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ABSTRACT
The goal of this phenomenological study was to investigate and describe, frGme¢he
Executive Officer's (CEQ’s) perspective, the relationship betv&e@s and their
trusted advisors. This phenomenon is significant because CEOs at the top of their
organizations increasingly find themselves isolated. To whom do they turn arfdrtrust
good advice? Twenty CEOs from a wide range of industries and companies in Canada
and the United States answered the central research question: What is thefrihtur
relationship between CEOs and their trusted advisors? A key finding of this ¢aplora
and descriptive study was that CEOs turned to trusted advisors not only for advice, but
for support, expertise, evaluation and feedback services, and to be a sounding board.
Additional findings included the importance of trust in the relationship, the value of
trusted advisors, the roles that they play, the intimacy of the relationship, h@mwodgci
are made by CEOs, and the importance of gut feel and instinct in decision n@2k{Dg
accountability, the evolution of advice taking by CEOs, the importance of external
advice, how decision making processes vary by organization, the purpose of Advisory
Boards, and the male-female dynamics of trusted advisor relationshipalsekey
findings. The significance of this study is that it is the first to investidpt& EO-trusted
advisor relationship from the CEQO’s perspective. Findings of this study coattibttie
body of knowledge in leadership, Human Resources, management, and business.

Additionally, this study has practical implications for both CEOs and trustedoaslvis
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CHAPTER 1. INTRODUCTION
Introduction to the Problem

Chief Executive Officers (CEOSs) face challenging times. Not only thestdeal
with increased globalization, a focus on short-term profits, economic crisssyisg
multiple stakeholders, and information overload, they find themselves not knowing who
they can rely on for good advice. This is compounded by the pressure of the broad
ranging impact of their decisions. The higher leaders rise, the gtieatenpact of their
decisions on their people, their organizations, and on the company’s direction. Mitchell
(2008) stated that “CEO decision-making is about tradeoffs, multidimensionahthoug
processes, and sifting through wise, forthright, and often contradictory coun§s. CE
operate in a world where there are no perfect answers, just tough choices” (pfdtg He
(1996) and Stead (2005) concur that the needs of leaders are many and complex.

Throughout history, leaders in government and business have sought advice from
advisors who helped challenge their assumptions, test their ideas, and cregjiesiag
well as direction. Alexander the Great sought counsel from AristotlaelMiddle Ages
the clergy, who by virtue of their ability to read and write, were advisordecsr King
Henry VIl relied on Thomas More as an advisor and Clark Clifford was a cotibtle
advisor to four U.S. presidents. The need for trusted counsel has not gone away and the
need today may be even greater.

Hambrick (2007) in his article, “Upper Echelons Theory: An Update,” stated that
“the central premise of upper echelons theory is that executives’ expsrigakees, and

personalities greatly influence their interpretations of the situationddbeyand, in turn,



affect their choices” (p. 334). Given that influences and advice from trusted adviagr

also have an effect on senior leaders’ interpretation of the situations theynthce

therefore may affect their choices, investigating the influence of #tkgsgors is

important and worthy of attention. In addition to the worthiness of the study based on the
potential impact of trusted advisors’ influence on leaders, there is littleieahpesearch
addressing leaders and their trusted advisor relationships.

What is the nature, and role, of trusted advisors to CEOs? How do CEOs seek out
and use advice to assist in their decision making? How do CEOs describe their
relationships with their trusted advisors? This study, which examineddghesBons
from a phenomenological perspective, contributes to the small body of knowledge on this
subject by investigating and describing, from the CEOs’ perspectivetrtrstagd advisor

relationships.

Statement of the Problem

Trust can be a mysterious and fleeting concept, but forms the foundation for
everything individuals do in their personal and business lives. Who do you trust? The
answer may be straightforward or very difficult to answer. CEOs abphefttheir
organizations, making critical decisions every day, with the power to make &r brea
careers, increasingly find themselves feeling isolated (Cooper &@003; Mitchell,
2008; Wasylyshyn, 2005). To whom do they turn and trust for good advice? It may be
individuals who are “trusted advisors.” What is the nature of the CEO - trusted advisor

relationship? How do CEOs solicit, receive, and make decisions on the advice that they



receive? While the use of trusted advisors has been prevalent throughout history, both in

politics as well as in business, the phenomenon has not been well studied.

Purpose of the Study
The purpose of this qualitative, phenomenological study was to investigate and
describe trusted advisor relationships from the CEQO’s perspective. Thicheses
designed to understand these relationships. Qualitative methodology was usedrto gath
and analyze information from 20 active and retired CEOs in Canada and the United

States who utilized the services of trusted advisors.

Rationale

There are a number of reasons why this study was undertaken. The fitlsaivas
this is an area that has been largely unexplored by the academic commusiitesB and
professional communities have undertaken a number of studies related to this topic that
are captured in the prevailing literature. However, there is littlerezapresearch on this
topic. The lack of previous research left a gap in the body of knowledge thafaitiag)
to be filled.

A second reason for this research was the desire to understand the trusted advisor
relationship from the CEO'’s perspective. Much has been written in the business press
about how individuals may become trusted advisors, the characteristics dnudestiof
trusted advisors, and the relationship from the trusted advisor’'s perspectivitlebut |
research existed that addressed the relationship from the advice spekspéctive,

specifically this population. This may be because CEOs are difficult tesafiResser,



2005) given their important responsibilities, lack of time, and reluctance to bedstudie
The challenge of researching a group that has been elusive was appealing audtshe re
of this research provide a unique perspective in this field. The researcher had agfumbe
high level connections and contacts who acted as influencers, created access
opportunities, and made introductions that mitigated the difficulty noted above.

Third, the researcher, a consultant and coach, and on occasion a trusted advisor at
senior levels, was interested in understanding the trusted advisor relationkhipewit
chief executive. This understanding provided insight to how CEOs think about and
leverage their trusted advisor relationships. This knowledge has contributed to tme huma
resources, leadership, and business bodies of knowledge by furthering understanding of

CEOs and their need for, and use of advisors.

Population/Sample

The target population was CEOs of for profit companies. The sample consisted of
20 CEOs from Canada and the United States. All participants were activieeat chief
executive officers of their companies and had what they would refer to as trusteat advi
relationships. Thirteen male and 7 female CEOs were interviewed. Th@e Wdte
retired; 15 were, at the time of the study, in chief executive roles; andvitlunals were
still in the workforce, one as a senior leader and the other as a consultant.

The organizations that the CEOs worked for represented the following industry
sectors: agriculture and biotechnology, employment services, finansigese
international project forwarding, manufacturing, staffing, high technolagpymatics,

retail food, oil field services, women'’s retail, publishing, membership-baganiaation,



transportation, digital graphics, and interior design. The companies rangedvirean
operated companies to Canadian subsidiaries of large multi-national companies to a
global company operating in fourteen countries. The annual revenue of the firmd rang
from $2.5 million to $1.2 billion. The firms employed between 25 and 5,400 employees.
Ages of participants ranged from mid 30’s to early 70’s. CEO experience rioged

less than 1 year to 39 years. Four CEOs had been a CEO of more than one company. O
was the founder and CEO of six companies. The second chief executive founded and
served as the CEO for four companies. A third CEO led three companies and the fourth

individual served as the CEO for two companies.

Scope
The scope of this study was limited to active and retired CEOs of for profit
companies employing more than 25 people in Canada and the United States. This
eliminated sole practitioners, start-up company entrepreneurs, Mom and Pdpopera
very small businesses, government, crown corporations, and public sector digyasiza
The study focused on understanding CEOSs’ perceptions and views of their trussed advi

relationships.

Research Questions
The intent was for CEOs to tell their own stories about their experiences with
their trusted advisors. The central question in this research study wasisWiahature
of the relationship between CEOs and their trusted advisors? This question waseaddres

through the following sub questions:



1. What is the nature, and role, of trusted advisors to CEOs?
2. How do CEOs seek out and use advice to assist in their decision making?

3. How do CEOs describe their relationships with their trusted advisors?

Significance of the Study

This research contributes to the limited body of research on trusted advisor
relationships in an area where empirical studies are scarce. Even moeeaseastudies
focusing on CEOs (Rosser, 2005). The contribution to the leadership body of knowledge
is a greater understanding of the nature and role of trusted advisor relati@shgs
CEO level, as well as greater insight into how CEOs receive and take,daleite
leverage it for their use. Research findings are valuable to CEOs who Unsted tdvisor
relationships and those who do not, but are contemplating utilizing trusted advisors. The
study also contributes to the human resource field by documenting how CEOs perceive
their trusted advisor relationships. In addition, the study supports the belief that
collaboration between scholars and practitioners with respect to intggnatiman
resource research contributes to and advances the field of human resource imgroveme
and development (Swanson & Holton, 2005).

With respect to the contribution to the business world, CEOs have more
substantive information upon which to base their decisions related to engaginggutiliz
and leveraging trusted advisors. This research supports the need for CEOsttoshede
advisors to assist with decision making, be a sounding board, provide evaluation and
feedback services, and provide perspective on CEOs’ challenges. As atresult

anticipated that CEOs that do not have trusted advisors will consider engagsm s



Assumptions and Limitations

Assumptions

The assumptions for this study were categorized into four themes: the nature of
the relationship between CEOs and their trusted advisors, the similarigQxs’'C
behaviors in Canada and the United States, the level of honesty of CEOs pargjcipati
this study, and the accuracy of previous research conducted on this topic. Within the
category of the relationship between CEOs and their trusted advisors,tthedusiption
was that CEOs would use trusted advisors and that these trusted advisors woulteact in t
CEOs’ best interests. In general, this assumption proved to be correct, hoheneer, t
were three instances mentioned where study participants indicated thatdteey ha
experience where the trusted advisor did not act in their best interestsoialtyif a few
CEOs noted that, at times, there may be a question of the motivation of the trusted
advisor. This was most often mentioned in the context of family members as trusted
advisors in terms of who the advisor was serving. The second assumption in tlasycateg
was that CEOs’ experiences with their trusted advisors would be sipgknrdiess of the
size of company that they led. Once again, there was evidence to supposuimptam,
however, it is noted that there was a greater propensity for smaller coQp&ws/to
indentify their lawyers and accountants as their trusted advisors caartpdarger
company CEOs. It is postulated that this may be the case because large esimgpasni
these skill sets internally and do not need to seek these services from egtouaies.

For the second theme, the similarity of CEOs’ behavior in Canada and the United

States, the assumption was: trusted advisors would be used uniformly acrosg indust



sectors. This assumption was correct across the industries that wesemegden the
study. No significant differences were found by industry.

The third theme related to the honesty of CEOs’ accounts of their relationships
with trusted advisors gave rise to assumptions that CEOs would provide honest accounts
of their experiences with trusted advisors and that they would have the aliéyself-
reflective in order to provide “rich” descriptions of their experiences fifste
assumption that the CEOs would provide honest accounts of their experiences with
trusted advisors was determined by the interviewer to be correct. In masy tbes
CEOs interviewed showed very high levels of self awareness. The second assumpti
was determined to be partially correct, as most of the CEOs wereftettive and
provided “rich” descriptions of their experiences. Some CEOs possessed geHater
awareness than others and it should be noted that a longer interview did not necessarily
generate richer descriptions.

The fourth theme, the accuracy of previous research, required the following
assumptions: previous research that was referenced was conducted, analyzed, and
reported truthfully, and that the results of this study would corroborate thesreksult
research reviewed in the Chapter 2 Literature Review. The first pgsarmust be
considered to be true as there is no manner in which to prove this false. The curyent stud
built on the theories, findings, and recommendations for future research fotmed in t
literature. For the second assumption, there are instances where the findimgstoidy

corroborated those of other researchers, however, in some cases, they did not.



Limitations of the Study

The difficulty of generalizing findings to other situations is a key linaoiteof
gualitative research (Gall, Gall, & Borg, 2003). However, Stake (1994), dsrcikevale
(1997), advocated the reframing of the quantitative concept of generalization to that of
analytical generalization, which “involves a reasoned judgment about the texvamth
findings from one study can be used as a guide to what might occur in anothersituati
(p. 233), thereby leaving the assessment of generalizability to the.r€hdentent was
not for the study to be generalizable to a broad range of CEO situations. However, the
intent was to conduct a study that provided insights that informed the body of knowledge
on this subject.

This phenomenological study is delimited by the experience of 20 CEOs with
their trusted advisors. The data of this study are limited to the collection dgsispé
20 in-depth interviews. Further, the discussions were limited by each CEQt\s tabil

describe his or her experience.

Nature of the Study
This descriptive design took a qualitative, phenomenological approach to describe
the trusted advisor relationships of CEOs as experienced and described by GE€&s. G
al. (2003) characterized qualitative research as the dominant methodologyoteedis
meanings and interpretations. This means that researchers study dathes
participants in their natural settings, attempting to make sense of, or infgrer®@mena
in terms of the meanings that people bring to them (Bougae, 2005; Yin, 2003). A primary

focus of this type of research is that it provides a comprehensive understanoliggd thr



thick description, which consists of a dense, vivid, and full description in the natural
language of the phenomenon under study (Hill, Thompson, & Williams, 1997; Miles &
Huberman, 1994). All qualitative approaches seek to understand the human experience as
it is lived (Laverty, 2003).

Phenomenology is the study of “lived experience of the life world” (van Manen,
1997, as cited in Laverty, 2003, p. 4). The emphasis is on the world as lived by a person,
without the world or reality being separate from the individual (Laverty, 2003. Thi
method asks the question “What is this experience like?” The experience of indiatiua
the phenomenon focuses on the ‘life world’ and may include things that are taken for
granted, new or forgotten meanings uncovered, or things that are common sendg, (Lave
2003). In phenomenological research, the researcher identifies the “essemaoeiaof
experiences concerning a phenomenon as described by the participants in the study
(Creswell, 2003).

The study focused on what CEOs utilizing trusted advisors actually felt,
perceived, thought about, observed and reflected upon the phenoriemoAdceptable
Approaches2004). The focus was on “describing what all participants have in common
as they experience a phenomenon” (Creswell, 2007, p. 58). “Unlike other research
methods, phenomenology searches for meanings and essences of experferddsnat

explanations or measurements” (Torraco, 2005, p. 358).

10



Organization of the Remainder of the Study
The preceding section provided the introduction to the study. Chapter 2 is the
literature review and outlines the factors that were taken into considdiatitie
development of this study. Chapter 3 outlines the research methodology used. Chapter 4
presents the results of the study and Chapter 5 discusses study findingsesdentif

implications of the findings, and makes recommendations for future research.

11



CHAPTER 2. LITERATURE REVIEW
Exploring the relationship between CEOs and their trusted advisors has three
main dimensions: a relationship between two people, the advisor and the advisee, also
called a dyadic relationship; a form of trust; and the elements of advice bivthg
trustee and advice taking by the trustor. Implicit within the trust, and adwviceg gind
taking, literature is the notion of a relationship between the actors. This/neilidocus
on literature related to trust, advice taking and decision making, and thrednablas t

advisor may play: advice provider, mentor, and executive coach.

Trust

Trust is a contextual, multi-dimensional, and situation-specific construat, (K
Dirks, & Cooper, 2009; Kramer, 1999; Lewis & Weigert, 1985; Li, 2007; Mayer, Davis,
& Schoorman, 1995; McAllister, 1995; Moellering, 2006; Nixon, 2007; Nooteboom,
2002; Seppanen, Blomgvist, & Sundqvist, 2003; Simpson, 2007) and spans many
intellectual disciplines and levels of analysis. Understanding why peapteatrd how it
shapes social relations has been a focus for sociologists (Gambetta, 198&)lqussts
(Deutsch, 1973; Lewicki, McAllister, & Bies, 1998), economists (Axelrod, 1984;
Bhattacharya, Devinney & Pillutla, 1998), political scientists (Barber, 1983),
organizational behaviorists (Kramer & Tyler, 1996; Mishra & Spreitzer, 1998),
philosophers (Wiland, 2004), and anthropologists (Ekeh, 1974). However, researchers
disagree on the nature and definitions of this complex concept (Blomqvist, 1997;

Hosmer, 1995; Rousseau et al., 1998; Simpson, 2007). Child (2001) observed that “trust

12



remains an under-theorized, under-researched, and therefore, a poorly understood
phenomenon” (p. 274). Schoorman, Mayer, and Davis (2007), observed that since the
publishing of their integrative model of trust, there has been a “groundswell of imteres
understanding this basic and ubiquitous construct” (p. 344), fueled both by research
undertaken in the 1990’s and the business scandals that have rocked the corporate world.
However, according to Simpson (2007), “little is known about how and why
interpersonal trust develops, is maintained, and unravels when betrayed” (p. 264). He
posited that the reasons for this are threefold: (1) trust is a multidimensionalicons

that is difficult to interpret, operationalize, and measure; (2) trust camisawed in
different ways and may have varying levels of importance at differegegssta
relationships; and (3) trust emerges and changes in situations thatiauvdt doffstudy
(Simpson, 2007). Li (2007), in his interdisciplinary review of trust, found that there has
been little effort toward cumulative theory building. The literature revawhis study
found that while further research has been conducted in this area, there still is no
universally accepted theory on trust, nor is there a standard definition thatnmogm
used and understood.

Increasing the difficulty in researching trust, a plethora of models andateo
abound. There are numerous definitions based on the varying perspectives of individuals
in different disciplines. Trust can be defined as a behavior (e.g. cooperationg hagi,
taking a risk), attitude (e.g., positive attitude toward others), intention, psyatailogi
state, process, an outcome, or a combination thereof. However, there are some
commonalities. In a 1999 review of the literature, Kramer (1999) noted difiese

between various trust theories, but concluded that “despite divergence in suchgpayticul

13



most trust theories agree that, whatever else its essential featigess, tundamentally a
psychological state” (p. 571). It is also widely acknowledged that trustlighreugh
psychological processes (Kramer, 1999; Lewicki & Bunker, 1996; Lewis & Weige

1985; McAllister, 1995; Zucker, 1986). Schoorman, Mayer, and Davis (2007), updating
their 1995 study, found support for their model in the intervening years and concluded
that trust is based in relationships. Trust always involves two actors, be thaguats,
groups, organizations, institutions or entire societies (Becerra and Gupta, 2686811

1995; Hustad, 1990; Lewis & Weigert, 1985). The analysis of trust needs to build on how

individuals trust and are trusted by others.

Forms of Trust

Early researcher, Rotter (1967), defined trust “as an expectancy held by an
individual or group that the word, promise, verbal or written statement of another
individual or group can be relied upon” (p. 651). This definition focuses on a generalized
trust and presents trust as a trait that an individual carries from one sitoatiustlier.
However, Schoorman et al. (2007) argued that trust is not trait-like and varies fathin t
person and across relationships

Rousseau et al. (1998) emphasized psychological state and intent by proposing the
following definition: “Trust is a psychological state comprising the inb@nto accept
vulnerability based upon positive expectations of the intentions or behavior of another”
(p- 395). Zand (1972) proposed a largely behavioral definition: “the willingness to
increase one’s vulnerability to another whose behavior is not under one’s control” (p.

230). Mayer et al. (1995), furthering Zand'’s definition, proposed the definition of trust as

14



the “willingness of a party to be vulnerable to the action of another party based on the
expectation that the other will perform a particular action important to therrust
irrespective of the ability to monitor or control that other party” (p. 712). Their
integrative model of trust proposed that an individual’'s propensity to trust along with
his/her perceptions of another’s ability, benevolence, and integrity willndietethe

level of trust in a given dyad (Mayer et al., 1995). In this model, trust is an intention
which results in risk taking, the behavioral manifestation of trust. A frequenttaefiof
trust in the literature is the “willingness to be vulnerable” proposed by Magér e
(1995).

Parties in an economic exchange have incentives to behave in a trustworthy
manner if they expect to have future economic relations (Axelrod, 1984). Economic trust
is often calculative (Williamson, 1993), emphasizing the risk decreasing redtirust
and enhancing the prediction or expectations of the other actor’s future behavior
(Seppanen et al., 2003). Calculus-based trust is based on rational choice ertstaract
of interactions based on economic exchange (Rousseau et al., 1998). It is also
instrumental and hence cognition-based (Chua, Ingram, & Morris, 2008). Cognition-
based trust refers to “trust from the head,” a judgment based on evidence of another’
competence and reliability” (Chua et al., 2008, p. 437). The mantra of cognition-based
trust is “trust but verify.” As described by Rousseau et al. (1998), “...partie¢dtrus
verify under conditions where willingness to trust is limited to specifibaxges (e.qg.,
financial but not personal) (p. 399).” Cognition-based trust may further develoyvifuj
positive economic transactions (Chua et al., 2008). Category-based trust, “depsrdonali

trust predicated on information regarding the trustee’s membership in asocial
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organizational category” (Shamir & Lapidot, 2003, p.n.a.) could also be considered
within the realm of calculative trust.
“Deterrence based trust emphasizes utilitarian considerations that enalgarty
to believe that another will be trustworthy, because the costly sanctions irigslace
breach of trust exceeds any potential benefits from opportunistic behavior&Riag
de Ven, 1992, 1994; Shapiro, Sheppard, & Chernaskin, 1992)” (Rousseau et al., 1998, p.
398). Should deterrence based trust be considered to be trust? Sitkin & Roth (1993)
argued that this type of trust is not trust, which is supported by Rousseau et al. (1998).
Relational trust is derived from repeated interactions between the trustéeand t
trustor (Rousseau et al., 1998). Information from experiences between the two individual
in the relationship forms the basis of this trust. Dependability and relidielityeen both
parties provides information about positive intentions on behalf of the trustee. MaAllist
(1995) argued that emotion becomes a part of the relationship as frequent, longer-te
interactions lead to attachments based on reciprocal interpersonal concemreaSomce
scholars refer to this type of trust as affective trust (McAllister, 19%gct-based trust
refers to “trust from the heart, a bond that arises from one’s own emotions and sense of
the others’ feelings and motives” (Chua et al., 2008, p. 437). Individuals express care and
concern about the welfare of their partners and believe in the intrinsic virtuehof suc
relationships (Rempel, Holmes, & Zanna, 1985). This type of trust requires emotional
involvement and investment, is more enduring, and generalizable over situations than
cognition-based trust (Lewicki & Bunker, 1996; Lewis & Weigert, 1985). Repeated
interactions can create expanded resources including shared concernastatus

information (Rousseau et al., 1998). These resources, in turn, can give rise to a
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psychological identity (Gaertner, Dovidio, & Bachman, 1996). This may be chéaadte
by teammates referring to themselves as “we” and result in identiégHbast.

