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ExECuTivE suMMary 

Canada is in onE of thE BiggEst dEmographiC wavEs in thE Country’s history – thE 
BaBy BoomEr rEtirEmEnt. 

The retirement exodus from Canadian workplaces over the next decade will have an impact on 
business continuity, financial stability, and business growth. Businesses will also need to plan more 
strategically to develop new leaders as there may be a lack of qualified people who are ready to 
step into the retiring leaders’ shoes. 

according to andrew ramlo,vP, Consulting, rennie Group of Companies, if adjustments are made to 
the current Canadian labour force model to account for retirement, the estimates are in the range of 
316,000 retirees annually by 2030. Cumulatively, this means that over the next decade we could see 
about 3.3 million people retire from the workforce. 

as executive coaches, we set out to conduct discovery research to understand the challenges that 
retiring and incoming leaders in saskatoon and area are facing with their transitions as they exit, enter 
or move into a leadership position. 

KEy findings from thE rEsEarCh: 

Business risks 

A change in leadership is a time of flux and change for everyone - the leader and the team. 
These transitions create potential risks at every level of the organization and profitability, productivity 
and positivity can be negatively affected.

Serious risks were interruption of business and service, financial cost increases and revenue loss, 
staffing challenges, work relationship difficulties, under-resourced leadership development, and the 
inability to engage in strategic thinking and planning. 

Risks are created as leaders struggle. If struggles are not addressed, they will continue to be risks to 
the business. 

struggles

Struggles experienced by both the retiring and the incoming leaders were about finances, family, 
career or lifestyle and who should make the decisions for the organizational role in transition. 

The retiring leader felt conflicted about their decision to retire due to many factors. The incoming 
leader could become overwhelmed or intimidated by the challenges of replacing someone who 
was very experienced and effective. Additionally, the incoming leader struggled with a steep 
learning curve and time pressures. 
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struggles have immense impacts on the business as they can reduce the productivity, performance 
and engagement of either the retiring or incoming leader and those impacts can “ripple through like 
a cancer”.

supports

The findings revealed different levels of 
support that businesses have in place 
for the transition of the retiring and the 
incoming  leader.

For the retiring leader, 58 per cent of 
businesses had no support; 42 per cent of 
businesses offered multiple supports in the 
way of financial planning, Employee and 
Family assistance Program (EFaP), seminars, 
coaching and a healthy living website. 
Twenty-five per cent of total respondents 
offered non-financial retirement supports 
(lifestyle and psychological) including EFaP, 
seminars, coaching, and a healthy living 
website. 

The findings revealed four levels of support that businesses have in place for the transition of the 
incoming leader: 17 per cent offered nothing formal; 17 per cent offered onboarding basics; 8 per 
cent offered training for the position; and 58 per cent offered development for the position and in the 
business.

It was observed that there were inconsistencies for onboarding support offered to leaders.

financial Costs

The financial costs to these businesses if the transition failed were significant – from tens of thousands 
to more than $3 million dollars. Costs were difficult to quantify as it varied based on the role in the 
organization. 

We observed from the data that there were far more respondents who did not know or were unsure 
of the business costs should the transition fail as the leader exits the position (62 per cent), compared 
to when the leader enters the position (31 per cent.)  
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stratEgiC aCtions to ConsidEr:

Based on these findings, we believe there are opportunities for greater attention to better manage 
the transition for the retiring and the incoming leader and from one leader to another. 

it is paramount that businesses look at decreasing and preventing some of the challenges as stated 
in the findings, to ultimately lower the risks, increase productivity and quality of work, and foster better 
stakeholder relationships, all of which impact the bottom line. 

This report includes strategic actions businesses can take for the leader, the role and the organization. 
actions for the leader include holding personal and professional development and performance 
support conversations; for the leader’s role, actions include cross-training to ensure effective 
performance of roles and responsibilities and developing a transition support team; and for the 
organization, actions include the development of a talent management strategy to introduce and 
align the succession plan, the workforce plan and a leadership development program. 

BEnEfits:

Businesses that enhance their support for these transitions are positioning themselves to gain the 
following benefits: 
• reduce risks and costs
• Become more resilient as a business
• Ensure business continuity
• Maintain a consistent revenue stream 
• Foster better relationships with key stakeholders
• Have an engaged and informed workforce
• Maintain productivity and high quality work
• Consistent excellent customer service 
• smoother organizational changes   

To discover the opportunities to support your leaders in transition, we invite you to explore these 
findings, share them with your team and choose key actions to implement. 

