
Dr. Celeste Coruzzi is a managing director at Pearl Meyer and organizational 
psychologist with more than 30 years’ experience working with CEOs, boards, 
and executive teams in the areas of leadership and organizational change. She 
discusses how companies can lay a successful foundation for the next CEO.

Q:  When should boards begin the process for a successful CEO 
succession? 

A: It’s never too early—start now! A successful CEO succession is a carefully planned 
process which can take five to seven years, so planning matters. Boards 
and CEOs should be developing two to three internal candidates over time, 
providing leadership roles and experiences (both enterprise and P&L roles) 
that “pressure test” leaders, expand learning, and build self-confidence to 
ensure every candidate is ready for CEO-ship.  

Q:  How can directors determine who will be the best CEO?

A: It begins first and foremost with establishing the right criteria for future success. 
What got a company to greatness under one leader’s tenure won’t necessarily translate 
to the future, given the dynamic external environment in which we operate. What will 
the next CEO need to embody to successfully lead? This is our starting point.

Once criteria are established, a robust 360-degree assessment including manager, 
direct reports, and peer ratings provides an objective and comparative view. The 
customized assessment highlights strengths and weaknesses and allows for individual 
development plans to help candidates build skills and enhance their leadership impact. 
Ongoing coaching of the candidate further improves the odds of success.

Which leads us to who is involved in candidate selection. In our view it is a triumvirate: 
the current CEO who is investing time in candidate development; the board who actively 
engages with the CEO and candidates in quarterly sessions to observe and mentor 
candidates over time; and third party executive coaches who provide candidates, the 
CEO, and the board with meaningful, objective leader assessment and coaching to 
construct actionable development plans to get candidates ready for new and different 
leadership roles.
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About Celeste Coruzzi

Dr. Celeste Coruzzi is a managing director and practice leader of Veritas 
Partners, a Pearl Meyer consulting practice focused on leadership and 
organization effectiveness. Veritas Partners was acquired by Pearl Meyer 
in 2020 to expand the firm’s ability to provide human capital management 
consulting expertise to boards and management teams.

About Pearl Meyer

Pearl Meyer is the leading advisor to boards and senior management on 
the alignment of executive compensation with business and leadership 
strategy, making pay programs a powerful catalyst for value creation and 
competitive advantage. Pearl Meyer’s global clients stand at the forefront 
of their industries and range from emerging high-growth, not-for-profit, and 
private companies to the Fortune 500 and FTSE 350. The firm has offices 
in Atlanta, Boston, Charlotte, Chicago, Houston, London, Los Angeles, New 
York, Rochester, and San Jose. 
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