The sociological literature emphasizes the systemic or institutiondloetrast.
It is impersonal — trust in systems or institutions rather than in individuals and unlike
personal trust is not based in the personal experience of the trustor (ShamidétLapi
2003). Grey and Garsten (2001) noted that interpersonal trust and systemic trust are
interrelated and affect each other. They argue that a full understandiexgohal trust is
not possible without an understanding of the context in which trust develops, and that a
full understanding of systemic or organizational trust is not possible without

understanding the individuals within the system (Grey & Garsten, 2001).

Dimensions of Trust

According to Seppanen et al. (2003), who conducted a meta analysis of trust
literature between 1990 and 2003, the role and number of dimensions of trust varied
across studies and included credibility, benevolence, confidence, reliabtiyrity,
honesty, institutionalization, habitualization, ability, dependability, respditygibi
likeability, judgment, goodwill trust, contract trust, competence trust,gssn
reciprocity, togetherness, predictability, openness, and frankness. efpte/three
most relevant antecedents of trust that frequently appear in the litenatalaldy,
benevolence, and integrity (Gubbins & MacCurtain, 2008; Mayer et al., 1995). “Ability is
that group of skills, competencies, and characteristics that enable aogzatiet
influence within some specific domain” (Mayer et al., 1995, p. 717); integrity “involves

the trustor’s perception that the trustee adheres to a set of principle®ttrastor finds
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acceptable” (Mayer et al., 1995, p. 719); and benevolence is “the extent to whicke trust
is believed to want to do good to the trustor, aside from an egocentric profit motive”
(Mayer et al., 1995, p. 718). Combining social exchange theory and transaction cost
economics, Young-Ybarra and Wiersema (1999) proposed that “trust is based on three
components: dependability (expectation that the partner will act in the altidnest
interests), predictability (consistency of actions), and faith (partnenatilhct
opportunistically)” (p. 443).

Rousseau et al. (1998) provide a different view on the conditions that must exist
for trust to arise and observed that there is agreement on these, although this is not
supported by other researchers (Li, 2007). These conditions include risk and
interdependence. Risk is characterized by the decision maker’s perceivedljpyadfabi
loss (Chiles & McMackin, 1996; MacCrimmon & Wehrung, 1986). In any reciprocal
relationship, there is the possibility that one individual may take advantapetbier,
which creates uncertainty related to the behavior of the first individual whitlrn,
creates risk. There would be no need for trust if actions could be taken with no risk and
complete certainty (Lewis & Weigert, 1985). Interdependence is wherentérests of
one party can not be achieved without reliance upon another” (Rousseau et al., 1998).
Sheppard and Sherman (1998) observed that with the increase in interdependence
between individuals, the nature of risk and trust changes. As is to be expected, the nature
of trust in a temporary, short-term relationship may be different than that irmangent,
long-term relationship (Lewicki, McAllister, & Bies, 1998: Sheppard and Sherman,

1998).
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Dynamics of Trust

It is to be expected that as the conditions for trust, risk and interdependence,
change, so will the level and form of trust within a relationship. However, sshae
often treated trust as a static concept. Social psychologists often $es @masall or
nothing concept, where one person either completely trusts or distrusts anotlzrqGab
1990). This is based on early research consisting of laboratory studies whicbédeatur
highly structured games such as the Prisoner’s Dilemma conducted bgd\(84),
where trust is considered at one single point and not along a continuum. However, it has
been found that trust changes with time. It may develop, build, stabilize, declineagnd m
even reappear as found by Miles and Creed (1995) in their research on trust in
organizations and Fukuyama (1995) in his broader society research. As relationships ebb
and flow, so may the level of trust.

Mayer et al. (1995) proposed that that propensity to trust would be an important
factor at the beginning of a relationship. They posited that judgments relateegrity
and ability would be formed relatively quickly during the relationship and that jengm
related to benevolence would take greater time (Mayer et al., 1995). Their Roop®si
stated that “the effect of integrity on trust will be most salient prior taévelopment of
meaningful benevolence data” (Mayer et al., 1995, p. 722). Their Proposition 4 stated that
“the effect of perceived benevolence on trust will increase over time asdahenship
between the parties develops” (Mayer et al., 1995, p. 722). Schoorman et al. (2007)
indicated that empirical researchers have raised questions about the hetdtioarr

between integrity and benevolence and have questioned the independence of these
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variables. Schoorman’s (2002) findings were consistent with the Mayer et al. (1995)
model, in that in laboratory settings the individuals in the relationship had not had time to
develop any data about benevolence, hence the high correlation between inmegrity a
benevolence. Schoorman et al. (2007) noted that in field studies where individuals had
longer relationships, benevolence and integrity were found to be separate factor
Rousseau et al. (1998) proposed a model of trust with high levels of calculativanttus
low levels of relational trust at the early stages of the relationship egdtviow levels
of calculative trust and high levels of relationship trust at the later sfBigedvalance of
calculative and relational trust would change depending upon the developmental
timeframe of the relationship.
Much of the empirical psychological research has focused on trust atia certa
point in time. However, in applying the concept of trust to a business setting, ierg sal
to understand how it is built. Barry and Crant (2000), applying social penetration theory,
supported the evolution of relationships from superficial to deeper levels as the
connection between individuals grows. They stated that
over time, interactants move from tentative, exploratory forms of commiamcat
through stages where individuals exercise less caution, reveal more pgrsonali
become more friendly and casual, and eventually come to predict and interpret
each other’s behavior rapidly and accurately, with sensitivity to nuanaey @a
Crant, 2000, p. 651)
Gabarro (1990) argued that the evolution of workplace relationships followed fous: stage
orientation, exploration, testing, and stabilization. Other researcherscli&nvBunker,
1996; Lewicki & Wiethoff, 2000; McAllister, 1995; Zand, 1972) observed that trust is

built up incrementally over time and is reinforced by previous positive iexpes with

the individual and previous trusting behavior.
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Mayer et al. (1995) suggested that the process by which trust develops requires
further investigation. They proposed that the need for trusting behavior ariseheteen t
is a lack of data regarding one or more of the three factors of ability, igtexrit
benevolence (Mayer et al., 1995). Supporting this view, Levin, Whitener, and Cross
(2004) posited that trustors early in relationships do not have reliable information about
each other’s idiosyncrasies, perspectives, goals, and self-identitiestiie be @must, and
must rely on other means (e.g., behaviors, demographics) to gauge benevokncet Le
al.’s findings suggest a three stage model of trust formation, similar to that ptdgose
Rousseau et al. (1998). They found that in new/early relationships the bases of trust in
another party’s benevolence are rooted primarily in behavioral expectationsi@ssoc
with demographic stereotypes; in medium length relationships, they are raatadlpr
in behavioral expectations gathered from moderate social interaction; andongld/|
relationships, they are rooted primarily in personal knowledge of shared peepect
(Levin et al., 2004).

Kim, Dirks, and Cooper (2009) argued that while there is an assumption that trust
develops gradually over time, recent observations have shown that individuals may
exhibit high levels of trust even without a history of interaction (McKnight, Cumsning
& Chervany, 1998: Meyerson, Weick, & Kramer, 1996; Weber, Malhotra, & Murnighan,
2004). These researchers found that high levels of initial trust may@rse&@imber of
reasons including feelings of dependence; an individual’'s disposition to trust; rapid
cognitive cues arising from reputations, stereotypes, or group membership; aiedl a bel
that structures such as laws and regulations support the possibility of sncgiasations

(Kim et al., 2009). It is noted that this type of trust may be quite fragiléhétuesearch
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in the area of trust and relationship length is required (Dirks & Ferrin, 2002) Bevi
Cross, 2004).

Rousseau et al. (1998) noted that relationships based on calculative trust are likely
to be terminated once a trust violation occurs whereas relationships chasddbgriz
relational trust are more likely to endure. They stated that unmet expectateons i
relational trust relationship can be overcome, particularly if both partiks amaeffort to
restore fair dealing and good faith to their interactions (Rousseau et al., 199& &lim
(2009) noted that individuals often behave in ways that violate trust either by not
fulfilling expectations or by exploiting dependencies. However, it has been foatna t
trust violation may not be necessary in order for trust to be damaged. Studies have found
that unsubstantiated rumors and allegations may damage trust, although these may
difficult to prove (Penrod & Cutler, 1995; Ross, Ceci, Dunning, & Toglia, 1994). Kim,
Ferrin, Cooper, and Dirks (2004) found that individuals do not have to be directly harmed

by the transgression for trust to be violated.

Advice Taking and Decision Making
While the trust literature provides little insight on how decision makers detrm
which advice to take, the psychological and micro-organizational behaviorrterat
offers numerous experimental studies on advice giving and advice taking. Mosteof the
studies have focused on identifying the factors that influence the extent to ahich ia
taken. It is noted that while there have been numerous laboratory studies related to the
topics, there is no comprehensive theory on this topic (Bonaccio & Dalal, 2006). This

review will focus on the factors most pertinent to individuals at the CEO |&#getiag
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advice taking, and subsequent decision-making, as a result of receiving kdeioes
that will be discussed include advice utilization or discounting, decision maker and
advisor confidence, aligned incentives, accuracy of final decisions, consisteantyice,

and the role of emotions in advice taking.

Advice Utilization or Discounting

Do individuals utilize the advice that they are given? One of the most robust
findings in the Judge-Advisor System (JAS) literature is that of egoceaultrice
discounting (Yaniv, 2004b; Yaniv & Kleinberger, 2000). Researchers found that
decision-makers did not follow their advisors’ advice as often as they should have to ha
benefited from that advice (Bonaccio & Dalal, 2006). While advice generally teelps
improve the decision maker’s accuracy, decision makers tend to overweigh their opinion
in relation to that of their advisor (Gardner & Berry, 1995; Harvey & Fisd897;

Yaniv & Kleinberger, 2000). Harvey and Fischer (1997) and Soll and Larrick (1999)
observed that decision makers shifted only a “token amount” (20 — 30%) toward their
advisor’s initial estimate.

Why does advice discounting occur? Yaniv (2004a, 2004b) and Yaniv and
Kleinberger (2000) contended that advice discounting occurs because decision makers
have access to their own internal justification mechanisms for coming toculaar
decision as well as to the strength of the evidence supporting the decision. Istcontra
they have access to less evidence justifying the advisor’'s recomnoenaladi do not
have access to the advisor’s reasoning (Bonaccio & Dalal, 2006). Another reason for

advice discounting may be attributed to the anchoring and adjustment s{fiatepky
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& Kahneman, 1974) where the decision maker’s original decision serves as an anchor
that is subsequently, insufficiently adjusted in response to the advisor’s recalaon
(Harvey & Fischer, 1997; Lim and O’Connor, 1995). In contrast to these explanations
Krueger (2003) argued that an egocentric bias may be the reason for advice idigcount
The reason for this is that decision makers may believe that their decisicupearier to
their advisors’. Egocentrism, a common cognitive bias, means that our “perceptions a
expectations are biased in a self-serving manner” (Bazerman, 2003, p. 3). Kuteger
that this egocentric bias is displayed by decision makers even when theg ezbace

prior to seeing the decision task and in novel situations. In the former cases there
initial decision to act as an “anchor” (Clement & Krueger, 2000), and in thedater
there is no supporting evidence to rely on for a position (Cadinu & Rothbart, 1996).
Harvey and Harries (2004) differentiated anchoring from egocentrism cgrgatism, as
they termed it. They indicated that while anchoring is a short-term and tesgnpoveess
used in the evaluation of a new stimulus, egocentrism/conservatism referaitutrece

of one’s opinion over the long term (Harvey & Harries, 2004). One’s personal opinion
exerts influence “without being disrupted by the appearance of intervenues\thht
would displace anchors from working memory” (Harvey & Harries, 2004, p. 399).

To support what would intuitively seem to be the case, Goldsmith and Fitch
(1997) found that advice is perceived to be more helpful and less intrusive if it edoffer
by an expert advisor. Consistent with this, Jungerman and Fisher (2005) found that
novice advice is less influential than expert advice. Less egocentric dispisntione
by decision makers who are less experienced or knowledgeable in comparisdreivith t

advisors (Harvey & Fischer, 1997; Sniezek, Schrah, & Dalal, 2004). Yaniv (2004a,
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2004b) concluded that less knowledgeable decision makers retrieved less supporting
information for their own personal opinion, therefore discounted advice less than
knowledgeable decision makers.

Advice taking has also been linked theoretically and empirically to theygaohlit
advice (Bonacci & Dalal, 2006). Decision makers discount inaccurate or poor advice
more than they discount accurate or good advice, although they may also discount good
advice (Gardner & Berry, 1995; Lim & O’Connor, 1995; Yaniv & Kleinberger, 2000).
Decision makers are sensitive to the quality of advice received. A rgoutdproviding
good advice is gained with difficulty, while it is easily lost when the qualigdefce
decreases. Because of this, decision makers quickly learn to discount poor adwmige (Y
& Kleinberger, 2000). Whereas experience has typically been associdtddsk-
relevant experience, decision makers appear to be more responsive to advice from
individuals who are older, and have higher levels of education, life experience, and
wisdom than themselves (Feng & MacGeorge, 2006).

Gibbons, Sniezek, and Dalal (2003) found that decision makers who ask for
advice are more likely to follow that advice, as compared to decision makerseener
advice without requesting it. The perceived decision making style of the adgsor al
appears to have an influence on the tendency for decision makers to take athatter Sc
(2003) found that when advisors make decisions using a similar process to that of the
decision maker, the decision maker is more likely to follow the advisor’'s
recommendations. Decision makers also seem to discount advice that is far removed f
their initial opinions. Yaniv (2004b) found that discounting increases as the distance

between the advisor's recommendation and their initial opinion increases. Supporting
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this, Harries, Yaniv, and Harvey (2004) observed that decision makers tend to discount
outlying advice.

Schrah, Dalal, & Sniezek (2006) speculated that advice discounting may be a
function of the decision maker’s estimates of the potential benefits and codtscef a
The potential costs include greater effort required to seek or solicit advice eaer gr
monetary expenditure, whereas the benefits are greater accuracysiardewking and
shared responsibility for the decision (Bonaccio & Dalal, 2006). Another factor in
seeking advice may be task complexity and knowledge base of the decision maker.
Donaccio and Dalal (2006) reported that decision makers who are making low stakes
routine decisions for which they have expertise and experience, are unlikekyftw,ar

take advice that they have to pay for.

Decision Maker and Advisor Confidence

The confidence level of the advisor appears to affect the acceptancecef advi
Recommendations made by more confident advisors are more likely to be follamed t
those made by advisors who are less confident (Phillips, 1999; Sniezek & Van Swol,
2001; Van Swol & Sniezek, 2005). Furthermore, Price and Stone (2004) found that
decision makers preferred overconfident advisors to those who were merdatigcbnf
Does level of confidence on the part of the advisor provide cues as to advice quality? The
findings are mixed. While Sniezek and Van Swol and Van Swol and Sniezek found that
confidence ratings were accurate cues of advice quality, others (Giblain603)

have not found the same correlation. The difference may be due to the fact thdt Snieze
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and Van Swol and Van Swol and Sniezek paired expert advisors with novice decision
makers.
How does the decision maker’s confidence affect their decisions? Cooper (1991)
found that the confidence of decision makers in their pre-advice decisions atad tel
the number of advisors from which the individual sought advice. Less confident decision
makers sought greater amounts of advice (Cooper, 1991). Increased confidence in
decision makers’ post-advice decision appeared to be impacted by a numbeaaldésari
including increased advisor accuracy (Budescu, Rantilla, Yu, & Karelitx, 2003);
recommendations from multiple advisors, having a greater amount of information upon
which the decision maker can base his or her decision, and when there is concurrence in
the information given by advisors (Budescu & Rantilla, 2000; Budescu et al., 2003).
However, when advisors disagree with each other, decision makers’ post-advice
confidence appears to be low (Budescu et al., 2003: Van Swol & Sniezek, 2001),
especially if advisors were privy to the same information (Budescu & Rar@dDO).
Kuhn, Spurlock, and Sniezek (1998) found that the higher the effort required to process
and react to an advisor’'s recommendation, the greater the post-advice confidence on
behalf of the decision maker. Finally, it appears that the process of intgradt the
advisor also increases the level of confidence post-advice versus pre-adiioe@s |
decision makes construct a rationale for their decision (Heath & Gonazalez, 1995)
Overconfidence can also be a problem for decision makers. Seminal resgarche
Sneizek and Buckley (1995), found that decision makers with the least amount of task-
specific information, who had to fully rely on their advisor’'s recommendations here t

most overconfident in their choices. However, individuals who received conflicting
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advice from their advisors were not overconfident, nor were they under confident
(Sniezek & Buckley, 1995). It was noted by Heath and Gonzalez (1995) that iotesacti
between decision makers where information and advice could be exchanged did not

increase accuracy of decisions, but did increase confidence and hence overconfidence

Aligned Incentives

Aligning the advisor’s incentives with the interests of the decision maker ma
impact the taking of advice (Laffont & Martimort, 2002). It may be difficultdor
decision maker to make an assessment of the credibility of advice from anlianfam
advisor when he or she can not determine the quality of advice from the outcome of the
decision alone (Putt, Bowles, & Cash, 2006). A method called aligned incentives, used
when decision makers lack information on the quality of their advisor's work (Rait et
2006), may ensure that advisors are motivated to provide the best advice possible by
sharing in the risk of the decision (Laffont & Martimort, 2002). Patt et al., in thei
research on prepayment and aligned incentives in enhancing the credilaltydvbisor,
predicted that decision makers were more likely to follow the recommendatoms fr
those who shared a stake in the outcome and found that this was so when the advice from
the advisor was correct. However, when the advisor's recommendation was ndt correc
the advisor’s credibility decreased. Case researchers in field @isidave found that
advisory groups that have a financial incentive to provide high quality informatidn, a
are directly accountable to the decision makers tend to be trusted to a gtiesteared
are more effective than those groups that do not have the direct reporting relationship o

incentives (Cash & Moser, 2000; Guston, 1999, 2001; Patt, 2001).
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Accuracy of Final Decisions

Using advice has generally been shown to increase decision accuracy (Gardner &
Berry, 1995; Sneizek et al., 2004; Yaniv, 2004a). Bonaccio & Dalal (2006) stated that
this finding is consistent with that of Brehmer and Hagafors (1986) that rebance
expert advisors should increase decision accuracy because relying on achgeseate
the complexity of the decision. They stated that even if the advice is shghtiyurate,
the increase in accuracy should still occur (Bonaccio & Dalal, 2006). Yaniv (20044,
2004b) reported that the combination of opinions of multiple uncorrelated advisors
increases decision accuracy because it reduces random error adsuithagach
individual recommendation. “That is, aggregating across forecasts ensutbe that
resulting forecast has lower variability, lower random error, and convergesds the
“true” forecast” (Bonaccio & Dalal, 2006, p. 133). Post-advice decision accuracy is
related to three variables: “the average amount of decision-relevant atilmmravailable
to advisors, the average accuracy of advisors’ recommendations, and the wegigtgehe
gives to each advisor’'s recommendation” (Bonaccio & Dalal, 2006, p. 133).

Feedback has also been linked to increased decision accuracy. Fischer agd Harve
(1999) found that providing feedback on the decision maker’s accuracy improved their
decision accuracy across a number of trials. Decision makers can also ledyron
outlying advice, in spite of their natural tendency to discount opinions that are not
consistent and in line with others, if consistent feedback is received that the aaivice f

that advisor is accurate (Harries et al., 2004).

29



The precision in which advice is given also affects the accuracy of poseadvic
decisions (e.g. verbally versus numerical versus ambiguous statements) armanse
advice leads to better decisions (Rantilla, 2000). Additionally, conscientioufppess &
to impact decision accuracy. Bonaccio and Dalal (2006) found that higher levels of
conscientiousness on behalf of the advisor and the decision maker resulted in higher

levels of decision accuracy, while lower levels of conscientiousnessiegnmental.

Consistency of Advice

Consistency of advice between the advisor’s view and the decision maker’s view
may also impact the acceptance of advice. Yaniv, Choshen-Hillel, and Mjy&&B9)
observed that an important aspect of a set of advisory opinions is their perceived internal
consistency, which is the amount of agreement between them and their agreg¢ment wi
the prior opinion of the decision maker. Ease of processing and confidence in thendecisi
maker’s judgments appear to increase with the consistency of informatiowlinch
they are presented (Budescu & Yu, 2007). Savadori, Van Swol, & Sniezek (2003) found
that decision makers find it rewarding to agree with their advisors as itrosrtheir
initial choice, thereby reducing the amount of effort required to completesthe ta
Further, consistency is maintained by decision makers by weighting cons@nsoss
more heavily (Harries et al., 2004) and by assigning greater weight to opinibasgetha
consistent with their own prior opinion (Yaniv, 2004a, 2004b). Consensus creates
confidence that a certain alternative or course of action is the correctialini@1993)

noted that looking for and maintaining consistency is an adaptive behavior, “arkallma
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of logic and intellectual strength” (p. 103), but he cautioned about the risks of mindless

support of consistency.

The Role of Emotions

However rational an individual believes him or herself to be, emotions may play a
role in decision-makingn several experiments, Dun and Schweitzer (2005) examined
the link between trust and emotions. They found that incidental emotions, emotions that
have been triggered by a previous, unrelated experience (Lowenstein & Lerney, 2003)
significantly influence trust (Dun & Schweitzer, 2003). Dun and Schweitzer found that
positive emotions such as gratitude and happiness increase trust, and negative emotions
such as anger, decrease trust. They also found that individuals who experiencgaincide
anger are far less trusting than those who experience incidental gratitudé& (D
Schweitzer, 2005). Sniezek and Van Swol (2001) found that trust is positively as$ociat
with advice taking: the more an individual trusts the advisor, the more the individual is
influenced by that advice.