Impacts of a retiring leader are not that 
simple but much further reaching. We need 
to take it seriously and make a deliberate 
effort with key positions and have a plan.

– RESPONDENT
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aBOuT THE rEsEarCH
purposE 

We wanted to understand the challenges that exist for retiring and incoming leaders as they transition 
to exit or enter an organization. This discovery research is a high level perspective on leader transition 
in the Saskatoon and area business community.   

  

thE drivErs 

•	 Baby boomers are retiring and are causing 
one of the biggest demographic shifts in 
Canada’s history  

•	 316,000 Canadians will retire every year 
until 2030

•	 3.3 million people will retire from the 
workforce over the next decade

•	 this shift will directly impact the Canadian 
workforce 

•	 Leaders may struggle as they transition 
•	 some businesses are challenged to fully 

prepare for the transition   

thE sECtors

12 organizations in the following sectors: 
• 1 – Education
• 2 – Government - provincial and federal 
• 2 – Not-for-profit 
• 7 – For-profit including two family-owned  

     businesses

thE rEspondEnts

• Thirteen respondents - C-suite and top level 
management (8); other levels (5)

• Every respondent interviewed was viewed 
as a leader, even though they may not 
have been in a formal leader position 

thE data CoLLECtion 

the data was collected by conducting 
30-minute face-to-face interviews between 
august 29 and october 3, 2019. 

the survey instrument had four sections: 
1. demographics and high-level questions to 

acquire initial impressions 
2. transition and exit of the retiring leader
3. Entry and transition of the new leader
4. wrap-up questions 

The survey instrument consisted of open, 
closed, and 5-point Likert scale questions.
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thE maCro thEmEs

1. leadership 

2. Communication

3. succession

4. Productivity 

5. resources 

6. risks 

7. supports   

8. Work relationships

9. Hr Function 

10. Organizational Culture

From the research 
findings 10 major 

themes emerged. The 
themes reflected 

different perspectives 
in the areas of: 

struggles, impacts, 
challenges, risks, 

supports and 
investments. The 
themes are not 

mutually exclusive. 
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risks
a ChangE in LEadErship is a timE of fLux and ChangE for EvEryonE – thE LEadEr and 
thE tEam. 

This leadership transition is really two events in one and each of these events can be challenging. The 
first event is the transfer of responsibilities including key initiatives and stakeholder relationships from 
the previous leader to the new leader. The second event is the new leader establishing an effective 
leadership style, fostering new relationships and developing value-creating strategies in their new role 
and with their new teams.

These transitions create potential risks at every level of the organization and profitability, productivity 
and positivity can be negatively affected.

risKs idEntifiEd wErE:  

interruption of business and service 
• Cessation of services/programs because a specific individual was leaving
• unable to achieve the business goals
• reduced level of productivity and project momentum if retiring leader is distracted, worried, 

or feeling uncertain and under-valued 
• unable to maintain high quality customer service
• Disengaged internal and external stakeholders due to loss of confidence and trust in the new 

leader
• important business decisions deferred by both the retiring and the incoming leaders 
• Business strategy is not developed or executed due to vacant positions, lack of decision 

making and strategic thinking competencies
• knowledge transfer and corporate memory is minimized, overlooked or lost
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financial
• increased costs due to repeating the hiring process 
• Cost overruns
• Decreased number of income streams 
• loss of revenue 

Staffing	
• Overburdened senior leader with transactional Hr tasks may have less time for board and 

other key stakeholders 
• Leader recruited was not the right fit for the role 
• Confusion and uncertainty across the organization when communication about an 

upcoming leader retirement or transition was unclear

work relationships
• New leader had difficulties developing productive relationships with their direct reports 
• Morale and job satisfaction decreased 
• Eroded level of trust negatively impacted working relationships and team dynamics 
• Significant turnover with new leadership style disrupted current staff
• High-functioning Interdepartmental teamwork deteriorated 

professional development
• The opportunity to identify and groom high potentials for promotion to a leadership position 

was undervalued
• Under-resourced leader development

inability to engage in strategic thinking and planning in complex organization or situation

Risks are created as leaders struggle. If struggles are not addressed, they will continue to be risks to 
the business. 
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LEADERS’ STRUGGLES
thE struggLEs that thE LEadErs havE to dEaL with affECt Both thE individuaL 
and thE organization and Can CrEatE impaCts that rEaCh far into thE 
organization. 

