 2020 is the highest monthly total
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