While the link between emotions and trust has been well studied, there has been
little attention given to the role that emotions play in the advice taking pr{@ess &
Schweitzer, 2008). In fact, Gino and Schweitzer’s study is the first thatigatesl how
internal emotional states influence advice taking. According to Gino and Boywe
emotions may affect advice taking in two ways: 1. the individual receivingadvay
feel emotions for or related to the individual who is providing the advice; 2. the decision
itself may be emotionally rich. Gino and Schweitzer focused on the influence of

incidental emotions, defined as emotions that have been triggered by a previous,
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unrelated experience (Lowenstein & Lerner, 2003), as opposed to integral emotions
which are emotions triggered by the current situation (Lowenstein &Le2003). They
found that incidental emotions influenced how receptive people are to receiving advice
(Gino & Schweitzer, 2008).
Participants who experienced incidental gratitude relied upon advice more than
did participants in the neutral condition and participants in the neutral condition
relied upon advice more than did participants who experienced incidental anger.
...participants who felt incidental gratitude trusted their advisors more than
participants who felt incidental anger, and participants’ feelings ofriradtated
the relationship between incidental emotions and advice taking. (Gino &
Schweitzer, 2008, p. 1171)
They also found that individuals who experienced anger improved their decision making
accuracy the least, while individuals who experienced gratitude improveddcesion
making accuracy the most (Gino & Schweitzer, 2008). Gino and Schweitzer’s results
show that factors that are normally considered to be irrelevant in deciskomgrsach as
incidental emotions influence how individuals weigh advice.
Many factors influence advice giving and advice taking. However, there is one
outstanding question: While people may ask for advice, do they actually take it? The

conclusion that Bonaccio and Dalal (2006) made, after surveying 20 yedesaitilie on

advice taking and decision making, is that many people do not.

Trusted Advisor Roles
Throughout history, leaders in government and business have sought advice from
advisors who helped challenge their assumptions, test their ideas, and cregjiestra
and directions. Alexander the Great sought counsel from Aristotle. In the MigdkeiA

was the clergy, who by virtue of their ability to read and write, were aduisouers.
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King Henry VIl relied on Thomas More as an advisor and Clark Clifford was a
confidential advisor to four U.S. presidents. Today the need for sound, strategic, and
frank advice is stronger than ever. Addressing the nature and role of the &aitsor,

three roles, that of advice provider, mentor, and executive coach will be examined.

Advice Provider as Trusted Advisor

Becoming a trusted advisor to a senior leader appears to be a worthwhile
endeavor. Collins and Clark (2003) and Gabarro (1987) found evidence that top managers
relied on advice from many individuals including friends, alliance partners, stgpli
trade associations, financial institutions, and others. In addition, the preponderance of
business books focusing on how consultants and other professionals can become trusted
advisors to senior executives highlights the provision of advice as a growthg fiel

Some research suggested that CEOs may rely on advice to a greatieirexte
personal connections rather than formal advisory structures and systems (Brown &
Eisenhardt, 1995; Elenkov, 1997; McDonald & Westphal, 2003). Roberto (2003) found
that CEOs tend to rely on a core group of individuals to help them make strategic
decisions and Eisenhardt (1989) found that CEOs sought advice of wise counselors over a
wide range of strategic decisions. As noted by Jonas and Frey (2003), asgaenose
of division of labor and specialization in a society inundated by ever-increasmumtsm
of knowledge, “experts in specific domains are necessary and can exetecaiis
influence on clients” (p. 154).

According to Feldman and Lankau (2005), “an advisor is an influential individual

who shares his or her business acumen or functional expertise with executsastto a
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them in planning or executing specific organizational actions” (p. 831). Sperry (1993), as
cited in Feldman and Lankau, observed that advisory relationships tend to focus on
operational or strategic issues in a company. Furthermore, Jonas and Frey (2003)
observed that there are two main functions of an advisor. The first is to reduce’sa clie
lack of knowledge by providing him or her with information (Jonas & Frey, 2003).
Advisors may be consulted because the client has the expertise or informdtisn tha
relevant to, and needed by the client (Budescu & Rantilla, 2000; Jungerman, 1999). The
second function of an advisor is to act as a resource broker (Valley, White, 8eal
Bazerman, 1992) where they gather and sell information. Examples of this type of
advisor are third party resource providers, consultants, insurance agentstateal e

agents, and travel agents.

Heath and Gonzalez (1995) observed that one reason for seeking advice is that
individuals want to have a greater amount of information with which to make their
decision. Budescu and Rantilla (2000) and Valley et al. (1992) further offered that
advisors are consulted because they have access to certain types of iofotinaatihey
can transmit to the client. In certain situations, it has been found that indsvidaglrely
entirely on the advisor to make a decision (Sniezek & Buckley, 1995).

Advisors may be more thorough than decision makers who lack time to fully
investigate issues (Kray, 2000). Jonas and Frey (2003) noted that since advisors in a
business context are typically accountable for their advice and often racemward
based on the client’s satisfaction their accuracy motivation may be higheghéa
decision makers’. Use of a different process may also be a benefit of usingsaor.advi

Kahn and Baron (1995) found that decision makers want their advisors to use strategies
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different from the ones that they would use if they were to make the decision
independently. Reducing complexity may be another benefit of hiring an advisor. Gelatt
(1989) posited that the advisors’ role is to reduce complexity for clients. This groposi
was supported by Jonas and Frey’s (2003) study.

Individuals may seek the advice of an advisor to combat or counterbalance their
own confirmation bias. Confirmation bias is when people search for information they
often favor previously held conclusions, beliefs, or expectations, which leads them to
seek information that supports their choices rather than seek information thaticbsit
those choices (Jonas & Frey, 2003). Koriat, Lichtenstein, and Fischhoff (1980) and Kray
and Galinsky (2003) found that considering conflicting information increases thgyquali
of an individual's judgments. However, advisors may show their own confirmation bias
when dealing with problems of other people (Frey, 1986; Jonas, Schulz-Hardt, Frey, &
Thelen, 2001; Schulz-Hardt, Frey, Luthans, & Moscovici, 2000; Schulz-Hardt, Jochims,
& Frey, 2002). Contradicting previous research, Jonas and Frey (2003) found that
advisors who made a recommendation to a client showed a more balanced information
search than research participants who made the decision for themselvesplidatians
of confirmation bias may have a significant impact on advice provided to clients, and also
on decisions made by the client based on the advice received.

While decision makers may consult with advisors and assume that they have the
client’s best interests in mind, this may not be the case. Eisenhardt (198ghappl
principal agent theory, indicated that an individual’'s tendency to behave in a self-
interested manner leads to strategic behavior which can be a problem in reilagions

where one individual delegates work to another. In this case, the advisor (the agent) ha
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an advantage over the client (the principal), as the advisor is more knowledgebbés a
more information than the client. If there is a dispute, it can be costly anddimeernsing
for the client to watch over the advisor. The agent may evidence self-servangdvddy
not fully disclosing information, not mentioning the risks associated with a course of
action, or by recommending options that may not be the best considering the situation.
There may be many types of arrangements for advisory relationships. Advisor
may be paid or unpaid. In the case of consultants and other professionals a contractual
arrangement is likely. In the case of friends and associates, paymetkeadyuiihe
relationship may be structured and formal (e.g., with lawyers, accountants, and othe
professionals) or ad hoc and on an as-needed basis, as with friends. Advisors may be
internal or external to the organization. However, the examples listed tend ¢b aafle
external orientation. Jonas and Frey (2003) observed that while advisors may provide a
recommendation, and may even be paid for the recommendation, it is ultimateigrihe

that must make the decision whether or not to accept it.

Mentor as Trusted Advisor

Mentoring is typically seen as a personal and professional development activity
provided by individuals within the organization. Can the role of the mentor extend
beyond a personal and professional development focus to be considered a trusted
advisor? Bonaccio and Dalal (2006) proposed that mentors provide advice to their
protégés and therefore should be considered advisors.

The most prevalent definition of a mentor is a more experienced, senior employee

who helps a less experienced, younger employee become more proficienbrirnér
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role in the company (Fagenson, 1994; Kram, 1983, 1985). McDougall and Beattie (1997)
further enhanced this definition by stating that the mentor-mentee relapi@ssone that

is protected and private allowing mentees to try out new ideas and view issuewin a ne
and different way in a non-threatening environment. Wanberg, Welsh, and K2a0s)
observed that organizations and individuals use mentoring relationships to enhance
personal and professional development and learning in the workplace. Noe, Gyeenber
and Wang (2002) concurred that mentoring is a key resource for development of
individuals in organizations. It can be a powerful relationship as noted by Wartbatg, e
2003: “The most intense and powerful one-on-one developmental relationship, entailing
the most influence, identification, and emotional involvement” (p. 40). Mentoring
relationships may be formal or informal. Formal mentoring is where a thirg geirs a
mentor and protégé as part of a structured program (Rosser, 2005). Informal mesitoring i
spontaneous and voluntary. These relationships are typified by their flexibility
unstructured nature, and intimacy because the mentor and protégé mutually ientify
need for the relationship and volunteer to be in it (Rosser, 2005).

Kram (1983) and Noe et al. (2002) indicated that mentors serve as the mentee’s
advisors and provide two types of support to their mentees: psychological and career-
related. According to Kram, career functions include sponsorship, exposure andisibili
protection, challenging assignments, and coaching. These functions are afsftects
relationship that focus primarily on career advancement. This assumes, iraaceord
with Kram’s definition of a mentor, that the mentor is situated within the orgg@mmz In
fact, to fulfill each of these functions, except coaching, the mentor would need to be

situated within the organization. Within many hierarchical organizations, the only

37



individual who is located at a higher level than the CEO is the Chairman ob#nd &nd
the Board of Directors itself, although, in many cases, the CEO may also besih@dh
of the Board, limiting the opportunities for mentorship by an individual within the
organization.

Psychosocial functions that the mentor provides include acceptance and
confirmation, counseling, friendship, and role modeling (Kram, 1983). These functions
enhance the individual’s clarity of identity, sense of competence, and beictvefia
the management role (Kram, 1983). These functions could easily be fulfilledriigns
either internal or external to the organization. In Rosser’s (2005) study, CE®sla@
asked about their role as a mentor to others. It is informative that CEOs etkrdlé
modeling, coaching, challenging assignments, and acceptance and cooffirasatey
functions of their roles as mentors. Given that many CEOs were planningitatesfite
experience that they had with their mentors (Rosser, 2005), it can extrapoddtidckse
CEOs received the same type of support from their mentors.

Kram (1983) posited that there are four phases of the mentor relationship:
initiation, when the relationship begins; cultivation, where the range of functions
provided by the mentor is at the maximum; separation, where the relationship is changed
either due to psychosocial changes in the parties to the relationship, or orgadizationa
contextual change; and redefinition, where the relationship either ends or evolves into a
new form that is different than the previous form. Kram indicated that “theoment
relationship can significantly enhance development in early adulthood and also in the
midcareer stage of the more experienced individual” (p. 608). However, there is

uncertainty about its impact on senior executives due to a lack of research onngentor
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senior leaders (Hobson & Sharp, 2005). Rosser (2005) found that many CEOs early in
their careers had a brief interaction with more experienced professimmaéthing
clicked, and the opportunity for a mentoring relationship occurred. She noted that “most
of the experiences of CEOs as protégés occurred before the men wereregecuti
(Rosser, 2005, p. 531). Rosser also found that many of the CEOs had relationships with
their mentors that had a duration of over forty years, contradicting the ngbiousesl by
Kram that the relationship must end at a certain point. However, consistent aiith iKr
is not likely that the relationship stayed the same over that entire periatkoRosser
also found that some mentoring relationships were short in tenure, lasting for only a
period of months. Wanberg et al. (2003) observed that mentor relationships can last up to
5 years and that often these relationships evolve into collegial relationships.

Hobson and Sharp (2005) observed that there is a lack of documented evidence of
the effectiveness and benefits of mentoring relationships, however, otkarchess
identified the benefits as increased career mobility, promotions, and compensation
(Dreher & Ash, 1990; Dreher & Chargois, 1998; Scandura, 1992), and increased job,
career, and pay satisfaction, and career expectations (Baugh, Lankau, & &chaa6y
Chao, 1997; Koberg, Boss, Chappell, & Ringer, 1994; Siebert, 1999). Furthermore, Stead
(2005) and Hobson and Sharp found that mentoring enhances leaders’ ability to work
quickly with complex issues. Rosser (2005) found that CEOs’ mentors helped them learn
and grow over time and that, in many cases, CEOs would not have achieved the stature
they had without the support of their mentors. Even negative interactions with mentors

were seen as learning experiences.
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There also appear to be risks in mentoring relationships. Stead (2005) noted that
“mentoring as leadership development is also recognized as complex anchoat wit
pitfalls or critique” (p. 172). Day (2001) stated that working through high-leuetssis
a one-on-one relationship can develop overreliance and dependency on the mentor. He
observed that this is especially true in very difficult or sensitive stim{iDay, 2001).

Stead (2005) stated that the achievement of close working relationships reay ¢ast
of dependency and may fail to encourage leaders to think in different ways.

Rosser and Egan (2005) found that a relationship characterized by interpersonal
bond and intimacy and mutual trust are key elements of successful mentoring
relationships. Kram (1983) argued that the potential value of a mentor relationship is
limited and that a relationship of this nature can be destructive over timer R2335)
found that not all CEOs that she studied had positive experiences with their mentors, and
that some relationships were hurtful and negative. However, they still deandegrew
from the situation. Ragins, Cotton, and Miller (2000) disagreed and posited that it is
better not to have a mentor than be involved in a negative mentoring relationship.

Baugh and Scandura (1999), in their study of executives and mentoring
relationships, found that having one or more mentors in the work place may result in
greater job satisfaction, enhanced career expectations, increasqiipesaaf alternate
employment, greater commitment to the organization, and lower ambiguity abtut one
work role. However, they noted that the potential for role conflict increases masrttoer
of mentors increases (Baugh & Scandura, 1999). De Janasz, Sullivan, and Whiting (2003)
stated that “having multiple mentors facilitates the building of knowleddeipeople

who then become the primary assets and sources of competitive advantage td the firm
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(p- 79). They note that individuals who have multiple mentors are less affected by an

unavailable or dysfunctional mentor (De Janasz et al., 2003).

Executive Coach as Trusted Advisor
Like mentoring, executive coaching is typically seen as a professional
development activity (Douglas & McCauley, 1999; Feldman, 2001). Kilburg (2000), a
seminal scholar in the area of executive coaching, defined executive coaslang
...helping relationship formed between a client who has managerial authority and
responsibility in an organization and a consultant who uses a wide variety of
behavioral techniques and methods to help the client achieve a mutually identified
set of goals to improve his or her professional performance and personal
satisfaction and consequently, to improve the effectiveness of the client’s
organization within a formally defined coaching agreement. (p. 67)
Peterson and Hicks (1995) defined coaching as “the process of equipping peogdte with t
tools, knowledge, and opportunities they need to develop themselves and become more
effective” (p. 41). The International Coach Federation (ICF), self-piroeld as the
largest global resource for professional coaches, defined coactipaytagring with
clients in a thought-provoking and creative process that inspires them to neattigirz
personal and professional potential” (International Coach Federation, n.d., pins. 1).
clear that the common elements of the descriptions are a helping relgtj@&idus on
the performance of the individual being coached, and a use of tools and methods to help
the client achieve his or her goals. Does this make the coach a trusted atlecswding

to Thach and Heinselman (1999), there are a number of major categories ovexecuti

coaching including feedback coaching, in-depth development coaching, and content
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coaching. Some of these may equate to a trusted advisor role, however, theeriews ar
mixed.

Kilburg (19964, 1996b, 2000) contended that the origins of executive coaching
are in management consulting, lending support to the executive coach as an advisor. He
stated that consultants started practicing executive coaching wheratheg gccess to
organizations’ senior leaders (Kilburg, 2000). Providing further support for the view of
executive coaches as advisors, Kampa-Kokesh (2001), in her study of executive
coaching, presented it as an individually tailored consulting intervention. Dégpijtthe
prevailing coaching method in use today is the facilitated self-discovery nvbdetin
coaches, by asking the “right” questions, provide coachees with a procesbttefr
own answers to their questions. This form of coaching is not considered to encompass
giving.

Coaching may have a number of functions including performance enhancement,
coaching for the executive’s agenda, career development, and skill buildithgi&voon
& White, 1996). Wasylyshyn (2003), in her survey of over 100 executives, found that the
focus of coaching engagements was personal behavior change, enhancingipeaders
effectiveness, fostering stronger relationships, personal development, and wibyk-fam
integration. Stevens (2005), in his interviews with CEOs about executive coachind, f
that they saw the purpose of executive coaching was to

gain a deeper, broader, clearer understanding of the issues they contend with in

their role, comprehend and cope with increasing degrees of complexity and

ambiguity, shape and set the tone or ethos of the organization, and say and do
necessary things the right way. (p. 276)
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When asked why they engaged the services of an executive coach, these CEQd provide
the following reasons: “to have a sounding board that challenges and sharpens one’s
thinking, for self-improvement, and to ameliorate or address potential shortsoiming

how one carries out the role” (Stevens, 2005, p. 276). Hall, Otazo, and Hollenbeck (1999)
interviewed 75 executives in Fortune 100 companies and 15 coaches and Human
Resources (HR) personnel. While their study is considered to be empirical,atibarm

about their sample is limited, and they stated that the interpretation of thecwteata

was informed by their experiences as executive coaches; as a resuksthles should

be considered tentative rather than confirmed (Kampa-Kokesh & Anderson, 2001). Hall
et al. found that executive coaching may be used to improve performance or executive
behavior, enhance a career or prevent a derailment, and work through organizational
issues or change initiatives. Executives in their study indicated that tgaatiing is

results oriented” (Hall et al., 1999, p. 43).

Executive coaches may be internal to the organization or external to the
organization. Hall et al. (1999) found that external coaches were considered to be more
appropriate in conditions where extreme confidentiality was required or wpeaKing
the unspeakable” is necessary (p. 40). They found that internal coaches had greater
knowledge of the company'’s politics, structures, and policies, and therefore were
considered to be more appropriate for situations involving intercompany condafhs (
et al., 1999). Researchers generally define executive coaching relaticasbhpst to
medium term (Douglas & McCauley, 1999; Feldman, 2001) and they tend to be measured
in months rather than years. Executive coaching relationships tend to be stractdr

formal with goals and objectives set for results of the relationship.
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Wasylyshyn (2003) characterized the key elements of the executive coaching
relationship as confidentiality, trust, and coach availability. She alsatedithat
successful executive coaches are constructively truthful, maintain momemdrare
about the executives they work with (Wasylyshyn, 2003). Similar to Wasylyshyn,
Stevens (2005) found that the key elements of the executive coach - CEO relationshi
were confidentiality and having and adhering to professional guidelines, whichbzoul
interpreted as integrity. The views provided by Stevens’ CEOs coincide withethe of
the executive coach as a sounding board, trusted advisor, and confidant. Stevens noted
that the role that the executives indicated may better be describedaashgad
consultation or performance coaching.

Similar to the mentoring relationship, there are four phases in the executive
coaching relationship that frequently are mentioned in the literature: da&aiggt
feedback, coaching sessions, and evaluation (Feldman and Lankau, 2005). The outcome
of the data gathering phase is the establishment of a relationship betweascthard
coachee and information and data gathered by the coach. Feedback is wbeaelthe
presents the findings of data collection to the client. At the end of the feedbaekthbleas
coach and client have agreed upon specific objectives for the coaching intervention.
Coaching sessions are structured and the developmental plans monitored. Thegénal sta
evaluation, consists of coaches following up with executives to ascertainube¢he

coaching intervention.

44



Summary

While there are many similarities between the types of advisory relaifpsns
there are also many differences. Effective mentoring relationships, llyprezst intense
at the earliest stages of one’s career, are characterized by highdesetial support,
career development, and effective role modeling (Donaldson, Ensher, & Gréoneyal
2000). In comparison, executive coaching relationships are usually formally tedtrac
and are of shorter duration. Advice giving relationships may be of long or ehmrt t
duration and are focused on helping the individual solve a problem. Mentors are typically
members of the same organization, whereas executive coaches are tgpieaigl
(Feldman, 2001; Hall et al., 1999). Advisors may be internal or external to the
organization, however, the examples noted in the literature tend toward an external
orientation. Executive coaching tends to occur mid-career versus men&gangnships
which tend to be strongest early career (Donaldson et al., 2000; Kram, 1983; Rosser,
2005). Advice giving relationships may occur at any stage of the individualarcare
Executive coaches do not take on the role of expert, do not provide recommendations on
specific business initiatives, and are not contracted for business consultileg &Vi
Hart, 2001), whereas mentors may do so, and advisors are specifically engagesefor th
tasks. It should be noted, however, that no clear delineation between these stdes exi
and that the benefits or perceived value of one of the roles may be, and is, applied to

other roles.
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Conclusion

Trust literature is inconclusive about exactly what trust is, how it develops, the
factors required for trust to exist, build, be maintained, and be destroyed. hanig$,
definitions, models and frameworks exist, but there is no integrated multichacipli
approach to trust, no commonly accepted model, and no universally agreed-to definition.
What does seem to be clear is that trust exists at an interpersonal levelpnder
individual (the trustor) is vulnerable to another, and the trustor accepts that vdityerabi
creating an element of risk. One thing is certain about trust: we can natdiéroa
design it. It has to be freely given. Nor can we declare ourselves trthsfwbhis is
determined by others.

Literature from the field of psychology and micro-organizational behawiated
to advice taking provided insights as to how individuals make decisions and the factors
that influence whether or not an individual takes advice. Factors that influence the taki
of advice include advice utilization or discounting, decision maker and advisor
confidence, aligned incentives, accuracy of final decisions, and consisteambyiaH.
Emotions may also play a role in advice taking. After reviewing thistitee, a final
guestion remains — do people really take and use the advice that they are given?

The literature related to advisory roles of advice giver, mentor, and eseculti
coach was not definitive on the differences between the roles, and in some cases, the
terms are used interchangedly. While there are differences betveermids, there are
also the similarities of providing information, support, and counsel to the individual. In
addition, each of the roles appears to help individuals make decisions, be that through

provision of information, insights, or support.
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In conclusion, the result of the literature review has presented areasi®fdoc
this study and has informed the research questions. The lack of empiricathresear
trusted advisors and leaders provided fertile ground for study. It was theahtleist
study to strengthen and advance the existing body of knowledge by conducting this

research.
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CHAPTER 3. METHODOLOGY

Trust can be a mysterious and fleeting concept, but forms the foundation for
everything that individuals do in their personal and business lives. Who do you trust? The
answer may be straightforward or very difficult to answer. CEOs abphefttheir
organizations, making critical decisions every day, with the power to make &r brea
careers, increasingly find themselves feeling isolated (Cooper &@003; Mitchell,
2008; Wasylyshyn, 2005). To whom do they turn and trust for good advice? It may be
individuals who are “trusted advisors.” What is the nature of the CEO — trusted advisor
relationship? How do CEOs solicit, receive, and make decisions on the advice that they
receive? While the use of trusted advisors has been prevalent throughout history, both in
politics as well as in business, the phenomenon has not been well studied.