These are the various struggles that the retiring and the incoming leaders were experiencing, both as 
they reported for themselves, and as they observed about other leaders.

Common struggles 

• Lifestyle or career path - outgoing and incoming leaders faced an uncertain future and they did 

not know how much enjoyment or success they would experience

• Family - outgoing and incoming leaders struggled either to provide care for elderly parents, or to 
manage family pressures while wanting to perform well in a new organization, job and/or role

• Financial concerns - created by the uncertainty of funding retirement or not feeling financially 
secure at a new job and organization

• Decisions delayed - some retiring leaders believed that their replacement should make decisions 
because it would impact the strategic direction; and some incoming leaders lacked the 
confidence to make necessary decisions as they were in a new organizational culture and new 
situation with new responsibilities, relationships, and processes. 

struggles for the rEtiring LEadEr 

The retiring leader felt conflicted about their 
decision to retire due to many factors: 
• Concerns about who will replace them
• Mentally struggled with feeling valued 

and relevant in their workplace
• uncertainty about when they will retire 

and what they will do in retirement 
• Fear of losing their personal identity and 

social influence that came from being 
a leader of an organization that was 
valued in the community

• Feeling fatigued and other physical 
health concerns 

• uncertainty about whether they will 
      enjoy retirement
• lack of personal transition plan

struggles for the inComing LEadEr 

The incoming leader could become 
overwhelmed or intimidated by the challenges 
of replacing someone who was very 
experienced and effective. One respondent 
realized they probably needed, “two people 
to replace the one who was going to retire”.  

The incoming leader struggled with a steep 
learning curve required to:
• Quickly develop skills to become efficient
• Build specific stakeholder relationships
• Gain key organizational knowledge 

to maintain project momentum and 
achieve business goals

• Develop ability to think strategically to 
lead and influence the organization

• Manage and influence in the system
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These struggles have immense impacts on the business. According to one respondent, it “affects 
business – ripples through like a cancer”.

impacts ripple out to affect other aspects of the business because these struggles can reduce the 
productivity, performance and engagement of either the retiring or incoming leader.

using the cancer analogy, businesses must be vigilant to identify hidden potential issues which can 
impact productivity, morale, relationships, revenue and other key performance indicators. A focused 
effort to manage and correct will be required. 

Based on our experience and current leadership research, we strongly believe that leadership 
development makes lasting impacts on the leaders and the organization. 

according to the Center for Creative leadership, substantial investments in leadership development 
drive performance and gain competitive advantage in four ways: better financial performance; 
better talent management; improved strategy execution; and better change management.

Creating a multifaceted experiential leadership development program would positively impact the 
transition for both the retiring and incoming leaders.

(IMPACTS) AFFECT BUSINESS —

RIPPLES THROUGH LIKE A CANCER.

– RESPONDENT
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CurrEnT suPPOrTs
supports for the rEtiring LEadEr 

The findings revealed three different levels of support that businesses have in place for the transition 
of the retiring leader:

Only 12 % Of emplOyees strOngly agree 

THEIR ORGANIzATION dOES A GREAT jOB 

ONBOARdING NEW EMPLOyEES. 
- GALLUP, MARCH 2019

  

•	 no support (58 per cent): leaders may have 
had a supportive casual conversation with 
someone at work or had no support at all

       note: this is more than double the Canadian rate of 

       27 per cent, as found by the morneau shepell 

       Employer Support for Retirement Planning Study

•	 multiple supports (42 per cent): financial 
planning plus Employee and Family 
assistance Program (EFaP), seminars, 
coaching, and a healthy living website

•	 Non-financial	Retirement	Supports	(lifestyle	
and psychological) (25 percent): a subset of 
the Multiple supports above; includes EFaP, 
seminars, coaching, and a healthy living 
website

Further study is required to understand the:
• level of actual use of online resources 

specifically for retirement 
• level of access to advisors or coaches 

around non-financial retirement issues
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Specific	supports	for	the	incoming	Leader:

• Cross training/job shadowing 
• Onboarding checklists, forms, and policies
• relationship building process
• Position - work plans, performance expectations, job manual 
• Overlap start and end dates 
• Mentoring
• Coaching

supports for the inComing LEadEr 

The findings revealed four levels of support that businesses have in place for the transition of the 
incoming leader:

•	 nothing formal (17 per cent): leaders were 
offered no formal support

•	 onboarding Basics (17 per cent): leaders 
were given a phone, office, and basic 
equipment

•	 training for position (8 per cent): leaders 
received direction for work and expectations 
for results

•	 development in position and in the Business 
(58 per cent): to understand the leader’s 

position and the business’ culture and 
position in the industry; more support was 
offered for senior level leaders

From the data we observed that:
• There appeared to be no consistency overall 

for how basic onboarding was practiced by 
these businesses

• Within some businesses, there was little 
consistency with how managers onboard 
the incoming leader as it was based on the 
manager’s personality style
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for the rEtiring LEadEr 

• Potential significant wide-ranging financial 
costs from $28,000 up to $3.3M (NOTE: 
$3.3M represented 85 per cent of the 
budget for one business.)