The intent was for CEOs to tell their own stories about their experiendes wit
their trusted advisors. The central question in this research study wasisWieahature
of the relationship between CEOs and their trusted advisors? This question waseaddres
through the following sub questions:

1. What is the nature, and role, of trusted advisors to CEOs?

2. How do CEOs seek out and use advice to assist in their decision making?

3. How do CEOs describe their relationships with their trusted advisors?
The purpose of this section is to provide an overview of the research design, setting,
sample, data collection methods, data management and analysis, validityadmidyegel

and ethical considerations. This section ends with a conclusion.
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Research Design

Little is known about CEOs and their trusted advisor relationships mainly due to
the difficulty of gaining information from this select group (Rosser, 200%aB=e few
related studies were identified, this study was a descriptive designsesmgtructured,
open-ended questions to provide an introductory glimpse into CEOs’ experiences with
trusted advisors. The approach to the study was phenomenological.

In selecting a qualitative research methodology, it is prudent to first pravide a
overview of qualitative research. Gall, Gall, and Borg (2003) observed that tumlita
research has a multi-method focus, involving an interpretive approach to its subject
matter. This means that researchers study their research focus matheat settings,
attempting to make sense of, or interpret phenomena in terms of the meanings that people
bring to them (Bougae, 2005; Yin, 2003). A primary focus of this type of research is that
it provides a comprehensive understanding of the case through thick description, which
consists of a dense, vivid, and full description in the natural language of the phenomenon
under study (Hill, Thompson, & Williams, 1997; Miles & Huberman, 1994).

The approach to this research was phenomenological. “Phenomenology is the
study of lived experience or the life world” (van Manen, 1997, as cited in Lave@$, 2
p. 4). The emphasis is on the world as lived by a person, without the world or reality
being separate from the individual (Laverty, 2003). This method asks the question “What
is this experience like?” The experience of individuals of the phenomenon focus on the
‘life world’ and may include things that are taken for granted, new or femgateanings
uncovered, or things that are common sense (Laverty, 2003). In phenomenological

research, the researcher identifies the “essence” of human expecencesiing a
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phenomenon as described by the participants in the study (Creswell, 2003). The
procedure involves studying a relatively small number of subjects through egtansli
prolonged engagement to develop patterns and relationships of meaning (Creswell, 2007,
Moustakes, 1994). A phenomenological analysis focuses on how the people experiencing
the phenomenon actually felt, perceived, thought about, observed, and reflected upon the
phenomenonKive Acceptable Approache2004). Phenomena reveal themselves and are
not manipulated.

Munhall (1988) stated that describing the experiences of research partiaipants
way that is faithful to them is the most critical obligation of the qualitaggearcher. A
strategy that is used to do this is in phenomenological research is calledtibgicke
(Klein & Westcott, 1994; Laverty, 2003; Walker, 2007). The aim of bracketing is to set
aside personal beliefs and judgments about the phenomenon that is being studied in order
to avoid influencing the collection and interpretation of data (Cohen, 1987; Walker,
2007). Moustakas (1994) discussed a similar method that he called “epoche,” meaning to
refrain from judgment, which he called transcendental because the resessgeing
the phenomenon for the first time and is totally open to it.

This research was based in the social constructionist worldview where individuals
seek an understanding of the world in which they work and live (Creswell, 2003; 2007).
“The researcher’s intent, then, is to make sense (or interpret) the methainhgthers
have about the world” (Creswell, 2003, p. 21). There are several assumptions that support

this view:
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1. Human beings construct meaning as they engage with the world that they are
interpreting (Crotty, 1998). Therefore open-ended questions are used so that
participants can express their views.

2. Human beings in their engagement with the world make sense of it based on
historical and social perspectives (Crotty, 1998). Therefore “qualitative
researchers seek to understand the context or setting of the participants
through visiting this context, and gathering information personally” (Creswell
2003, p. 9). Researchers also make an interpretation of their findings which is
based on the researcher’s own experience and background (Creswell, 2003).

3. The generation of meaning is always social and arises from the interaction of
humans in a community (Crotty, 1998). This makes the process of qualitative
research largely inductive with the researcher generating mefaoinglata
that is collected in the field (Creswell, 2003).

The research design provided for rigorous data collection processes ances \iriinmn
the characteristics and assumptions of a qualitative approach (Creswell, 2[@37&Mi

Huberman, 1994).

Setting
This study was conducted between February and June 2010 with CEOs located in
Canada and the United States. The participants in Canada were located iip &alga
Edmonton, Alberta, and Toronto, Mississauga, and Brampton, Ontario. The participants
from the United States were based in Dallas, Texas, and San Jose, Califegnia. T

economic climate had improved from late 2008 and 2009 when an economic crisis
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affected companies on a global scale and the economy slowed down. Certainesdustri
were affected more than others, but it would be accurate to state tlahplrues were
impacted by the global economic slowdown. CEOs were under greater proasuegdr

to perform.

Population/Sample
The target population was CEOs of for profit organizations in Canada and the
United States. Criteria for participation in the study was as follows:

1. All participants were active or retired chief executive officers of magdions
located in Canada or the United States.

2. All CEOs participating in the study had what they would refer to as trusted
advisor relationships.

3. The focus of this research was on profit making enterprises of a certain size.
Organizations had an employee complement of more than 25 people, which
eliminated sole practitioners, start-up company entrepreneurs, Mom and Pop
operations, very small businesses, government and public sector
organizations.

4. CEOs worked for companies in any industry sector.

5. Participants were willing to engage in a face-to-face interview fayur.

6. Participants were willing to share their experiences.

The sample of 20 CEOs was purposive based on the criteria as defined. CEOs who were
interviewed were asked to provide names and contact information of theitgbéers

invited to participate in the study. Nixon (2007) noted that based on her experience, “the
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researcher’s credibility is greater if he/she is interviewing somelhd came to the
researcher through a peer referral rather than through a more forn@appattselection
process” (p. 43). In addition, because it was perceived that CEOs were twhiffiaatess,
it was anticipated that this approach would provide easier access to CEOR tmoug
introduction and the ability to complete the interviews within the desired timefriamn
noted by the researcher that CEOs were easier to access than expectededrcher, by
utilizing her own network, recruited a number of CEOs. As well, individuals witlgin t
researcher’s network referred individuals, as did CEOs who had patrticipated in the
research. Reasons given by CEOs for participating in the study included bavi
interest in the study results, being “excited” about being asked to pagdijaypang back
to the community, a belief that it was important to participate in these typesuities,
knowing what other CEOs do, and “doing a favor” for someone who asked the CEO to
participate. Internet forms of recruitment, initially proposed, were iined.

Initial interviewees were accessed through the researcher’s ext@esivork of
contacts both in the United States and Canada. The sample consisted of 20 CEOs from
Canada and the United States. The participants in Canada were located iinp &alga
Edmonton, Alberta, and Toronto, Mississauga, and Brampton, Ontario. The participants
from the United States were based in Dallas, Texas, and San Jose, Califérnia. Al
participants were active or retired chief executive officers of trganizations and had
what they would refer to as trusted advisor relationships. Thirteen male andl& fem
CEOs were interviewed. Industries that were represented wereaillaggand
biotechnology, employment services, financial services, international pfajearding,

manufacturing, staffing, high technology, geomatics, retail food, oil fieldcss,
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women’s retail, publishing, membership-based organization, transportation, digital
graphics, and interior design. The companies ranged from owner operated companies to
Canadian subsidiaries of large multi-national companies to a global companyngpiara
fourteen countries. The annual revenue of the firms ranged from $2.5 million to $1.2
billion and the firms employed between 25 and 5,400 employees. Ages of thipaaisic
ranged from mid-30’s to early 70’s and the CEO experience ranged frorhdessre
year to 39 years. Four CEOs had been the CEO of more than one company. One was the
founder and CEO of six companies. The second CEO founded and served as the chief
executive for four companies. A third CEO led three companies and the fourth individual
served as the CEO for two companies.

The diversity of the sample provided the expected richness as compared to
focusing on a particular industry sector. It also increased the abilithevajize results
across industries. It was expected that differences and commonalitiesmanifdst
themselves with a more diverse sample, and this was found to be the case. Atsattem
were made to balance the representation of male and female CEOs, howswves thot
successful with 13 male and 7 female CEOs being interviewed. Ona feasiois is that

may be that there are relatively few female CEOs compared to the nofmbale CEOs.

Data Collection
Prior to commencing this study, a field test of the interview protocol was
conducted with three senior leaders. Appropriate changes were incorporated into the
interview protocol. Next, three pilot test interviewsre conducted with CEOs in order to

determine the timing of the interview process and to familiarize the iategviwith the
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questions. No additional modifications to the interview protocol were made after
completion of the pilot test interviews. Results from these interviews wernechaded
within the study sample and pilot test participants were not eligible to patédn the
overall study.

Multiple methods of data gathering were employed in this study. Datatamilec
took the form of gathering information about the company and the CEO, interviews, and
the researcher’s field notes. When a CEO agreed to participate in the stoagation
about the company and the CEO was collected in order to provide contextual information
for the study. This information was gathered from publicly available sourdadimg
the company’s internet website and other publically available sources.

After agreeing to participate in the study, CEOs were sent the Infornmeseto
form and were asked to return it to the researcher. Some CEOs returratntihg f
email; others printed it out and provided it to the researcher at the interview. The
researcher took extra Informed Consent forms to the interviews just in c&3EGhlead
not printed it out. This was useful as a few individuals had not done so. At the start of the
interview, the researcher reviewed key elements of the Informed Conserarfdrm
provided an overview of the study. Most CEOs were marginally interested in the
introduction and were anxious to start with the interview.

Interviews are the most popular form of qualitative data collection, and are
designed to tap lived experience (Madill & Gough, 2008). Twenty interviews wer
conducted using the interview protocol that is included in the Appendix. The goal of the
research was for CEOs to talk about their experiences with their trusisdrad$emi

structured, open-ended questions were used in the interview with additional probing
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guestions used where appropriate. The focus was on collecting thick versusahin da
(Miles & Huberman, 1994). Interviews took place in-person at the exeaipveferred
location and were audio recorded for transcription purposes and for validation of
comments made by the participants. Six interviews were conducted in ticgpatts

office, six in a boardroom at the CEQ'’s place of business, three at the CEO’stwvome

at a Starbucks, two at another public location (bakery and a food court) and one at the
retired CEO’s husband’s office. One interview was conducted with each of the
participants. Interview times ranged from 39 minutes to 1 hour 13 minutes, with an
average interview time of 50 minutes. Upon conclusion of the interview, each participant
was provided with the opportunity to provide additional information or insights.

Field notes and observations (Creswell, 2003) were documented immediately
following the interview, capturing key words and phrases, impressions, bodyeg
cues, and thoughts and ideas about the interview. These notes served to add “thickness”
to the data from the transcripts. It was important to minimize note-takinggcine
interview as it provides a greater sense of presence in the interview and intpeoves
researcher’s listening ability (Maslak, 2008). In some case caspsr amformation
provided in the informed consent form, a follow-up contact was made with the CEO to
gather information that had not been collected.

Due to a flaw in the initial screening process, it was discovered late in the
interview with one CEO that he did not meet the criteria for participation isttigky. In
order to maintain the integrity of the study, the researcher did not use thesimtier the
study results and the interview recording was destroyed. One additional GEO wa

recruited who did meet the study criteria.
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Data Management

Electronic databases (ATLAS.ti v.6 and Microsoft Excel spreadsheets)used
for capturing, coding, and analyzing data. In order to maintain the integrhg of t
databases, a full copy of the original was saved on a memory stick and stoteckida
filing cabinet. All of the research materials including audio recordamgsinterview
transcripts will be retained for 7 years in a locked filing cabinet ingbearcher’'s home
office. These records will not be accessible by any other individual andendiéstroyed
at the end of the 7 year time period. All paper copies of transcripts and printedafopies

Microsoft Excel spreadsheets were shredded and disposed of in a secure manner.

Data Analysis

Data analysis strategies for phenomenological research includeiagahe data
for significant statements, textural and structural description, meanitsg amd
description of the “essence” (Creswell, 2007; Moerer-Urdahl & Cres@d;
Moustakes, 1994; Torraco, 2005). Phenomenological reduction, where “a thread needs to
flow between significant statements, the meaning units, and the esserrgatidas with
the researcher building a composite description of increasinglyajeneaning”
(Moerer-Urdahl & Creswell, 2004, p. 24) is essential to creating the esskthee
experience. This involves moving from lower levels of detail to increasing higter a
more general themes.

There were challenges in using this approach. A major challenge is bngcketi

the epoche process, which requires suspending one’s own beliefs and judgments and
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experiencing the phenomenon in a fresh way (Moustakes, 1994). The process of
bracketing was employed by the researcher in order to see and expeaemaeterview
as a blank slate. However, it was difficult to remove one’s own personal biases and
experiences to focus purely on the participants’ experiences. The resadgoHeund it
challenging to put aside information and data that had been captured in previous
interviews with other CEOs and not allow it to cloud the next interview.

Significant statements must flow to themes, and then to the essence of the
experience (Moerer-Urdahl & Creswell, 2004). The challenge for the ocbseas that
there are no formal checks built into the analysis to ensure that this flouhactaars.
Hence, the researcher was aware of and diligent in ensuring that thiswhd occ

The diversity of the group may also have been a challenge. Moerer-Undiahl a
Creswell (2004) observed that the essence of the experience may be difficuélapde
when a heterogeneous group of participants is studied. For example, all of tipgrddi
would have experienced the phenomenon, but due to their cultural backgrounds or
experiences outside of the phenomenon their experiences may have less cdgrironal
this instance, there was a significant amount of commonality in the expesief CEOs

with their trusted advisors regardless of the type or size of company thé&dhey
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Data Analysis Process

The following process was employed for data analysis.

1.

Interview recordings and field notes were transcribed within 7 dayseaitér
interview. The length of the interviews was between 39 minutes and 1 hour
13 minutes, with an average interview time of 50 minutes. Interview
transcripts ranged from 24 to over 60 double spaced typed pages. A total
number of 824 pages of interview transcripts in addition to field notes that
were captured.

At a later date, the researcher reviewed the transcriptions once again and
compared them to the recordings in order to verify their accuracy as well as t
acquire a feeling for them; to make sense of them and to reflect on their
meaning (Creswell, 2003). Allowing some time between the initial
transcription and the quality review, allowed the researcher to view the
transcriptions with “new eyes” and a new perspective.

Transcripts and the researcher’s field notes were loaded into ATIMAG.&
software program.

Transcripts and the researcher’s field notes were coded to exgrafitant
themes. At this point, the material was organized into “chunks” (Rossman &
Rallis, 1998, p. 171 as cited in Creswell, 2003, p. 192) which involved coding
data for themes and trends. MicroSoft Excel was utilized to assist in ogpturi
salient aspects related to categorization of themes.

Certain themes were readily apparent, while others required numerous

iterations of data analysis and further analysis to become visible.
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Validity and Reliability
Validity

Trochim (2006) identified four criteria for judging qualitative research:
credibility, transferability, dependability, and confirmability. These onithe
quantitative criteria for judging validity which are internal validityteznal validity,
reliability, and objectivity. Each will be discussed in the following section.

Credibility involves establishing that qualitative research results dsv&ale
from the research participant’s perspective (Trochim, 2006). Lincoln and Guba (1985)
described the goal of credibility as demonstrating that the reseasctowducted in such
a way that the topic was accurately identified and described. The reseamtployed the
recommendation made by Laverty (2003) to provide in-depth description of the
complexities of the experiences and interactions in the data and in the final tex
addition, the researcher recorded the decision trail that she followed, indibating t
rationales for decisions and approaches used, as recommended by Creswell (1998). A
high degree of transparency related to the details of data collection aysisanals
recommended by Bruce (2007) in order for the research to be viewed as chiduble.
researcher described the process of data collection and kept notes on how the data
analysis was completed.

The concept of transferability “refers to the degree to which the results of
gualitative research can be generalized or transferred to other contextsgs’se
(Trochim, 2006, para. 4). The researcher increased the level of transfelgbility
thoroughly describing the research context and documenting central assumptions

(Trochim, 2006). Creswell (2007) noted that the use of rich, thick descriptions allows the
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reader to make decisions regarding transferability. The reseampbryed this method
within data analysis.

Dependability references the process of the study being “consistent,alglgson
stable over time and across researchers and methods” (Miles & Huberman, 1994)
Techniques that were used to increase dependability, as suggested bywiiles a
Huberman (1994) included: ensuring that research questions were clede tiesetarch
design was consistent with the research questions, conducting coding and data qualit
checks, and asking a peer to review the research methods and results, a form of membe
checking. Dependability was assured by conducting a field test withsbnes leaders
which resulted in modification of the interview protocol. In addition, a pilot test thé
revised interview protocol was conducted with three CEOs, at which time it was
determined that the questions were eliciting the expected answers. Haviplgteonsix
interviews to test the interview protocol, it is believed that the researchansestere
clear. The research design, having been reviewed by the researcherit@emm
members, was considered to be consistent with the research questions. Dkstéochec
ensure that the transcripts matched the recordings were completed upon initial
transcription of the interviews, as well as through a quality checkingggacoaducted
by the researcher. In addition, member checking to review the accumccpmmpleteness
of the transcripts was conducted by Laurie Maslak, Ph.D. a well known Catgaoy s
human resources leader, with a background in consulting, coaching, faai|itaid
instruction at the executive level. Coding checks were also performed to draguhe
codes were being consistently applied. ATLASti v.6 and Excel spreadsheetssgdrto

perform these checks.
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Confirmability is “the degree to which the results could be confirmed or
corroborated by others” (Trochim, 2006, para. 7). The basic issue, as indicated by Miles
and Huberman (1994) is that the framing of the research is neutral and reas@®abty fr
bias. One method that was used to ensure confirmability was to provide detailed
descriptions of the research methods, procedures, and data collection (Trochim, 2006). A
second method was the documentation of researcher biases (Groenewald, 2004;
Moustakas, 1994; Walker, 2007) which was addressed by documenting the assumptions
for this research. A second method employed by the researcher was to lagjaiciac
interview with a fresh perspective, free of biases. While it is noted tisav#s a
challenge, the researcher believes that she was reasonably feliacedisninating
researcher bias. A final method was the retention of the study data sadlaafailable
for reanalysis by others (Miles & Huberman, 1994). The study data and maidlliaks

securely stored and available to others for review for 7 years.

Bias

There are two possible sources of bias: “(a) The effects of the researcthe
case and (b) the effects of the case on the researcher” (Miles andandab&B94, p.
264). The first form of bias is when the researcher disrupts or threatens social and or
institutional relationships (Miles & Huberman, 1994). This may have the efffect
participants telling the researcher what the researcher wants torveaat is politically
correct. Ways in which this was addressed was to ensure that the intentioms of
research were spelled out to the participants. This included advising theppatti@bout

the purpose of the research, why the interviews were taking place, and how the
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information would be collected and used. Executives were able to choose the lotation
the interview in order to remove the “threat quotient” and perception of “exoticism
(Miles & Huberman, 1994, p. 266). Six participants chose to be interviewed in their
office, six in a boardroom at the CEQ'’s place of business, three at the CEO’stwvome
at a Starbucks, two at another public location (bakery and a food court), and one at the
retired CEO’s husband’s office.

Describing the experiences of research participants in a way thihislfeo
them is the most critical obligation of the qualitative researcher (Muyrit¢iB).
Researcher effects, the second form of bias, were addressed throughrigracket
(Groenewald, 2004: Laverty, 2003). It is noted that the researcher found this to be a
challenge. The process that she used was to spend a few minutes prior to tlevintervi
reviewing the interview questions to create an attitude of openness. Thisspiasesliso

used when reviewing the transcripts for the second time for the quality check.

Ethical Considerations

Research conducted in organizations must respect the three basic prtheiples
guide researchers: respect for persons, beneficence, and justice. Respedntividual
was addressed through the provision of accurate, complete information that would help
the participant make the voluntary determination to participate in the chsé#ormed
consent was addressed through the use of an informed consent form, where the individual
acknowledged his/her voluntary participation in the research. No CEOddtuse
participate in the research based on content of the informed consent form and each

participant completed the form.
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In order to protect individuals from identification, repercussion, or unanticipated
consequences arising from participation in the research, participantss mamained
confidential. However, there exists a slight possibility that the individuidleor
organization may be identified through association with this form of resedretusg of
participant codes was employed, with only the researcher being knowlézlgbaut the
true identity of each individual. Additionally, no descriptions of the CEOs or the
companies that they lead, other than very general information, were included in the
research findings. Since the individuals participating in the researcHnagrelifferent
companies, participation was kept confidential and private. These measures$ sgugppor
concept of “doing no harm.”

The third principle of justice that was applied was not to discriminate by gender
ethnicity, or sexual orientation. All attempts were made to have a egpase sample
of 10 male and 10 female CEOs. Thirteen male and 7 female CEOs were wedrie
Is noted that there are relatively few female CEOs compared to the numbee & Bta$
(Lee & James, 2007). Also, all participants could be described as Caucasaumdit
have been interesting to have a cultural and ethnic mix of individuals to detefrthisie i
experiences with their trusted advisors differed from that of Caucasias.CEO

The risk to participants participating in the research was minimal. tHowe was
important to develop trust with the individuals who are being interviewed. It was
important for the interviewees to know and understand that the information was not going
to be used in any way that might damage an individual’s character, harm the
organization’s reputation, or be damaging in any other way (Maslak, 2008). Enefett

introduction spelled out how the information from the interviews was going to be used

64



and confidentiality of the participants. In addition, the informed consent form, wiich al
participants read and signed indicated that their confidentiality was pbteadehat the
interview data would not used except for study purposes. No participant expressed any

concern related to risk of participating in the research.

Summary

The opportunity resident in this research was to understand CEOSs’ relggnshi
with their trusted advisors. The study was a phenomenological, explorative and
descriptive study investigating the central research question: Whatnsture of the
relationship between CEOs and their trusted advisors? Twenty CEOs of canpanie
employing more than 25 people, located in Canada and the United States, pedticipa
the study.

This descriptive study used qualitative, semi structured interviews to provide a
exploratory glimpse into CEQ'’s experiences with trusted advisors. Téisal of
participants used a purposive study with referrals to other potential stuitypaats.

Data collection consisted of multiple techniques including public domain information
about the CEO and the company, interviews, and researcher field notes. Data
management consisted of the use of electronic databases, validation of trabgdtiet
researcher through comparison with the audio recordings, as well as méaedieng by
a well known local Human Resources leader. Data analysis was completedaiking
ATLAS.ti v.6 and Microsoft Excel resulting in extrapolation of meaning usiegiatic

data analysis. The study was conducted within the ethical boundaries of qealitati
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research. The purpose and structure of this research was designed tongaargig

understanding of CEOs’ experiences with trusted advisors.
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CHAPTER 4. RESULTS

The purpose of this chapter is to share the essence and lived experience of the
relationship between CEOs and their trusted advisors that emerged from theugdivi
interviews conducted with 20 CEOs. The central question in this explorative and
descriptive phenomenological research study was: What is the nature oatiaseip
between CEOs and their trusted advisors? This question was addressed through the
following sub questions:

1. What is the nature, and role, of trusted advisors to CEOs?

2. How do CEOs seek out and use advice to assist in their decision making?

3. How do CEOs describe their relationships with their trusted advisors?

Based on the 20 interviews that were conducted, an analysis of each of the
transcripts was completed to isolate common and unique characteristics &f CEO
relationships with their trusted advisors. This included information about the people who
CEOs turned to and relied upon for good advice, the qualities of those individuals, how
CEOs used advice to make decisions, and how CEOs described their relationships with
trusted advisors.

Direct quotations were the words of the participants. No attempt was made to
create complete sentences or to make the sentences grammaticatty ¢oeenly
alterations to the transcribed text were the deletion of extraneous words suat.aor
“yeah...,” repeated words where they appeared more than once (e.qg., | weantt.tod),
and phrases, including “you know” used to join sentences or as a pause. In addition,
profane expressions were deleted from the text. To protect anonymity ardeogafity,

participants’ names were omitted and each individual was given a partiajolenfecg.,
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P1, P2, etc.). Twenty interview transcripts, consisting of 824 pages of double-spaced
pages, in addition to field notes, were reviewed, distilled, and are presented in this
findings section.

The data in the following pages is presented in a manner that is true to the
participant’s wording and context. Not all participants answered dieodjaiestions as
the maximum time allotted for each interview was 1 hour. However, a number of
participants generously provided more time in order to complete the interdievany
cases, the participants did not speak in complete sentences; using phrases ordsnly w
This was represented in the quotations.

This study was an exploratory, descriptive study of CEOs and their trustsdra
relationships. The following section describes the research findingateiral the
central question of: What is the nature of the relationship between CEOs andihed t
advisors? This is achieved by addressing each of the sub-questions:

1. What is the nature, and role, of trusted advisors to CEOs?

2. How do CEOs seek out and use advice to assist in their decision making?

3. How do CEOs describe their relationships with their trusted advisors?

The Nature and Role of Trusted Advisors to CEOs
This section addresses the nature and role of trusted advisors to CEOs. Findings
presented in this section include information about the individuals and groups that
provided advice and counsel to CEOs, the role of trusted advisors, the qualities df truste

advisors, and the method and frequency of contact. The section concludes with a
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discussion of the evolution of trusted advisor — CEO relationships and the dissolution of

these relationships.

The CEQO’s Advisors

In order to discuss the nature of the role of trusted advisors to CEOs, tt is firs
informative to discuss who provided advice and counsel to CEOs. Advisors to CEOs
were both individuals and groups. While it is noted that groups were comprised of
individuals, it was the context of the group setting that differentiated individuateon t
own from individuals who were part of a formal or informal group. Advice from
individuals was typically provided on a one-on-one basis whereas within a group setting
the entire group had input. The findings are presented with this distinction in mind.

It was found that individuals who provided advice to CEOs could be internal or
external to the company. Individual internal advisors included leadership, marage
or staff members, some of whom had a familial relationship with the CEO, anderse
of the Board of Directors. External individuals that served as advisors includiy fa
members, friends, professional advisors, investors, and industry peers. Senisrdéader
supplier and customer companies were considered within the category of imphessy
Internal groups that provided advice to CEOs included Boards of Directors, while
external groups that provided advice included formally structured groups such as
Entrepreneurs Organization or the Council of Executives, informally strugjumagds of
business people brought together with a common purpose, Advisory Boards, and hybrid

boards.
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In addition, CEOs self-advised by walking through an advisory process without
input or assistance from anyone else. One CEO coined the term “setfrimghto
describe this process. The process was based on learning from readse¢j-and
development processes.

Each CEO in this study had, on average, six trusted advisor individuals or groups.
The lowest number of advisors was one and the highest was nine. Where a gender was
identified, fully 70% of advisors were male versus 30% female.

Female CEOs brought up gender differences between male and female CEOs
with divergent views presented. A number of female CEOs bemoaned the factrinat the
were so few female business owners, hence few advisors and mentorsswtigea
female CEOs indicated that this not had been their experience and that theynlgad ma
female mentors and advisors. Further in-depth analysis did not surface a linkrbttee
type of company that a female led (e.g., entrepreneurial vs. large attwppor the
industry sector of a company and the use of female advisors. It was postulated tha
perceived lack of female advisors may be more reflective of the indiviti@l's
personality, experience, and propensity to be drawn to females rather thatagesbbr
female advisors.

Individual internal advisors in leadership, management, or staff positionsliypica
were at senior levels within the company. Usually they were the CEX@t deports and
were relied upon to provide advice in their respective fields of responsibhigy. Were
also charged with the responsibility to contribute to and implement the strategiamda

support the CEO and the direction of the company.
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Board of Directors’ members, as individuals, were typically engaged to provide
guidance to the CEO, provide objective advice, and to be “somebody who will just make
you feel like crap every once in a while.” The latter was specifitalkeep the CEO
from becoming overconfident. This seemed to be especially important for small
entrepreneurial companies, as a number of CEOs mentioned facing hardrtdrtbe
near loss of their company.

One CEO that had faced near bankruptcy mentioned that initial success had led to
euphoria that prompted less discipline around company spending, which in turn caused
problems when the company ceased to maintain its revenue levels. In this case, his
advisors who were also investors in the company, presumably had not provided the
rigorous monitoring that was required, or perhaps they were inexperienchdsassa
They may also have been caught up in the euphoria of success.

A number of CEOs indicated that their trusted advisors had helped them
overcome similar types of adversity. P2 indicated that the Directors thatwast
valuable as trusted advisors were those

...that have skin in the game. That know the business. Because the questions

you’re probably, or the inquiries or queries you're probably more inclined to talk

about are the things they know about.
This CEO indicated that he only consulted with certain members of the Board of
Directors.

Family members identified as trusted advisors included parents, spouses, siblings,
and children. Four study participants, 2 male and 2 female, mentioned their $ather a
trusted advisor. For the two male leaders, their fathers founded the compahgyhat

were leading. In the case of the female CEOs, one of the fathers wasflemytial in
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her life and taught her about business; in the other case, the CEQO'’s father founded and
operated a business in a complementary industry. This individual was not invited to work
in the family business like her brother was. She stated: “It was the old bowyslnthen,

so they weren't going to allow me, you know, they didn't allow me into the house
building side of the business. That's why | had to create something elspitelof this,

her father was very helpful in helping her get her first bank financing and once her
business was established they had coffee together every day.

Two female CEOs mentioned their mothers as trusted advisors. In one case, the
individual’s mother had founded the company; in the other she had not been involved in
the company in any role. Four female leaders identified their husbands a$ truste
advisors. In two cases, the CEO’s husband owned his own business. In the third, the
individual’'s husband was involved in the business. For the fourth individual, she and her
husband shared ownership of a business not related to the business that she led as a CEO.
For the 5 male CEOs that identified their wives as advisors, two wenermmaroof the
business, one individual's wife was a business owner in her own right, and the rgmainin
two wives were strong supporters of their husbands and provided insight and advice
related to all aspects of their husbands’ lives. Two individuals mentioned theiealslsir
trusted advisors. One male CEQO’s daughter and son both worked in the business for 10
years and were very familiar with it. The second CEO had sons aged 18 ands26f year
age who provided him with different perspectives on the world. This CEO also used one
son to test out his ideas and communications because “if | figure | can’t expéamm,
then how will others get it? So | can use him in that context.” One female CEO

mentioned that her brother, who led the family business in a complementary indastry
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she was not allowed to join due to the “old boy’s network,” was a trusted advisos In thi
case, her exclusion from the family business did not preclude her from having both her
father and brother as advisors.
Family dynamics entered into these types of trusted advisor relapen$mo
CEOs mentioned that there was often tension in the relationship due to the familial
relationship between the two parties. P18, who identified both her father and brother as
trusted advisors, often questioned their motivation. She also questioned who benefitted
from the information that was provided.
...because you had to realize their motivation sometimes was more how it
impacted their side of the business. | would usually sit back and think it through,
and I'd have to -- usually | would have to look if there was -- if the motivation on
their part was the right -- true, right motivation. The advice -- so the adwias
seeking and their decision in it, was it benefitting both of us, was it more
benefitting them, or was it just all benefitting me? So you have to kind of equal
that out a little bit.
She mentioned that she and her brother frequently disagreed, but that this was not
detrimental to their relationship. She often consulted with her father and sombéme
used his “voice of experience” to either reinforce the decision that she had nmaalecor
her feel less confident. When she shared that she may have mishandled a situation and
thought she should have been “tougher,” he responded, “Yeah, you should have,” or
“You know, I'm telling you, I'm telling you, P18, I've seen this a thousand tifnes
Familial relationships impacted the CEQO’s propensity to take advice. R&iIshar
his experiences with his father who founded the company that he had recentlg lleeam
CEO of and discussed resistance to hearing the messages that weseltieing
Sometimes we don't want to hear the message from that particular messenge

especially in a father/son...type of a relationship, right? So you may kind of look
at that differently, and sometimes | have to corral those feelings anghtsand
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step back and go, “What is he really trying to say? What am | not listening to?
What am | not trying to -- what am | not getting?”

P19, CEO of the business her mother started, shared similar feelings about her

relationship with her mother.
And so I've recognized--.they often say “our mothers get smarter as we get
older.” I recognize that | had a certain set of glasses on for how | edaker lead
the company, and as I've matured over the years, they were just my sese$gla
And, so | have a lot of appreciation and respect for a lot of the decisions she made
now that | get them.

It was interesting to note that P3 and P19 both grew to appreciate the advice that was

provided by their parents.
P19 discussed gender differences in conversations with her husband, a fellow

business owner.
He wants to dive in and fix it, and that's generally when it's gone from “I'm
seeking your advice” to...“you don't know anything about my business and | don't
why | came to you in the first place.” So, that's a bit of a dance that weiplay
occasion for sure. But, so for some reason | seem to be -- | want his advite, and
have huge respect for him as a businessperson, and yet | tend to be most resistant
to it. But, he's one of those that hasn't figured out how to package it in a pretty
bow for me yet. So I'll vent and it moves into, Well, “here's what | would do” as
opposed to, you know, “here’s some thoughts | might suggest, you could
percolate on,” and it's just that simple of language shift that makes a big
difference for me. So we just haven't figured out how to push those buttons the
right way. (Laughter)

As P19 noted, there appeared to be differences between male and female conamunicat

styles. This did not appear to be a concern for other female CEOs. Perhaps thie was

to the fact that a number of the female CEOs indicated that they had more ofsayteale

of communication than a female style. P5 mentioned that her style tended to the

masculine whereas her husband’s style tended to be more feminine. P4, P8, and P18

made reference to the fact that they were “one of the boys.” P18 mentioned thanhthe
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in her TEC group observed that she was “a man wearing a skirt.” P16 also mentioned tha
females do business differently than men.

Often professional advisors were considered to be trusted advisors. Certamly the
has been a strong movement in the professional services industry to define itself as
trusted advisors. Many individuals had positive experiences with professionaradins
many cases these advisors became trusted advisors over time and becasefrie
addition to being advisors. However, this positive experience was not universal. P1
shared her views, reflecting poor experiences with professional advidorg tam
“untrusted advisors.” In this instance, professional advisors did not live up to the
expectations that she had for them, which was to challenge her thinking rather than t
agree with her.

Professional advisors included lawyers, accountants, a financial advisor, a ta
advisor, consultants, and coaches. Lawyers were identified by 8 CEOged trus
advisors. These were typically long term relationships dating from the ioceytthe
business. Where identified, the length of the relationship was from 5 to 26 yeass. Thr
CEOs indicated that the relationship had moved beyond being a professional service
relationship to being a “friend” relationship.

Five individuals mentioned that their accountants were their trusted advisors and
that they had been with them for many years. The range of service wasibévand
39 years, with an average of 26 years of service. Once again, as with tbasklpt
with their legal counsel, in some cases, the long term relationships were nogeceasi
“friend” relationships although the individuals continued to provide professional service

It is of note that accountants and lawyers were more often identified &sltagstisors
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by CEOs of the smaller, entrepreneurial, privately held companies. Aepavgpon this
is that within larger, multinational companies these skill sets were yeadillable to the
CEO within the company, whereas with small companies these services wocid yypi
be purchased from an external provider.

Other professional relationships identified were P11’'s 15 yearamship with
his financial advisor and 5 year relationship with his tax advisor. These individuals
looked after all of P11’s financial needs with very little input from him. Thisvad him
to focus his time and energy on his area of strength which was developing and growing
his business.

Consultants were mentioned by two CEOs who had effectively utilized them for
challenges that they faced in the business. These were large comptnasew$700
million in annual revenues. In the first case, the consultants came in to the drganiza
assessed the issues and concerns, and made recommendations. Trust with the CEO was
built through the older, senior partner who led the team and the young consultants who
“thought outside of the box.” In the second case, consultants provided excellent value to
the CEO, with the result that the CEQO's relationship with one consultant enduredrfor ove
10 years.

Both P2 and P3 mentioned that they had utilized the services of a coach who they
both considered a trusted advisor. P2’s relationship with his female coach spanned 5
years; P3’s 1.5 years. P2 discussed the relationship with his coach as:

| guess I've had deeper conversations with her than with other advisors. The

conversations with her are not business related in the sense that should we build

this or build that. They're more on competency and skills, you know, those types
of things.
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There appeared to be dichotomy in this statement as “deeper conversations” feould re
to conversations about values, beliefs, philosophy, and more personal matters that might
result in transformation, whereas “competency and skill sets” seenmadidate a higher,
more superficial level and transactional in nature. This dichotomy was notexkplor
further.
P3 was highly motivated to improve himself and was convinced of the value of
coaching services for increasing accountability.
Lots of time you have conversations with coaches and | know all this stuff. But
you may know it, but you're not doing it. And that's where the coaches | have
found become very valuable to come in and say, yeah, great, you know it and now
the expectation is that is that you're going to do whatever it.
He remarked on the value of having a coach to increase his level of accoyrttahkili
course of action. His view was that Tiger Woods, a well known championship, dwaiée
18 coaches to help him with various aspects of his life and that this was atpdoessi
executives as well.
Almost every CEO indicated that friends were trusted advisors. These
relationships were characterized by longevity and the individuals may onobhagve
been business associates. Six participants mentioned that some of thesiqirafes
advisor relationships had evolved into friendships. A level of intimacy had developed that
was deemed to have occurred as a result of working together over a long pé&nua of
and the advisor being privy to confidential information.
Friends, who were not professional advisors, provided important input and

insights as well. P19 mentioned that she often used her friends to gain a different

perspective.
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And then, sometimes, you know what, if | just want to talk about the people in my
business, just purely the people and where | think things are or aren't working or
how | am, perceive myself as either not leading as successfully asd kkeulo

be or clouded by people's certain circumstances rather than, you know, in the

name of the business, then | would tend to go more to a --occasionally our

advisory group, but I tend to go more to just people. So friends, neighbors, but

people who | think could (Laughter) without -- because they don't know who I'm

speaking of, can just sit and listen and provide some objective perspective around

the notion of people and not overlay it with business....
P15 offered that he used a similar approach to P19’s to seek information from others:
“my other focus group is just talking to friends and people....”

It was to be expected that CEOs had friends who were also CEOs or senior
executives. P13 consulted with a high school friend who ran a food company and P12 had
a number of friends who led large organizations. P5 had “a group of female friends who
have senior positions, whether inside larger organizations or are entrepreneunfteinat
turn to for advice” and P2 had friends who have been successful in business that he had
consulted. P17 chose to ask his friends, and former colleagues, from the law firm, to
invest in his business and serve on the Board of Directors. P14 regularly consulted with a
friend who was a well known lawyer and P8 consulted with friends she had known for
many years.

Many CEOs mentioned that they relied on industry peers for good advice and
information. Some industry peers worked in the same industry; others workefiardif
industries. They were also members of a professional association or irasstcyation.

P4 and P18, early in their business careers when they were still deterthieir
company’s direction, both consulted with supplier and customer CEOs for advice and

information. Many participants commented that industry peers were entcgihlogue

partners for discussing market and industry trends, company structure, neaticagul
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and common issues and concerns. They were also helpful in solving problems that were
common to the industry. P14 noted that 90% of the time that he had required advice he
consulted with his investors or a venture capitalist and angel investor who he knew well
A number of CEOs interviewed mentioned that they belonged to a formal,
structured group for senior executives or CEOs. Groups that were mentioned included
Entrepreneurs Organization, World President’s Organization, Chamber of Coepmer
Council of Senior Executives, Women’s Executive Network (WXN) Wisdom Group,
International Women’s Forum, and TEC. These groups typically were formally
structured, had regular meetings, and served the purpose of bringing senitivegec
together in a peer forum. Each group had a slightly different focus and membershi
criteria. The purpose of these groups was to tap into the collective wisdbe of t
individuals who made up the group. The value of these groups was in establishing
relationships and exchanging information with individuals who were the individual’s
peers. The level of intensity and intimacy of these groups varied. P3 indicatdtethat t
was a high level of intimacy in his Entrepreneurs Organization; they cdkilabtaut
anything without concern that it would be shared. It was expected that gutpas the
Chamber of Commerce would not offer that same level of intensity or confidgntiali
Early in her career, as a female entrepreneur in a male-dominatedynBastr
looked for groups to join and eventually found TEC Canada. She found this group
valuable for providing different perspectives on operating a business. P18 rénhatke
she was the only female in the TEC group that she joined and that she had the smallest

company, but that it was very useful in her growth as a business owner.
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But that really exposed me to...l had been used to being around my Dad and
brother's world of construction, so the great thing about that exposed me to all
types of larger companies and having the freedom of discussion with it, and |
really, really, learned a lot....And it actually gave me for more confidestteit.

So for me, it was very, very good experience.

She discussed the value of TEC as a young entrepreneur.

Well, you know, it really opened up my eyes to just other ways, really large
structured companies. One of the guys was running the [local health board] at that
time, so | was really seeing versus smaller entrepreneurial compdmashad

always been around, now you're just seeing a very large organized structurally
type and seeing the differences, not always the right, you know, the good things
either. And then there's down sides to the largeness. For me, it, --I reaifgenj

that. | learned a lot from these guys because | would say, “Look, this is your
world. Teach me your world so | understand it better.” It gave me a better,
broader, bigger understanding of the world per se. Same with some of the
speakers and stuff that they brought in was really good. Your one-on-ones with
your TEC advisors was really good because you knew you had a safe place to go
with them.

P18 stayed with TEC for 5 years and then decided to end her involvement with the group.
At a later date she wanted to rejoin, but found that the group no longer met her needs.
The TEC group wanted her to assume the role of a mentor and this is something that she
did not want to do and felt that she did not have the time for.

Some CEOs were resistant or reluctant to join these types of groups because of
perceived high levels of time commitment or they did not have the right level of
readiness, as was P3’s experience. It was suggested to him a number of tilffesdy
people that he should join a CEO group, but he was resistant. He had a number of reasons
why he could not do so, however, once a member, he greatly appreciated the value.

| don't have time to join anything else, you know? I've got a business that's

growing. I'm busy. I've got a family. | don't have time.” And to finally -- what

stemmed it actually was while doing my MBA, one of gentlemen in my class, him

and | were discussing stuff and he's an entrepreneur, and we got talking. And he
says, “l don't know if you've ever heard of EO [Entrepreneurs Organization], but
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in our discussions you really need these guys.” And | went, “Whoa. And kind of
listened to that one more time.”

In this case, it took a number of recommendations before he considered joining the group.

One CEO provided a totally different perspective on CEO and executive groups.
When he shared his experience he mentioned that these groups, like most others, had a
pecking order and that members of these groups assembled themselves intoteyhierarc
He mentioned that he personally felt stressed when he attended these typdasigémee
because

| know what they had to do to get there, and | know how many situations they had

to walk through, how many tough decisions they had to make, how many people

that they both helped and hurt as they went along. But | know one thing, for

absolutely sure, that they have an extremely high degree of self-intdregt. T

would put self ahead of anything, always, because they can’t achieve what the

have achieved. Those who follow them up, benefit. Those that sort of get along

with that and get drawn into the wind in those sails do well as well. But | have
trouble with the concept of a benevolent CEO, | don't think it exists.
This individual possessed a high degree of personal self awareness whattowasy
this comment.

One thing was clear that the CEOs who were members of these groups were very
supportive of the groups. It is observed that the CEOs within this study that were
advocates of these types of groups were at least 10 years younger tharvitheaindho
made the statement above. Both were young CEOs that had been in their positions for
less than 2 years. Based on these findings, it was postulated that thes# tyjoeips
may provide the most value for relatively new CEOs.

Four CEOs mentioned informal groups of which they were members. P5

convened a dinner meeting with her female friends and associates every 4 ks.6 wee

Those individuals who had the interest, the inclination, and the time were invited to
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attend. Topics of conversation ranged from business to personal issues. The women who
participated were either entrepreneurs or senior leaders in organizations

Similar to P5, early on in her career, P1 formed an informal CEO business group.
The criteria for membership were that the individual had to be a female lsusinesr.
Twelve women were members. While this group initially got off to a goat after 10
years membership started dwindling as members’ circumstances chamged. S
members sold their business, others closed their business, and attendance began to wane
She expressed a theory on this, reflecting possible male-female difenatated to
focus:

Once you take a female out of a business interest, which is what the reason we

were getting together [was], the group kind of fell apart. Now, | think men when

they get together as a group, they continue on for a long, long time because
they're always in the economic side.
It is noted that no other female CEO provided insights on male — female diffeience
advisory groups.