• Costs were unknown by 62 per cent of 
respondents 

• Costs were difficult to quantify, as it varied 
based on the role in the organization 

• Other costs stated were: hiring, 
executive search, new leader training, 
miscommunication, disruption in 
organization (uncertainty, borderline chaos, 
confusion), and failure of delivering services 
and products 

for the inComing LEadEr

• Potential significant wide-ranging financial 
costs from tens of thousands to $3.3M  
(NOTE: $3.3M  represented 85 per cent of 
the budget for one business.)

• Costs were unknown by 31 per cent of 
respondents

• Costs were difficult to quantify, as it varied 
based on the role in the organization

• Other costs stated were: rehiring, major 
service disruption, staff turnover, decreased 
staff morale, project momentum and 
delays, specific department and/or income 
stream loss, customers leaving, temporary 
staffing service, and loss of key relationships

FinanCial COsTs TO THEsE BusinEssEs 
IF TRANSITION FAILED

We observed from the data that there were far 
more respondents who did not know or were unsure 
of the business costs should the transition fail as the 
leader exits the position, compared to when the 
leader enters the position.

For the retiring leader, the actual financial costs 
were perhaps not as easily identified because 
they were replacing the leader and so expected 
programs and services to continue. 

it is possible that not all potential impacts of the retiring leader leaving the organization were 
considered. When an experienced and highly skilled leader retires they take corporate knowledge 
and history with them; a specific program or service may be cut because there is no one with 
the required experience and skills needed to lead it; and most of the costs were reflective of only 
employee rehiring. 

according to the Canadian CEO’s Guide to Better Outcomes, published by Chartered Professional in 
Human resources, when the costs related to lost business, training, departure, productivity and hiring 
are calculated, it represents about 40 per cent of the employee’s salary. 

it is important that businesses understand the impacts and potential risks to the business so that the 
transition can be managed as an investment for the future.  To understand the potential costs, it is 
vital for businesses to conduct regular and ongoing risk assessments to identify potential gaps.   

dollar value to these 
Businesses if transition failed

rEtiring LEadEr – ranges from 
$28,000 to $3.3 million

inComing LEadEr – ranges from 
$10,000 - $3.3 million

©2020 redworks Communications & Crossing Point Coaching and Consulting
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If COVID-19 

is creating 

challenges for 

your business, 

we can support 

your leaders to 

be successful 

throughout this 

transition.

work world during Covid-19

thE Covid-19 pandEmiC has disruptEd thE BusinEss 
EnvironmEnt that aLrEady appEarEd to BE voLatiLE, 
unCErtain, ChaotiC and amBiguous (vuCa).

From our perspective the following are some thoughts that businesses 
need to consider as they move forward and support their leaders during 
this disruption: 

• incoming leaders are entering organizations and being challenged 
to change basic processes and may be required to transform their 
core business processes. Some current needs include:

  A clear purpose - to survive the turmoil and beyond
  Transparent and timely communication 
  Collaboration - using resources from diverse perspectives 
  Onboarding and reboarding - to thrive through the changes
  remote leading, teaming, managing and meeting
  Cybersecurity 
  Wellness supports - mental, emotional, physical and social

• succession planning is even more important now because all 
employees are vulnerable and businesses could lose key leaders 
without prior notice

• For leaders considering retiring, the restrictions on travel, decreased 
volunteer opportunities, social isolation, worries and fears about 
contracting the virus, may shift how they view their retirement and 
may decide to keep working longer

• leaders may be in a longer psychological transition as they delay 
their retirement to allow their financial portfolios to rebound
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STRATEGIC ACTIONS FOR CONSIDERATION 

thE rEsEarCh findings idEntify opportunitiEs for BusinEssEs to BEttEr prEparE 
for thE rEst of thE BaBy BoomEr rEtirEmEnt wavE and thE potEntiaL sKiLLEd 
taLEnt shortagE. 

it is paramount that businesses look at decreasing and preventing some of the challenges as stated 
in the findings, to ultimately lower the risks, increase productivity and quality of work, and foster better 
stakeholder relationships, all of which impact the  bottom line. 