P2 mentioned that he was a member of an informal group that met regularly for
lunch. This group was comprised of CEOs, executives or management, and
representatives from customer companies. There was no agenda for ting mueedthe
focus was to share and discuss common problems.

P10 mentioned a CEO group that he belonged to. The group was previously a
member of a formal, structured organization, but it broke away from the parent group

because it was not receiving value from the parent. This group met 8 timesapéory

half a day, plus held an annual weekend retreat. The eight group members held similar
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positions and were involved in a wide variety of companies and organizations. The
structure was very similar to the Young Presidents’ Organization.

P19 was involved in an informal business owner group that was formed when a
major consulting firm invited her and other business owners to attend a small and mid-
sized company conference sponsored by MicroSoft. Local business ownerstidedtt
the event realized that they had a lot to discuss and that there were synergesing
informally and started to do so. No further information was provided about the frequency
of the meetings or the structure of the group.

Three CEOs established what they called “Advisory Boards” for theipani®es.
P19’s Advisory Board membership comprised senior Human Resource (HR)
professionals in the city where her company operated. Initially, thelBtarted as an
informal group, however, as membership increased, it became more formal and
structured. It was recommended to her that the Board consist of 12 to 15 members, but
she acknowledged that the numbers were larger than that. The Board melyjfoarde?
hour meeting followed by a dinner. Clients and prospective clients, all fromRhe H
community, were Board members. When she initially conceptualized the Board,
prominent local citizens were invited to serve on it. Initially the term f@aone year as
she was concerned that there might not be the commitment to participate forra longe
period of time. She leveraged the influence of these prominent business people to recruit
additional Board members. At the time of the interview, there was a waitingrlistef
Board as many HR professionals wanted to be members. Terms for Boabgmrnerare
two, 3 year terms. There was an attendance requirement and if individualsower

prepared to make the commitment to attend at least three meetingsrpéreyeaere
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asked to step down. P19 credited the Board with helping design the company. “And the
win, you know, how we really sold it was, you know, if you could create the best
business partner in the community, it would be the one that you actually helped design.”
The Board was self-perpetuating as Board members recommendepdatérgial Board
members. She described the Board’s value as making the company a better one.

In order to ensure that the Board was meeting members’ needs, members were
surveyed every second year about the size of the board, meeting frequenontantd c
of meetings. Once the commitment was made to the structure of the Boarddieagd
that she thought that it was not good to change it too often. However, she thought that it
was important to know what Board members’ feelings were about the structard. Bo
members were not compensated for their participation on the Board. It is notetita
the meetings were formal and structured, there was an element of infprasaktne and
hors d’oeuvres were brought in. End everyone received a PowerPoint presentation and an
agenda, but no meeting minutes were prepared. After the Board meetingdedncl
Board members were invited to dinner. P19 discussed the value of socializirigeafte
formal meeting: “Arguably there’s more pithy and valuable conversatitimei dinner
after than sometimes take place around the boardroom table beforehand.”

When questioned about how she leveraged advice from Advisory Board members,
she indicated that it was both during Board meetings and one-on-one. For one-on-one
advice, she determined who to ask based on the challenge that she was facing at the time
She also mentioned that the company conducted focus groups with a subset of Board
members on particular issues. There was reciprocity in her relationsthf3oard

members as an Advisory Board member recommended her for another Board role.
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P15, the founder of six companies, also used the concept of Advisory Boards
effectively. Early on he realized the need for two types of Boards:
So | have learned from my reading and my observation and my own experience
with my board, what do | really want as a board? If | create somethingalkd | t
- 1 do it by myself, I'm really talking to a mirror. What do you get back ftioen
mirror? The same image that it sees. That's not very good. So | learnatl to sta
using my board and dividing it into two kinds of boards: a Board of Advisors and
a Board of Directors. Board of Directors have fiscal obligations. Board of
Advisors don't. So by alleviating that responsibility from them, especiatly wi
merging young companies, you can get their talents to get involved if they're
excited about you and you're excited about them. And so my advisors have
historically been my advisory boards. ...l would say that my business success has
been a result of being a good selector of advisory board members and then
trusting them, using them, and listening. Too many people are too impressed with
talking.
Since each of his companies was in a different industry sector, heeddaifferent
individuals for each Board. He conducted substantial and significant research on an
industry before he decided to start up a new company. During that time he ndtadke
determined who the players were in the industry. For his Boards, he recruitedualdi
who were knowledgeable about the industry, were excited about the company and about
him, were not intimidated, had a deep knowledge of something important to the
company, and were sharing types of people. He remarked that the quality ofvitkéngg
to share was very important. He noted that many people could have the expertise, but
unless they were willing to share it, they were not valuable resourcesallypihe
Board consisted of 8 to 12 people. P15 sought to achieve a balance on the Board so that
all areas were covered. He stated that “...it takes a lot of elements t@roakgany
successful. | don’t have them all, so | rely on my advisory board to bring part of those

pieces together.” Board members were paid in warrants and P15 had higta&ope of

them. He shared his expectations:
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Here's what | insist on: If you want to be an Advisory Board member, | dan ca
you up until 8 o'clock at night if you're home, and | have your -- not just your
office number, | have your cell number. And whoever’s your assistant is ddvise
not the screen me out. If when | talk to them about what I'm about to do, if their
eyes don’t light up, they're not right. If they say, “I haven't thought about that but
that's kind of interesting that you saw that.” If they'll say that kind of a aarhm

to me, I'll get real interested in them.

P15 indicated that he was explicit in communicating his expectations for meohihés's
Advisory Board.

P11 also established an Advisory Board for his company. It consisted of his
lawyer, accountant, and financial advisor. He stated that it was his intention t@eadd hi
two internal trusted advisors to the Advisory Board. The purpose of the Board was to
“come up with ideas and strategies” and his intent was to “make it aribtie formal
and broader.” It is noted that none of the Advisory Boards described had a fiduciary
responsibility.

There were varied experiences with Advisory Boards. P5 mentioned that she was
a member of an Advisory Board for an industry related company based in anotludr part
Canada. She was recruited as an individual who had experience that the company
seeking. The company was looking for a publisher who was not a client and recruited he
She did not know the company before this contact, but company representatives had
heard her speak at a conference. P5 questioned her ability to add value and provide
advice to the company due to her lack of intimate knowledge about the operations of the
company. She mentioned that others on the Advisory Board had the same concerns and
noted that there had not been an Advisory Board meeting for some time.

The company’s formal Board of Directors as a trusted advisory group was

mentioned by three CEOs. This was a requirement for publicly owned companies. P8
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described her relationships with the members of the Board of Directors awvésing

strong. This is not surprising as she had been a long-term member of the Boanl prior t
being invited to become the company’s interim CEO. She indicated the Board “knew the
business” and that she enjoyed a high level of trust with the Board. They “décusse
everything.” The Board recommended that she become the interim CEO and supporte
her actions, although being the CEO was not always easy. She mentioned tha¢tbere w
quite a lot of Board politics which included positioning and posturing that she was
required to navigate.

A [name of company] board, | don't know if all boards are like this -- | know that

politics it is -- there's a lot of gossip. There's a lot of backbiting. Thelat©a

ambition. You know, that I'm working to be chair next year, so I'm cultivating my
group over here. First of all, what you have to do in that situation is appresiate it'
there. You have to know the politics of a board. You have to appreciate there are
politics. And they are politics in management, and you have to -- when someone
comes and feeds you full of gossip, you have to think, “Now, wait a minute,” you
know? And then you check around with other people to see if this is really going
on. But you can take your common sense and look at it.

The challenge for the CEO, as mentioned by P8, was to not become involved in the

politics and to remain above it.

P2 stated that his Board members had a “true vested interest in the comquhny” a
had “grown up in the business” so they were able to provide true value. P12 mentioned
that he had gone to his Board of Directors for counsel for specific concerns, onelof whic
was succession. It is observed that the role of the Board of Directorsg gapending
upon the personality of the CEO, length of relationship between the Board and the CEO,
and the skill sets of the directors.

Both P13 and P17 mentioned that they had formed “Boards of Directors.”

However, based on the generally accepted concept of a Board of Directors, being a
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requirement of a public company, where a group of individuals is elected by stimishol
to play a corporate governance role, these Boards of Directors were inedsgend
boards. They were a combination of Advisory Board and Board of Directors, sharing
characteristics of both. A hybrid board typically did not have fiduciary respatsibil

P13, the President of a Canadian subsidiary of a U.S.-based corporation,
established a Board of Directors for his subsidiary. In concert with otieselected
Board members after having done research on appropriate individuals. Itrwas ve
unusual for a wholly owned subsidiary to establish a Board of Directors, and the
subsidiary that he headed was the only one within the global company to have a Board.
The Board Chair was an outsider to the company, “a Canadian, usually a solid$usine
leader.” He saw the establishment of the Board as “an opportunity to bringjyn rea
experienced people in a cost effective way.” Members of the Board included amedic
doctor “who was outstanding...and who did some consulting work for us,” “a female
business broadcaster,” an author “who was terrific and brought balance.” Boab&rsem
were recruited specifically for their skills and “had to be intedest@ur business,
obviously, but were very effective internally and they were very helpful to naaibec
they were non-operational.” Describing their qualities, they had to be

...a quick study in terms of what our business was doing and where we were

going. And they could, quickly, because they were all on several boards, and |

would say that they were one of my primary places that | would go for support.
It is noted that previous Board experience, in this instance, was a plus in being on the
Board of Directors as they knew what the responsibilities were and how theyactolil

value as a collective.
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The Board had five external members, as well as one representative frorsthe
parent company. External Board members were paid attendance fees. TthenBoér
times per year, with one meeting per year being held in the U.S. to “havedh® B
interface with our parent company.” It was also an opportunity to “profile Canada i
front of senior management, and then have it the other way back too, senior management
sort of updating our Board and so it worked well.” He remarked that “we had all kinds of
internal advice as a wholly owned subsidiary” and that “we were neverahaiv we
should be doing things from the parent’s point of view.” The true value of having a Board
of Directors was “that perspective from the outside, and in a Canadian conterbtdde
that “you can get into a little director liability thing sometimes, but tisenglys to handle
it.” The Board’s mandate was to “pressure test everything thatig gui...by asking
“have you thought of this? Have you thought of that?”” P13 discussed the value of the
Board.
Even though we didn’'t need them ‘technically,’ it was a very cost effectiveavay t
get really good, outside advice when we tend to get so hunkered down in our own
internal stuff, we have lots of internal directions from our parent companysetc
this would provide a unique Canadian perspective. Which in my experience, it
did.
He pointed out that an external Board can add a great deal of value “if gatfadim
to.”
P17 had also formed a Board of Directors for his first company. He wagadvis
to do so by a friend and shared the advice:
But somebody along the way said, “One of the best things you can do as a small

company is to get a board of trusted advisors.” And | went further than that. |
mean, they were actually a Board of Directors.
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The Board consisted of five members. Four members of the Board, including himself
were investors in the company. One individual was recommended by one of the three
members and the remaining member was an older gentleman, a retired banker and the
father of a friend. Three individuals on the Board had previously worked togethenat a la
firm. The Board’s role was to set compensation for the CEO, provide guidance to the
company, and provide objective advice. He mentioned that the Board members, with the
exception of the older gentlemen, provided honest and open feedback, and valuable
advice. He mentioned that the former banker had good ideas, but seemed to be reluctant
to provide frank feedback. As a result, he did not establish a strong relationghipruit
P15 discussed his experience and views on Boards: “There are two kinds of boards
people have: they have prominent names or they have quality people. They are not
always the same. Their motivations are not always the same.”

The findings of this study related to the individuals and groups that advised CEOs
supported previous research that found that CEOs relied on advice to a greater ext
from personal connections rather than formal advisory structures and syBtenvn &
Eisenhardt, 1995; Elenkov, 1997; McDonald & Westphal, 2003). Various groups
including Advisory Boards, Boards of Directors, hybrid boards, and CEO and senior
executive organizations had, as their purpose, the provision of advice and guidance.
However, the majority of CEOs interviewed relied upon various individuals eith@nwit
their personal or professional spheres to provide advice and guidance. It is nioted tha
while the roles of mentor and coach, typically formalized roles in many organgat
were identified as advisory roles, were not within the top five of roles idehtifleese

findings also supported Roberto’s (2003) findings that CEOs tended to rely on a core
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group of individuals to help make strategic decisions, as well as Eisenhardt’s (1989)
research that CEOs sought the advice of wise counsellors over a wide rangegicstr

decisions.

Trusted Advisor Roles
In order to understand the nature of the trusted advisor — CEO relationshis, it wa
salient to understand the role that trusted advisors play. This study found tleak trust
advisors played a multitude of roles, some of which involved the provision of advice.
This differed from Jonas and Frey’s (2003) observation that there are twoumetilors
of an advisor. Jonas and Frey stated that the first function is to reduce a dignts |
knowledge by providing him or her with information. Advisors may be consulted because
the client has the expertise or information that is relevant to, and needed hgrthe cl
(Budescu & Rantilla, 2000; Jungerman, 1999). According to Valley, White, Neale, and
Bazerman (1992) the second function of an advisor is to act as a resource broker where
they gather and sell information. This could be considered to be a professional advisor.
In determining roles, the researcher reviewed how the trusted advisor $exved t
CEO, in essence the reasons why a CEO engaged trusted advisors. The tbgsfivar
were identified by CEOs as trusted advisor roles were being a supparigrabeadvice
provider, acting as a sounding board, providing professional expertise, and providing
evaluation and feedback services. Other roles that were mentioned by moveothan t
CEOs included providing referrals to other professionals and CEOs, being a mentor,

helping provide balance, being a listener, providing perspective, being an indoriarad
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knowledge provider, acting as a confidante, having business discussions, and assisting
with business management.

Being a supporter involved providing support and encouragement not only to the
individual, but also supporting the company. Thoughts that were presented by CEOs as
part of the discussion of the trusted advisor role included supporting and engaging ea
other, providing moral support and encouragement both in positive and negative
situations, having an individual to vent to, being part of a support network, “covering my
back,” supporting the company vision and communication, being able to commiserate
together, and “linking arms in difficult times.” In some cases, the suppoléewas seen
as a “cheerleader role” where the individual was encouraging the CEQvofarward
or when the individual was celebrating business success. It could also be seen a
supportive role when there was bad news that was shared (e.g., the multimillion dollar
contract that did not come through). One CEO mentioned that a supporter was an
individual who participated equally in both situations. One female CEO mentioned that
she cried with some of her trusted advisors, some of whom were male and one who was
female. She noted that they also cried with her. In this case, the supportsole wa
reciprocal.

Being an advice provider was one of the traditional roles attributed to theltrust
advisor. Nine CEOs believed that the role of an advice provider was important for them
and their company. Advice providers gave advice on a number of different areas
including process, documentation, leadership, strategic and tactical plans, how to
motivate and inspire people, and directions for the company to take. It is notedsthat thi

role was to provide sage counsel, advice, and guidance and was differentiated f

92



professional expertise where the individual provided subject matter eepertiechnical
advice on a particular topic (e.g., finance, government regulations, $egak).

The role of a sounding board was to listen to the CEO when he or she presented
ideas. The advisor then provided insights, observations, and perspectives on those ideas
P5 indicated that the term “sounding board” was too limited for the role that heainter
advisors played, as they also gathered information to add to the ideas thasshe
developing. The role of listener, related, but not the same as sounding board, was also
mentioned by a number of CEOs. The role of listener was differentiatedHedroft
sounding board in that a listener was not expected to provide insights, observations, or
perspectives, or fix things, as per P19’s comment: “I just want to talk to him alout it.
don't want him to fix it.”

The professional expert provided expertise and advice as it pertained fiw speci
topic areas. This would normally be the bailiwick of professional advisors such as
accountants, lawyers, consultants, financial advisors, and tax advisors, asimehnas
specialists in these areas. Areas where professional expertiseugasiacluded legal
conflicts and litigation, finances and financial elements of the company, govégrnme
ISsues, insurance, outsourcing strategies, compensation strategies, teclst@teayic
planning, the sale of the company, and workers’ compensation issues.

Provision of evaluation and feedback services was the fifth role identified by
study participants. Feedback that was sought by CEOs included feedback onycompan
issues, as well as individual or personal areas of concern. Company issues included
feedback on direction, strategies, and policies and procedures. Personal feetback w

sought on performance, ideas, behavior, and ways to improve behavior. It also included
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evaluation of situations and decisions in order to determine what could be learned from
them. Advisors who provided evaluation and feedback services also were asked to
provide their views or feedback on courses of action and assisted the CEOQrin eithe
confirming direction or seeking another one. A final area where one CEO sought
feedback was on his emotional balance as he characterized himself as di@ing hi
emotional.

The roles that were discussed in the literature review, and expected to be
mentioned most often, were the trusted advisor as an advice provider, mentor, and
executive coach. While the trusted advisor as an advice provider, being an expert, and
having expertise came up often in the interviews, the roles of coach and mesmtor wer
mentioned less often. The role of a mentor was predominantly mentioned by CEOs in
family owned businesses where the parent was mentioned as a mentor. The @@ of co
was mentioned by two CEOs, one who led a family owned business and the other who
led a global company.

A number of CEOs further commented about the trusted advisor’s role. One
aspect of this was that the trusted advisor needed to understand his or her role (e.g., why
they were being engaged or consulted). A second observation was the conceptra worki
as a team and the synergies of that type of relationship. The team could be taedCEO
trusted advisor, which was expressed by a number of CEOs, in particular those who
worked with their spouses, or it could be that the advisors were a team and presented a
coordinated effort to the CEO. P4 mentioned that her advisors had worked together with
her for over 20 years and through that process understood their roles and worked as a

team to provide solutions and input. She did not have to tell them to consult with one
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another, they did so on their own. A third observation dealt with the nature of the role of
the CEO as being the decision maker. P9 observed that his trusted advisor, the CFO,
...knew his place relative to the team that we were. And that was critical becaus
he didn’t compete with me, he didn’t usurp my [authority]. He didn’t maybe
necessarily agree with every decision | made, but he felt good enougle thed
his input and that he was mature enough to know that I'm not always going to
take it. So | think that the role of CFO has to be thought out as much as the role, it
has to be as defined as the role is for the CEO, and that’'s what made it work
because he knew his role and | knew mine. And that's what made it work.
P9 shared her views that her trusted advisors may have wanted to be entrepreneurs, but
did not want to give up the safety of a regular job.
| would say, to be quite honest, that even though they probably won’t necessarily
admit in their life, I think they are all pseudo-entrepreneurs. They alieddo
have that freedom to go and expand and grow and develop ideas but they still
yearn for the safety of somebody else making those decisions, which th&ymajor
of the population does.
The trusted advisor’s knowledge of the role included understanding the boundaries of the
relationship, understanding the type of advice the CEO required, and knowing how to

present the information or advice in a manner that was acceptable to the CEO.

Qualities of Trusted Advisors

CEOs mentioned many qualities that qualified advisors to be trusted advisors. The
gualities discussed in this section are those that were mentioned by six oriE@se C
Honesty was the quality that was mentioned most frequently. Honesty comdibtng
absolutely forthright, telling the truth even if it hurt, admitting that an advisaolena
mistake, and never making something appear what it was not.

Trust and competency were mentioned next most frequently. Trust was

characterized as being trustworthy, being trusted with confidences, and adeuej of
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trust. Competency was characterized by being good at what the person did &ildycapa
In managing people. Perspective was also considered important. Perspetiived
concepts such as not superimposing their own situation on the CEQO’s situation, @ffering
different perspective on the situation, having a sense of vision and future directiogs, bei
objective, being impartial, offering a macro view, and thinking differently aideithe
box.

Experience, expertise, having best interests at heart, intelligence, arahstlip
were considered to be equally important. Having experience was seap@ssary
quality for a trusted advisor. This included having more “gray hair” and hadegta of
experience created by having experience in the industry, having experienitengesa
successes, and failures; essentially “having been in the trough beforeing tseen
around the block.” Expertise, closely related to competence, included being an exper
bringing deep knowledge in a certain area, and knowledge of the business. Having best
interests at heart concepts revolved around putting the client’s intersistediring a
lack of self-interest, having no vested interest, having a vested interestndithaual,
having a sincere interest in what the company was doing, and treating the gdikgdn
was their own. Comments related to the concept of intelligence included the advisor
being as intelligent or more intelligent than the CEO and having wisdomidrslap
gualities centered around having someone who really understood the CEO, intimacy of
relationship, having a relationship of equals, and having a connection that was built over
time.

Communication was mentioned next frequently and included being a good

listener, being able to have any kind of conversation, and providing direct feedback.
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Commonality, being willing to be involved, success, and integrity were mentioned next.
Comments about commonality centered around having a shared history or expemience, a
interest, key values, vision, and in general being willing to share. The concept of
“willingness” included being willing to give, to help, to give time, to have aiaiship,
and to be consulted. Being a success was also deemed to be an important trusted advis
guality. Integrity was described as having integrity beyond reproach, not being a
hypocrite, never breaching closest secrets, and confidential information bptng ke
confidential. Many qualities related to an individual’s personality and personal
characteristics were also mentioned. They included the trusted advisor knosvondhbr
role; being consistent and congruent; strength; being structured; beingtetened
enthusiastic; professionalism; being caring; commitment to self, commandycareer;
having influence; sound judgement; possessing knowledge; being logical and
unemotional; loyalty; and being open.

Trust was the quality mentioned second most often. The three most relevant
antecedents of trust that frequently appeared in the literature wetg &lethevolence,
and integrity (Gubbins & MacCurtain, 2008; Mayer et al., 1995). It is interesting to note
that competency, another term for ability, was also mentioned second most fsgequent
experience and expertise, closely related to ability were mentiomgcand having best
interests at heart, a concept that could be equated to benevolence, was also frequently
mentioned. Integrity was not mentioned as frequently, however, as noted ierdueé,
study participants may have seen this as being included in their connotation. of trus
These findings supported Feng and MacGeorge’s (2006) study that decision makers

appeared to be more responsive to advice from individuals who were older, and had
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higher levels of education, life experience, and wisdom than themselves, as&ibgnc

the comment about “gray hair” and the comments that advisors are successful.