By focusing on the person, the role and the organization, businesses can more fully engage leaders 
and build a solid succession and transition plan to take advantage of these opportunities. 

strategic actions for the individuaL LEadEr 

• Career conversations with retiring and incoming leaders to understand their challenges, goals 
and plans and provide key support 

• Personal and professional development conversations to discuss struggles, challenges, goal 
setting, decision making, planning, and personal transition

• Performance support conversations with leaders to enable the achievement of business goals 
• Coaching and mentoring for leader development
• retirement transition support to help retiring leaders manage fears and challenges around 

financial and non-financial areas - retirement coaching; financial, tax and estate planning

strategic actions for the LEadEr’s roLE

• Cross-training to ensure effective performance of roles and responsibilities
• a Transition support Team, including the retiring leader, to ensure 

ongoing role effectiveness to engage stakeholders, support business 
initiatives, knowledge transfer, and strategic communication

• Build leadership ability for their role through growth assignments, 
team coaching, and other educational and developmental 
experiences that support business strategies and goals
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strategic actions for the organization 

• Develop an onboarding process beyond the basic resource setup to fully integrate the leader 
into their team, understand the culture, and to quickly become proficient

• Develop an offboarding process to ensure continued productive contributions by the retiring 
leader as they transition; and explore options for legacy leadership opportunities  

• actively support incoming leaders to develop and implement a change leadership strategy to 
enable adoption of new ideas

• Develop and adopt an age-friendly workplace program to positively engage older workers, 
maximize their contributions; and offer workplace flexibility

• Ongoing risk mitigation programs around leadership transition. For example, probability and 
impact of potentially vacant positions, leaders under-performing for strategy development, loss of 
revenue streams, loss of key stakeholder relationships

• Talent Management strategy to introduce and align the succession Plan, the Workforce Plan, and 
a Leadership Development Program 

• Communication strategy to inform the organization around retirement and leader transitions to 
increase confidence, certainty and productivity 

• strategically allocate resources to enable senior leaders to perform their job function

As this research has shown, there are huge financial costs and risks as leaders transition. There is 
potential for outright failure even by executives who have demonstrated prior success.

We encourage leaders to take a balanced approach by meeting the immediate needs of their 
leaders and planning for the broader initiatives necessary to survive this historic workforce shift. 

“ 
” 

estimates of outright failure in the first 18 months 

range from 38% to over half, and many more 

executives fail to be as successful as was 

predicted in the hiring or promotion phase. 

In most cases, these are leaders who have 

demonstrated prior success and who have 

shown high intelligence, appropriate initiative, 

and considerable business savvy.

Center for Creative Leadership, 
Executive integration Equipping 
Transitioning leaders for success 
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COnClusiOn
this rEsEarCh shows us that many BusinEssEs arE ChaLLEngEd to support 
LEadErs to transition EffECtivELy. this rEsEarCh aLso rEvEaLs that 
opportunitiEs Exist for BusinEssEs to BEttEr pLan for thE wavE of rEtiring BaBy 
BoomErs as it gains ampLitudE ovEr thE nExt dECadE. 

There must be greater attention given to workforce and succession planning, more robust retirement 
transition support for the retiring leader and more extensive leadership support for the incoming 
leader.

There is also the opportunity to explore how businesses can become age-friendly workplaces in order 
to retain their senior workers as they continue to make meaningful and valuable contributions. 

implementing some of these strategic actions will help businesses plan for and prepare to create a 
smoother transition for leaders and the business. 

rEaCh out and ContaCt info

We would like to hear what is happening in your organization. We are available for:
• presentations to your executive team
• assessments to identify key risks 
• discovery conversations to explore your specific situation   
• creation of a customized approach to achieve successful transitions in your organization.  

ContaCt us:

Marielle at 306.370.6284 or email marielle@redworkscoaching.com  
kathleen at 306.717.4471 or email kathleen@crossingpointcoaching.com   
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extraordinary life. 

she provides coaching, consulting, 
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succession planning, retirement 
planning, career success, building better 
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change, engaging stakeholders,
resolving	conflict,	and	planning	strategy	
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team Leaders and Enabling teams, 
prosci Change management, Korn ferry 
Leadership architect, mBti, and
human synergistics. she is an associate 
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international Coach federation.
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