Contact with Trusted Advisors
For the formally structured groups, Board of Advisors, Board of Directors, and
Hybrid Boards, regularly scheduled meetings seemed to be the norm. P12’s hyltid boar
met quarterly, as did P19’s Board of Advisors, and P17’s Advisory Board met once per
month. P15 indicated that he did not use his Board like a regular Board and usually met
with Board members one-on-one, or one-on-two, rather than convening a meeting of the
larger Board. The publically traded companies’ Boards were legailyregl to meet on a
regular basis, so this was not explored further. P5’s informal woman’s groupediso m
regularly as did P1’s women'’s group. Meetings with internal groups such as thiexe
or management team occurred on a regular basis. P20 indicated that he met stéfi hi
twice a week, while P12 mentioned that he held executive team meetingslyegul
Meetings with professional advisors were scheduled regularly or on an ad hoc
as needed basis. P3 mentioned that he met regularly with his accountant and lawyer.
Although not specifically mentioned, it would be reasonable to expect that othens did t
same. Meetings or discussions with other advisors, including family members and
industry peers were usually on an as needed basis. It was noted that thereameiesex
of regularly scheduled meetings, such as P18 meeting with her father evéoy day
coffee, however, this seemed to be the exception rather than the rule. kavastad
that if a family member was working in the business, it was likely thaacbwith that

individual occurred on a frequent basis. Discussions with other family membhkrasuc
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the chief executive’s spouse or children likely were relatively frequentiphossen
daily, and occurred on an ad hoc basis. P8 mentioned “pillow talk” where she would
come home from work every day and discuss her issues and concerns with her husband.

Discussions with trusted advisors primarily took place in person, in a private
setting, rather than through the use of email or the telephone. However, depending on the
nature of the question or situation, phone calls were utilized for discussioas. ritoted
by P4 and P5 that while they would set up the expectation for a discussion, or scheduled a
time to meet in a social situation, they would not have the discussion there. Email
exchanges and telephone conversations were often used to set up in person discussions.

One CEO, recently retired, offered that at his previous company emathevas
norm and that he did not find it effective in communicating. Another CEO remarked tha
email was subject to interpretation, whereas during face-to-face tmtaragbe CEO had
access to visual cues that provided information as to the perspective and intention of the
advisor. It is noted that familiarity and strength of relationship with tisted advisor
also impacted the discussion method. Increased familiarity made it @asser methods
that were not face-to-face.

Another CEO mentioned that the geographical range of the company made it
necessary for him to travel to visit his internal trusted advisors. It was thatielde often
communicated with his internal advisors using conference calls or emaihabie felt
that personal contact was necessary to maintain the relationships. This individual
maintained homes on the West Coast of Canada and in the Toronto area in order to

minimize the travel required, which was still extensive.
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Evolution of Advisory Relationships
In discussions with study participants, it was apparent that CEO-trustedradvis
evolved and changed over time. Sometimes this was in a positive manner and semetime
in a negative manner. A number of CEOs mentioned that early on in their careeadhey
a great need for trusted advisors because they were still learning the asiché®w to
be a CEO. P20 shared the following comments about the change in utilizing advisors
from the start of his career to the present.
Again, experience tells you who to talk to and who you should talk to about
making certain decisions. In the early days you didn't know people, and one by
one you started to know people. Today, after the time that I've spent in the
business, | know people so it makes it much easier for me to pick up a phone and
phone person A, B, or C and ask them a question about a given situation.
Experience gave him the confidence and relationships to call who he needed to call.
P18 and P4 mentioned that in the early years of their career they sought advice
from suppliers and customers and asked a lot of questions. A number of CEOs early in
their careers established trusted advisor relationships with individuals waatillewith
them. P20’s accountant and lawyer had been with him for 30 years. P11 also had long
standing relationships with his accountant and lawyer that endured for over 253yésrs.
lawyer and accountant had been with her for 23 years and her internal advigoatsae
long term. Each of these CEOs indicated that as they grew and their cognganyheir
advisors did so as well and kept pace with them. P17 offered the following insights to the
changes in how he sought advice throughout his career.
I'm sure it has. I'm not sure | can pin down exactly how. You know, | think as you
-- as anybody gets older and more mature, you're a little less headstrbag
little more willing to listen. You, you know, had enough failures to realize that

you're not always going to be right. And ah, | mean, I think in my case, you know,
the [company] experience was really so formative and then we had such a great
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collaboration among the people there, and that has really influenced me in, you
know, in seeking advice for my other companies and -- and seeking advice from
people working on the line as well as people who are more, you know, distant
advisors.
Most of the study participants indicated that as they matured, they were riioig twi
seek advice.

Longer term relationships were found with other CEOs including P14 whose
lawyer, who was also a friend, advised him for 15 years. In addition, P7 had long term
relationships with individuals both within his company and external to it. His shortes
trusted advisor relationship was with a consultant who he had known for approximately
one year. P8’s relationships with her advisors, her husband, the Board of Directors, and
industry peers were long term. P2’s relationship with his trusted advisor had eratured f
21 years. P5’s advisory relationships also stood the test of time. The faetdtadnships
that were identified as trusted advisor relationships, by their natureaigertong term.

One individual mentioned that after 26 years of being a CEO the process of
making decisions was relatively quick. He knew the process that he needdoviptiad
done it before, and often knew what the outcome would be. He noted that his long term
trusted advisors knew what advice he needed, the format that he wanted it in, and
prepared it accordingly. Another CEO mentioned that her external advisors, having
gotten to know each other over 20 years, worked together as a team to providardvice
guidance.

The propensity of these relationships to be longer term appeared to support Barry

and Crant’s (2000) application of social penetration theory. This theory stated that
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connection between individuals grows, relationships evolve from superficialgerdee
levels. They stated that
over time, interactants move from tentative, exploratory forms of commiamca
through stages where individuals exercise less caution, reveal more pgrsonali
become more friendly and casual, and eventually come to predict and interpret
each other’s behavior rapidly and accurately, with sensitivity to nuancey @ar
Crant, 2000, p. 651)
This was found with the CEOs who participated in this study.
Relationships tended to be of shorter duration with members of Advisory or
hybrid boards. Both P13 and P15 recruited individuals with whom they did not have a
previously existing relationship to be Board members. P19’s Advisory Board maid a li
of two, 3 year terms which also assumed a shorter relationship. P15’s Advisody Boa
relationships also had a finite end when the company was sold. When another company
was formed in another industry, a new Board comprised of new people was formed. P15
mentioned that only once had one person transitioned from one Board to another. No
information was gathered about individuals on publicly traded company boards.
P11 offered insights on changes in the business environment and why trusted
advisors were important. “There are more rules, regulations, litigation armedbme a
very complicated world and, so you need pieces of information to make decisions on
now. You just can’t know enough on your own.” This statement made the case fat truste
advisors who brought information, expertise, knowledge, and experience to the situation.
While the advice that P11 sought changed, it is noted that his advisors did not. P5
indicated that her advisors had changed, as well as the reasons for sdekieg a

Initially, when she started her career, she focused on more simple thihgsssuc

managing cash flow, keeping the doors open, and finding enough business. Later on in
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her career the focus changed to growing the business, being fair and equitable t
employees, competing for employees with other businesses: “So it's anahgéeof
different things nowadays.”

There were also some CEOs whose process for seeking advice and advisors did
not change much. P14 indicated that he had found the two key advisors early on in his
career and they were still his advisors. “I networked pretty heavily witlkitotal CEO
community and/or venture community. So, um, I think I -- | had always the people
around me and/or access to the people that | needed advice from.” P2 offered his
thoughts on his personal career evolution.

| would say that I've grown from, of course coming out of university. The day you

come out of university you know everything there is in the world. And you

quickly get cut down at the knees for the next 10 years, and you realize you know

absolutely nothing. And from that point on you start to develop not necessarily

intellectually but how you, what I'll call, relationshiply [sic], you know, teki

little bits of everything. What you know technically, what you know emotionally,

what you know of the business environment, what you know of the people you're

dealing with and pulling all that together and making something happen. You get,
so the other thing is your spider senses just get better. It's just like you see
enough picture shows, you go, “Okay, this looks just like this.”
Increased maturity and sophistication seemed to change this CEO’s perspfective
himself and his abilities.

P6 discussed changes related to the business and his role in it. He observed that in
his 20’s and 30’s he was talking to others about expansion of the company. At the time of
the interview, in his late 50’s, he was starting to talk about retirement lzeve the
business would go when he was no longer alive. “So, you know, very much the advice

has changed from “how to expand this thing,” to “where | want to get it to, to what do we

do with it when we're gone.”™ P1 also offered a viewpoint on the aging process and how
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that related to seeking advice. She shared her experience of aging ahthatdtgou
trust less and less and less people, and you're less and less risk orientdtatisantdre
I am. | don't want to make decisions anymore. I'm done. And the decisions that I'm
making are very safe.” She noted that as a young entrepreneur she took a lot of risks,
believing that she had nothing to lose. At this point, nearing 60, she had more to lose and
was no longer prepared to take the same risks as when she first started the company
P10’s company was in acquisition mode at the time of the interview. When asked
if he needed to increase the number of trusted advisors that he had because his company
was growing larger, P10 responded: “I'm not finding myself needing more tharnvere ha
You don’t need a ton, you just need those who you a). trust, and b). know something you
can draw on.” It appeared that knowing who knows what and how that information and
knowledge could be leveraged is critical. For P10, the advisory relationship was more
about knowing the right people and leveraging their knowledge rather thaasing ¢he

number of advisors.

Dissolution of Trusted Advisor Relationships

It was noted by some CEOs, that at some point in time, the trusted advisor
relationship with the CEO no longer had value. This, then, would lead to the dissolution
of the relationship. P18’s experience was that trusted advisor relationshqas!yygid
not last for the long term. She described her experience when she discovehed that
trusted advisor wasn'’t serving her well.

| think when it comes to when all of a sudden you look and you realize they've got

their ...they're working for you, but they're not working with you, and that you
realize that they're not holding the same-- well, they're working for you butethe
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not working with you, they're working their own agenda. They're working what'’s

in the betterment for themselves, not what's in the betterment for the company. |

mean, that's what you're utilizing them for. Or in some cases you're ndjliar
yourself too, but they're not working in that best interest anymore. And it's kind of

-- it's always sad when that happens, when all of a sudden you look and you

realize, no, this is -- this is -- this isn't-- they're not working with yourenre.

They're -- they have their own thing. So it's kind of sad because you know the

relationship has to change.

As P12 mentioned, it sometimes took awhile and repeated attempts to shore up the
relationship before there was the realization by the CEO that the retégpioves no
longer working and needed to be terminated.

The relationships might be intentionally dissolved or dissolved naturally because
the advisor was no longer able to withstand the intensity of the relationship. @ne CE
remarked that the industry that he was in was very connected. Individualsioaated
using Blackberrys and there was always a lot of communication going on. ldd bisar
experiences with some of his friends who no longer were advisors.

I've had a couple [of trusted advisors] that are still good friends. Don’t get me

wrong, but they’re not in this circle any longer because they just couldn’t for

whatever reason, they couldn’t bear the pressure over time. I'm not saying it
couldn’t happen to anybody, but it's that pressure, that constant mill, for years,

especially when you're fighting for every foothold. It's tough on people lagy t

get worn out.

Another CEO mentioned that the relationship was intense and that a number of people
had served as trusted advisors for several years could not handle the intensity and no
longer served him in that role.

P4 mentioned that sometimes the trusted advisor would “cross the line” and the

CEO no longer trusted that individual. She shared her experience when this happened to

her.
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So even when you're talking to your lawyers and accountants, you are not going to
fire them for no reason. You trust them. You confide in them. You're having an
issue with them, but what you have to be able to do is you have to be absolutely
forthright and honest with them and expect that back. When you don't get it back,
they are no longer your trusted advisor. Okay. The moment they cross that line,
they are no longer your trusted advisor. And | have removed people from my
world for that, and | have questioned them, “Why did you cross that line?” And

they justified it somehow. That's enough for me to, you know, kiss of death, I'm
gone.

P6 mentioned that the challenge of long term relationships was the risk that CEeOs we
unable to see trusted advisors with objectivity and became blind to their fanitevét,
he did not offer a way to prevent this.

These findings were consistent with those found by Miles and Creed (1995) who
stated that trusted relationships develop, build, stabilize, decline, and may eparea
As relationships ebbed and flowed, the level of trust seemed to also followtthis pa
When a trusted advisor relationship was terminated, depending on the reason for
termination of that relationship, the trusted advisor, in some cases, stilhezhzafriend
or acquaintance of the CEO, as mentioned by P10. In the case of other CEOs, once the

trusted advisor relationship ended, the relationship in its entirety ended.

How CEOs Seek Out and Use Advice to Assist in Their Decision Making

CEOs utilized and leveraged their trusted advisors in many roles. In order to
understand how CEOs did this, it was important to understand how they selected their
trusted advisors, how CEOs made decisions, and factors that they considered in taking
and using advice. Additionally, it was informative to know how CEOs reacted and what
they did when they received poor advice. Often CEOs received unrequested or

unsolicited advice from their advisors and how this was perceived by CEOs provided
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additional information about the CEO decision making process. Each will be discussed in

the following section.

Selection of Advisors

Early on in a number of CEOs’ careers, they freely acknowledged that trely di
know who to call for advice. They knew they needed it, but were unsure of where to get
it. In some cases, the CEO knew that he or she needed advice, but did not know what
questions to ask or where to focus. Some did not want to be seen as weak or vulnerable,
therefore hesitated to request advice. Others noted that they had an dsitwagst “I
can do this on my own” and felt they had “something to prove.” This also prevented them
from seeking advice. As was mentioned by P11, this attitude caused him problems at the
start of his career. As a result, he learned that he should seek out advice.

While many CEOs early in their careers sought out advisors, it was noif clea
there was a well thought-out process or an attitude of “this person is avasgbteach
to the engagement of advisors. It was clear that many CEOs when thendiaged
professional advisors did not realize that they would become stronger “foefiddser
than friend” relationships. Therefore, “selection” in a rigorous interjpoetaf the word
may not be accurate.

Family members were not selected per se, however, in the context of the: truste
advisor relationship the choice was made by the CEO to engage a famibenesra
trusted advisor. It was informative that many CEOs indicated that fareitylrars were

trusted advisors, however, there were many others that did not consider famiherae
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to be trusted advisors. The familial relationship had its challenges as previotesly
Trusted advisor relationships with family members were indentified andleintense.

Friends were selected in a sense, however, as with family members n@GE@s
choice as to the depth of the relationship that they desired with these individiesds Fr
were chosen for trusted advisor relationships, but it was in their dissolutioa wher
problems arose. In some cases, the CEOs remained friends with their fovmsersa in
other cases they did not. This dynamic made the selection of advisors who arete fri
more fraught with risk.

P12 and P15 were the only CEOs who specifically discussed the selectiogsproce
for their Boards. P15’s main criteria were for potential Board membdrs interested in
him and his business and to be knowledgeable about the industry. He noted that
sometimes there was a tradeoff between knowledge and expertise andgnnesie
company: “the person that’'s on my advisory board has so much knowledge of what |
need, his 50 grand investment is not as important. In other words, | could get a lesser guy
who might put 50 in....” P12 mentioned that he needed to bring both a geographical and
skill set balance to his board. Geographic balance included selecting people who
represented regions across Canada and skill set balance involved finding indivitmals w
had skill sets and expertise outside of the industry and in non-related types ¢f.mles
medical doctor, communications expert). P16, in selecting advisors, indicatetehat
specifically recruited women who were more successful than her.dgaag success
was a quality that many CEOs sought in advisors.

While this avenue was not explored to any great extent with most of the CEOs

interviewed, it can be postulated that the qualities that they expectedi tagstisors to
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possess were all important in the selection process. Many CEOs acknowtletgedit
trusted advisors had qualities that were similar to theirs, but that therala®re
differences. The differences seemed to center on motivation, desire, anib dréve
successful. CEOs believed that they had much stronger drives in thesthanghgir

advisors.

Decision Making Processes

Larger companies had formal decision making processes in placddhagdal
little flexibility for the CEO to change direction or make spontaneousibes.

Individuals consulted with their leadership or management teams and followed a
prescribed process. The CEOs who ran large Canadian subsidiaries indicateal that
overall strategy for the company came from the U.S. parent and that the coontrad
some flexibility in its implementation. These individuals noted that, as tberkeaf a
Canadian subsidiary, they participated in strategic planning sessions helgaattite
headquarters, and were expected to lead the creation of the tactical planshiontieei
countries and provide support to their teams to implement the plans.

Another CEO of a large company shared his “three option” decision making
process. This involved presenting, investigating, and reviewing three options fpr ever
major decision that was made. The three option approach provided him with different
perspectives and viewpoints, as well as the ability to consider contradictarsy Vihen
he was hard pressed to find three options, he applied increased rigor and discipline to

ensure that he had the requisite three options. He indicated that he used thisoptbcess
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in his professional and personal life and found it very useful. When his direct reports
came to him requesting assistance, he requested that they use the sasse proce

All of the large company CEOs indicated that they had a structured process t
make decisions and it was rare that the process was not followed. The process usually
involved consulting with members of the management and leadership team before
making a decision and documenting actions. When decisions were needed to be made
quickly, presumably, based on the comments about advisor availability, these individuals
were contacted by phone and either asked to come in to the office for a meeting, or
consulted directly in the phone conversation.

In smaller companies, privately owned by the CEO and/or his family or closely
held, the CEO had much greater flexibility to make decisions. However stileveas a
process that included consultation with management or leadership team merdbers a
trusted advisors. In some cases, the CEO expressed a desire to make dpaibns
and admitted that he or she did not always consult with others prior to making the
decision.

CEOs, when questioned about situations where they should have sought advice
but did not do so, conceded that there were often times that this had occurred.
Entrepreneurial CEOs remarked that often they needed to make decisionshmsfdracdt
all the information required so as not to lose first mover advantage. In this casmndeci
making often involved consultation with a few people and then a decision quickly
implemented. They talked about the inherent risk in an entrepreneurial CEOidllife a
that this was something that one needed to become comfortable with. In anothéecase, t

CEO “...is very impatient” and would “avoid advice” because “she doesn’'t wantito hea
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it.” The reason for doing this is that she already knew that the individual or indszidua
that she planned to consult would not agree with her approach. Other timesnthis sa
CEO would not receive the information that she was looking for and “won’t go and seek
it out and I'll do it my way anyway” and “it’ll get done quicker. And there’s &60/

chance it will work.” She noted that she would not take this kind of approach for a
complex and important issue, but for smaller, less risky issues this wasvbiie she

did.

P11 indicated that he used this same approach early in his career and the one thing
that he learned from it is that he should seek out advice and not rely on his own views.
P14 also admitted that he sometimes did not seek out advice. Reasons for doing so
included not wanting to stop what he was doing to make a considered decision. He
discussed the dilemma of knowing that he needed to take time to seek out advice, but that
in doing so his company would lose ground to the competition. He also mentioned the
role of ego in decision making, as did other CEOs, where there was a belief thaGthe CE
should not have to seek out assistance for decision making purposes.

Many CEOs expressed great awareness of their own internal decisiorgmaki
processes. However, others when questioned about their process, needed time to give it
thought because it was so well established and ingrained that they did it azdthynat
For entrepreneurial CEOs, this was a part of their evolution as they gaperiteace and
maturity.

Some CEOs walked themselves through an advisory process without input from
anyone, implementing techniques that they learned by reading, attendiesspoél

development events, or from experience. This could be considered as “self-meéntoring
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as coined by P1, or self-advising. Six CEOs mentioned a form of this process. Many
CEOs were voracious readers and this formed an important part of their indormat
collection process. They read business books, trade publications, biographies,
autobiographies, and academic journals. P15 mentioned the importance of conducting
research on the industry and the need to spend a great deal of time in reseatiels activi
that included networking at industry events and reading industry trade magazires. Ot
mentioned that it was important to learn from individuals who were successfuCEIDe
stated:
Again, to study those that have been successful as opposed to studying those that
weren't seems to make a lot more sense to me. And we put a lot of that same
business principles into the business at that the point. Let's not study why we
failed; let's study why we succeed.
P2 and P3 also mentioned that they read a number of publications in order to learn from

them. Often, what they learned from these publications informed their decision making

process or other business aspects related to leadership and management.

Factors in Taking Advice

CEOs were asked to identify the factors that affected their propemsitpher
take advice or discount it. While there was little consistency in the responses to thi
question, themes emerged throughout the course of the interviews that contributed to the
learning related to this aspect of the CEO-trusted advisor relationship. Théheraes
about taking advice included characteristics of the advisor and the CEO, tiomsbiat

and experience with each other, situational factors, process dimensions(ise CE
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direction and agreement of advice with that predetermined direction, and gut feel or
instinct.

Characteristics of the advisor and characteristics of the CEO were ceddiole
be factors that impacted the propensity to take advice. Advisor charactdarstuded
listening skills, competency, integrity, the individual’'s background, experkiperience,
and the relevancy of the individual’s skill set to the advice given. This ovesstent
with Goldsmith and Fitch’s (1997) findings that advice was perceived to be more helpful
and less intrusive if it was offered by an expert advisor. Characten$tite CEO that
impacted advice taking included the level of experience of the CEO, the C&®'’s c
beliefs, similar decisions that the CEO had made in the past, and what els@pasiya
in the CEO'’s life at that time.

The CEO-trusted advisor relationship and their experience with each other was
also considered a factor. Elements of this included how well the advisor knew the CEO
and his or her skill set, past history of experiences with the advisor, and strathgth a
length of relationship. This is consistent with previous research that found thatdasus
built up incrementally over time and was reinforced by previous positive erpes
with the individual and previous trusting behavior (Lewicki & Bunker, 1996; Lewicki &
Wiethoff, 2000; McAllister, 1995; Zand, 1972). One CEO mentioned that the length of
the relationship predisposed the advisor to know what would be required of him or her
and also how to approach the CEO with advice. Perceived motivation of the advisor and
who would benefit was also considered important. Advice or input that was perceived to
benefit the advisor and not the CEO was suspect and often discounted. This, in some

cases, led to the dissolution of the relationship.
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Advice taking was considered to be situational with factual expertise, &dgevl
of the full picture, the advisor’s familiarity with the facts, and thertgrof advice being
factored into the decision making equation. Process elements included requihiag fur
information; needing a back and forth dialogue to flesh out both the situation and the
advice given; and taking time to understand the context. Complexity of theoddoisie
made was also considered important in the decision making process. CEOsdrttetate
they made hundreds of decisions per day and often did not consult with anyone about
those decisions. It is areas that were more difficult, more controversiahaed
complex where advisors’ input played a significant role.

The CEOQO'’s direction and agreement with advice provided was another dimension
that was identified. AlImost all CEOs indicated that they already ha@etidm in mind
when they sought advice. The primary purpose of seeking advice was to validate or
confirm that direction. This is known as confirmation bias. Previous research found that
when people sought information they often favored previously held conclusions,, beliefs
or expectations, which led them to seek information that supported their choices rathe
than seek information that contradicted those choices (Jonas & Frey, 2003) difitee a
provided by the advisor did not agree with the CEQO'’s view, the advisor was challenged t
rationalize the advice. One CEO remarked that if there were two or threesdbiat did
not confirm the course of action that he was about to take, he would need to investigate
more.

Research has shown that consideration of conflicting information incréeesed t
quality of an individual’s judgments (Koriat, Lichtenstein, & Fischhoff, 1980; Kay

Galinsky, 2003). It was noted that some CEOs required two or three people tealisagr
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before they would take action to investigate further. This type of action supporte

previous research findings that decision makers tended to overweight their opinion in
relation to that of their advisor (Gardner & Berry, 1995; Harvey & Fisdf97; Yaniv

& Kleinberger, 2000). In some cases, CEOs acknowledged that the decision vea®their
make and made decisions contrary to the advice of their advisors. They did so knowingly
and willingly, knowing the facts as they were presented.

Some CEOs mentioned that while they appreciated the input of their advisors, that
it took quite a lot of dissension to dissuade them from their chosen course of action. This
seemed to corroborate previous research that found that decision makers om\ashifte
“token amount” (20 -30%) toward their advisor’s initial estimate (Harveystlter,

1997; Soll and Larrick, 1999). It also supported Bonaccio and Dalal’'s (2006) research
that found that decision-makers did not follow their advisor’s advice as often as they
should have to have benefited from the advice. When specifically asked if she sought out
contradictory viewpoints, one CEO indicated that she did not “and then it always
surprises me when people disagree with me.” Some CEOs acknowledged thatithey ha
changed their course of action significantly after receiving advice arsidaving the

options, however, this was the exception rather than the rule.

The strongest theme that emerged was related to gut feel, instinct, @mmenmot
this section of the interview, only one CEO mentioned that gut feel was a factor in
considering advice, however, throughout the discussions with CEOs this was mentioned
by almost all participants. Gut feel was characterized a number of wagstijtions of
this phenomena, focused on physical manifestations on the feeling experienced and

included “that little voice in my head,” “little knot in my stomach,” “spider sg¢hs
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“something doesn't feel right at the core,” “it’s inside. It's how you,fesid may

include “feeling disappointed.” Instinct or gut feel can not be scientifisalbgtantiated,

but all CEOs who mentioned the concept believed that it was important to pay attention

to it. Some CEOs described it as being emotional, whereas others believed/#sad i

combination of experience and practice; the logical side, and emotions, the $edding

working in concert with each other. Others saw it as the subconscious and conscious

mind coming together. P14 provided an interesting perspective on this which combined

the concept of “wisdom of the ages” or cellular wisdom, and practice, which could be

considered experience.
About trusting your instincts...well, you know, ultimately the human experience
over a lifetime is what we call instinct. The way that we react to someititng
either based on some DNA fear from the dinosaur that ate my, thousands of
generations back, grand somebody, right, or he's seen somebody as being eaten
from [sic] a snake or -- right? Or it's everything that | learned togdima or
experiences that | have by making the wrong decisions, that's instinct. So, |
personally use all the information that's available and then either completel
throw it away, or kind of add it to what my instinct is saying that one should do,
and most of the times, the decisions were correct, going back and analyzing,
which | think is really what differentiates great leaders from bnilleople that
have studied all the material, but the instinct is not in them yet. It's in a kay, i
you know, phenomenal musicians have to be bold with the talent that they have at
birth and a tremendous amount of practice to become better and better and
better...And wise sayings from my childhood or from literature are basically a
distillation of thousands of years of experience into one single phrase that
describes a multitude of problems.

The key message from CEOs related to gut feel or instinct was “ignore aivwyouisk.”
Every CEO that mentioned gut feel or instinct spoke about how important it was

to pay attention to it and that it was often the determining factor in taking amvice

pursuing a course of action. This finding tended to support Bonaccio and Dalal's (2006)

conclusion, after surveying 20 years of literature on advice taking and deceskamgm
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that many people did not take the advice that was offered to them. CEOs mayramtma
have considered the advice that was offered and there were many factoydlatpla

impacted whether or not it would be used.

Perception of Poor Advice
CEOs were asked if they had ever received poor advice from an advisor, what
they did with that advice, and what they learned from the situation. Many CEOs could
think of a time when he or she had received poor advice, but some could not. They
acknowledged that they had received it, but could not recall a specific instance. The
overwhelming consensus is that CEOs were responsible and accountable for making
decisions, and in most cases, did not blame the advisor when they received poor advice.
P19, relating the story of her experience, accepted blame by noting: “®hame
me for not understanding that difference.” P10 noted that he was always respansible f
his decisions, and P14 talked about the difference between the CEO role and ather role
in the company: “But ultimately, right, and this where the difference betwe&®aa@d
VP really is, there’s nobody else to blame.” P7 also shared his view on poor advice:
“Well, I've had poor advice given me. But, it's my fault if | follow @nd generally
speaking, generally, my decisions are my decisions.” P5 also acknowledg&ietihaid
made judgment mistakes, but acknowledged culpability: “I mean there are pidgme
mistakes that | have made, but | take responsibility for mistakes fityaH8 shared that
one should not focus on these types of situations.

And you don't hold their advice or -- if they -- and in the event that they did,
which | never felt they ever did because | was still ultimately resplengut
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gave you some advice that wasn't maybe the best, that you're stiflitalyim
responsible for it.

This statement may be an indicator of why some CEOs were unable to providessxampl

of instances where they had accepted poor advice; the need to learn from tioa situh

move on. Contrary to what would be the expectation, some CEOs mentioned that they did
not learn from having accepted poor advice, and if the situation presented aself ag

might have done the same thing.

P12 shared his experience of making a poor decision and how he handled it.

| remember | had one of those people, no longer here, who | listened to on some

product initiatives, and once he missed extraordinarily badly, and he did the same

a second time, and against my best judgment because | trusted (softer woice) hi

and wanted him to, well | gave him the benefit of the doubt despite, you know, |

chose him because of...you know, bad decisions so the guy taking the knock is

me, because | made the bad decision and | admitted that | made a bad decision and

parted ways with this chap and ‘cause we’re not playing baseball. (Laughter)
In this instance, it appeared that the CEO, because he had hired the individual flt a nee
to give him a “second chance” to prove that he had hired the right person. Ultimately, he
was proven wrong, as the individual provided poor counsel once again, at which time the
CEO chose to terminate his employment.

P16 described a situation where she trusted an individual to sign a contract on her
behalf because she was travelling and did not have access to the technologytto print i
She discussed the changes that were required to the contract, the individual assured her
that they were included, and she asked the individual to sign the contract. Upon her retur

to her home city, she found that the contract did not include the items that she wanted

included. Her reaction was to then require that all documents requiring a sgoatur
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reviewed and signed by her. She shared how the experience impacted her detions af
that experience.
Well, for a while, | became very distrustful of anybody, and then | realnzgd t
was -- it was backing me into a very old pattern that | recognized and kagw w
dysfunctional, and it was --moved me into being -- moved me in from being the
CEO, chief executive officer, to the COE, the chief of everything, and that is --
that is not just destructive, but it's a fatal -- it's a fatal pattern. Aloid 4t
immediately took me into a distrustful place.
In this instance, the individual did not provide poor advice, but communicated that she
had taken action that she had not. The CEO provided this example as one of poor advice
and perhaps saw it as such. The insights from this example are in how P16 reacted and
then learned from the situation.
Most CEOs indicated that receiving poor advice was a part of being a @eQ. T
had either learned from the situation or had accepted it and moved on. One CEO, after

receiving poor advice on a major decision, expressed bitterness with the hdvsieet

had acted on. Others seemed to take poor advice in stride and did not focus on it.

Perception of Unsolicited Advice

At some point, even CEOs received unsolicited advice. Findings on unsolicited
advice were mixed. Some CEOs reported that they often received unsolicitesl autVic
others reported that they rarely received it. The receptivity to unsoliciteceadaied
greatly. One major factor was the source of the advice. In general, G&@seadily
accepted advice from their trusted advisors than from others. Some viewed udsolicite
advice from their advisors to be part of the advisor’s role; others did not. One CEO, who

looked favourably on unsolicited advice, observed that if the appropriate environment
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was created to receive it, one would. He mentioned that, with the advent of email,
receiving advice and information was creative and often blunt. It was highat\wlunt,
face—to-face advice might be somewhat hard to take, but that, for him, it ofteh raise
other questions or prompted a valuable discussion.

Others saw receiving advice, input, or information from his or her advisor as
something that was delivered only upon the request of the CEO. Another CEO believed
that unsolicited advice from any source was opinion and immediately discountelat. If t
source of the advice was not known to the CEO, or the motivation for providing advice
was not understood, there was a tendency to discount it without consideration.

Two CEOs viewed unsolicited advice as an opportunity for an individual to sell a
product or service, which was not positively received. Other CEOs saw unsolicited
advice as yet another piece of information that they could do with what they cliiese. O
it prompted a new direction or course of action. In other cases, the individual was thanked
for it, and it was discarded. In general, however, unsolicited advice from indivithadl
the CEO did not know, was looked on unfavourably.

The presentation of unsolicited advice seemed to be a factor on how well it was
received. One female CEO mentioned that she did not like “things being pushed down
my throat” and that she liked to be invited to take the advice. Phrases such astHiste
is free advice so do with it what you will” or “you may consider its worth g #uat,
nothing” or “I can't suggest | know your circumstance, but it sounds similarstartdi
here's....” increased her receptivity to it. These phrases provided an acknovdatigem
that she had the ability to take the advice or reject it. Other CEOs prdfetredr the

“unvarnished truth” and were less concerned with how that truth was presented.
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Gibbons, Sniezek, and Dalal (2003) found that decision makers who asked for
advice were more likely to follow it as compared to decision makers who recelvied a
without asking for it. This study’s findings corroborated their findings in tkEd€are
less likely to take advice when it was not requested. Indeed, even consideratioicef
given, let alone accepting it, was not acceptable to many of the CEOs that wer

interviewed.

How CEOs Describe Their Relationships with Their Trusted Advisors
In describing their relationships with trusted advisors, CEOs talked abaut thei
challenges and their need for good advice and the intimacy of their trusted advisor
relationships. They also provided input on whether or not they believed that the
relationships that they have with trusted advisors were unique. In the followtionse

the findings related to each of these themes are discussed.

CEO Challenges and the Need for Trusted Advisors
A number of CEOs discussed the reasons for why they needed trusted advisors. A
number of individuals mentioned that they could not confide in people in the company.
As a result, it was “lonely at the top.” Another CEO mentioned feeling lonehait she
relied on trusted advisors within her company to assist with small issues andhspncer
but that she did not have any trusted advisors to assist her with the more important issues
and challenges that she needed to deal with. One entrepreneurial CEO observigldl that w
a startup company, many of the employees did not have the maturity to playd truste

advisor role, therefore increasing the loneliness. This experienceongistent with the
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observations made by Cooper and Quick (2003), Mitchell (2008), and Wasylyshyn
(2005), that CEOs at the top of their organizations, making critical decisioryscaye
increasingly found themselves feeling isolated. External advisors brougigéeence,
maturity, and third party perspective to counter balance the lack of this in themgompa

CEO loneliness extended to the fact that the CEO is the key decision maker and
that anyone and everyone can provide advice, facts, and information, but ultimately th
decision making can not be delegated. The trusted advisor can not make the decisions for
the CEO. The trusted advisor can, however, ensure that the CEO is as prepared as
possible to make the decision, but the decision is the CEO'’s.

P6 mentioned the loneliness factor with respect to meeting with other CEOs. He
indicated that he was not a proponent of sharing information with other CEOs, either
within one’s own industry or within other industries. His statement was “théy last
people | would share that information with.” Probing more deeply, he mentioned self
interest, posturing, and positioning as reasons why he did not want to convhretheit
CEOs. For the challenge of not wanting to meet with other CEOs, having advisors in
different roles worked for P6. His trusted advisors were his wife, Vicederaof
Finance, and his lawyer, all of whom had long standing relationships with him.

P9 also mentioned the loneliness factor and related it to the confidential
information that a CEO must hold private. He provided an example where he knew that
the company was going to sell a division and that he could not let anyone know that this
was going to happen. He described the challenge of “trying to wave the flagyadne
know [expletive deleted] that the likelihood of survival isn’'t very good.” He merdione

how “tough” this was on him. The role of the trusted advisor in this instance was to
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provide support, although the individual was not privy to all of the information related to
the situation. P19 concurred with P9 that CEOs kept a lot to themselves. She noted that
this was because “everybody else is relying on you so much, you tend tdhearry t
burden.” Having a confidante, who would not divulge confidential information, was often
the role of the trusted advisor in this situation.

“Making difficult decisions is lonely,” lamented one female CEO. €hsra
tendency for people, including CEOs, to want to be seen as benevolent and caring, and
making tough decisions that impact people’s lives could destroy that imagedlrus
advisors provided support to CEOs for making difficult decisions and provided
information that made the process easier. The reality was that CE@® &ey decision
makers for their companies and difficult decisions come with the territory.

Some CEOs mentioned their desire to connect with other CEOs in the same or
different industries to share information and support each other. They noted that, due to
their busy schedules, it was difficult to find the time to do so. P2 observed that time
management was a key to being able to have these types of conversations. Wéen he m
with CEOs, it was informally over lunch.

Utilizing internal advisors also helped with the challenge of time. These
individuals were already located within the company and had proximity to tBe CE
However, the level of risk increased depending upon the nature of the discussion.

Another CEO mentioned that what he thought made long term CEOSs’ jobs
difficult was that “they are stuck in a rut” and they were accustomed to donystthe
way that they have done them for 25 years. This was in opposition to the opinion

expressed by another study participant who opined that CEOs’ jobs wereltdiffic
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because industry and society changed so rapidly that it was difficult to keep tg. The
appeared to be a dichotomy and tension between too little change and too much change.
These views could be related to the industry in which the CEO was working. Some
industries, including the high technology industry, tend to be more progressive and
changes occur more rapidly than in others. P2 mentioned another challenge which was
getting caught up in the old solutions and not looking beyond them to see things
differently. In each case, the advisor could help the CEO look for new and improved
ways of doing things to address the issues that he or she faces.

Growth and expansion of the company was seen as another CEO challenge. Often
the individual that founded the company was not the appropriate or best person to lead it
through significant growth. P15 faced this situation when his startup company gsew ver
quickly and he was not well equipped to handle the chief executive role. He redognize
that he was not happy or comfortable in the role and that it did not suit his skill set. He
observed that one of the best pieces of advice that he received from a Board masnber w
that he did not have to be the CEO of the company. The Board member advised him that
he could focus on what he did well and should hire someone else to run the company for
him. The CEO listened to this counsel and transitioned the CEO role to someone else.
The Board member also encouraged him to start thinking about his “encore,” which
turned out to be the formation of another company. P2 mentioned that there were
tremendous challenges in leading the company when it got larger. He remarKgduhat
open yourself up for a kick in the shins sometimes unless you get completeapolicy
process in place.” He mentioned the importance of putting these in place while still

allowing “ideas and free thinking to exist.”
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P9 also mentioned the propensity for CEOs to have large egos and stated that he
thought that was why they sometimes failed. P3 concurred and added thatrifssneti
ego gets in the way of what we should be looking at.” It is a dilemma when one needs to
have confidence and a strong ego to survive as a CEO, but that ego also gets in the way
when it is time to make decisions. The need to buffer the ego in order to be successful
was seen as a challenge. This is where “telling the truth, no matter hbw iseto
accept” was a key role for the trusted advisor and many CEOs expeatutsieid t

advisors to play this role.

Intimacy of Trusted Advisor Relationships

There appeared to be varying levels of intimacy in CEO - trusted advisor
relationships. Some CEOs shared that their relationships with their trustedradvere
very intimate and transcended even best friend relationships. In these ca3ssMdE
trusted advisors had shared interests outside of work, spent time togetherafuiside
or socialized together. Others observed that while there was a high demrtamacy,
the relationship existed primarily only at the workplace during work hours aredvias
no socialization outside of the work setting. The attitude in this case was drspehd
10 to 12 hours a day with this person every day. Why would | want to spend more time
with him?” One CEO remarked that his relationships with his trusted advisoryevgre
close, but that they were also at arm’s length. His experience was notwherefthe
relationships transcended friendship. In other cases, usually in referenembeers of
Advisory and hybrid boards, the relationships were not intimate at all and werendeed a

subject matter expertise based.
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In many cases, CEOs mentioned that what started out as professional advisory
relationships transitioned to “friend” or “more than friend” relationships. One CEO
related that as an entrepreneur she spent many hours working together withdoes advi
and that when so much time is spent together “your trusted advisor is somebody who
actually knows even parts of your personal life that your girlfriends would .kdow
know, it's that tight, because they have to know what impacts their careers, their
decisions.” Another study participant positioned it that one spends more time wéh thes
individuals than their close family and that “you get to know them pretty well” ey “t
get to know, and vice versa, a side of the personality that you don’t take home.
(Laughter). If you did, you probably wouldn’t be having a home (Laughter).” P6 furthe
offered views on the uniqueness of the relationship:

There's a level of intimacy with trusted advisors that you...| don't wamlytd’'s

impossible to survive, but there's a level of intimacy with these people that is

unique, and it takes a lot of time for it to develop and it would take a catastrophe
to destroy.

The level of intimacy described by many CEOs supported McAllister’'s (1995)
observation that emotion became a part of the relationship as frequent, longer-term
interactions lead to attachments based on reciprocal interpersonal concemeand ca
Rempel et al. (1985) observed that individuals expressed care and concern about the
welfare of their partners and believed in the intrinsic virtue of such relatpmghwas
mentioned by two female CEOs that they cared about their trusted advisorsotdaty
that they were responsible for their well being, and therefore, were mdticadé@sure

that their company was successful. This type of trust requires emotional ineolvent

investment, is more enduring and generalizable over situations than cogniéontias
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(Lewicki & Bunker, 1996; Lewis & Weigert, 1985). Rousseau et al. (1998), noted that
repeated interactions can create expanded resources including shared cotegransta
information.

P3 indicated that the relationship went beyond friendship: “It's even a litfleema
beyond, you know, a best friend level because you can have best friends that you would
still never talk to about, “Oh | got this employee at work, right.” P3, sharing his
experience with his CEO Forum Group, mentioned that this level of intimacy ceald al
be achieved within a CEO advisory group.

If you want to talk about divorce, you want to talk about kids, you want to talk

about trips, whatever, it may be marital issues, it's all open on the table. And,

again, that's stuff that you may have a best friend and you might share a lot of
those with on a surface level or even a little bit deeper, but within the forum
group, it's, you know, you're digging right down to the bottom in a lot of cases. So
it's, you know, a fantastic outlet for all of us, | believe, to get out and explore

feelings, which is something you're not supposed to have as a CEO. (Laughter).
No, kidding. But to, you know, get into a much deeper level.

Furthermore, he noted that forum group conversations were confidential andtleathe
had to worry about anything going back home with any of the participants.

P5 offered that she did not reach a deep level of personal privacy with many
people and that it was easier to reach the depth of relationship that a trusted advi
relationship required with females rather than males. All of her trudiesioa
relationships were with females except for her husband. She indicated, as did tnest of
other CEOs who identified their spouse as a trusted advisor, that this was the closes
relationship.

The level of intimacy of the relationship was also increased by the expsestati
that CEOs had of their advisors. Four CEOs shared their key expectation of trersadvi

which was being available on demand 24/7. One CEO noted that while this was the
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expectation, he was respectful and did not call his advisors for a “frivolous reason,”
“on Sunday afternoon a.beautiful afternoon to get in the office at 3:0.just talk, it's
never like that.” Being on call 24 hours per day, 7 days per week would be stressful for
most individuals and would increase the intensity, as well as the intimacy of the
relationship.

There was a downside to that level of intimacy. One CEO mentioned that
“blinders that go on” and that the CEO can become highly tolerant of his or her trusted
advisors. He noted that the advisors were defended in any situation and “you have to
hope that doesn't make you myopic, make you blind, make you shortsighted.” P6 also

mentioned that “...it would take a catastrophe to destroy it [the relationship].”

Unigueness of the CEO-Trusted Advisor Relationship

CEOs, when asked if they thought their relationships with trusted advisors were
unique, provided a wide range of responses. Some individuals believed that they were
unique; others believed that all CEOs have trusted advisors, and four CEOs believed that
they were not unique in having trusted advisors. P18 thought that she was unique because
of the family connections in her trusted advisor relationships. “My dad and brother had
each other and they had me.” P7 was not sure if others had trusted advisors.

P10 questioned the need for trusted advisors after a long career. His rdtionale
making that statement was that after many years of being a CEO, thduadiivould
know the industry well and would know what decisions were needed to be made, in his
mind decreasing the need for trusted advisors. P17 was surprised at the number of

entrepreneurs who did not seem to have a group of close advisors. He mentioned that
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they had informal relationships, but that the rigor and discipline of having regular
meetings was important. P1 offered the following insights related to advisasall

and large companies: “I think the larger the corporation, the more they have tham. | t
the smaller, the less you have them.” P1’s point of view was not supported by this
research study. In fact, one of the CEOs, when asked about increasing the number of
trusted advisors because his company was growing so quickly, indicated tizak e

plans to do so.

Importance of Trusted Advisors to Decision Making

Chief executives placed different levels of importance on utilizing ttuste
advisors as part of their decision making process. P6, although he had worked with his
trusted advisors for over 25 years was hard pressed to rate how important these
individuals were to his decision making. Another CEO stated that trusted advidors ha
“some impact” on her decision making. This was to be expected, as she was the same
CEO who found it hard to believe that anyone would disagree with her. This individual
expressed confidence in her decision making ability and therefore reqeseasistance
in making decisions. This supported Cooper’s (1991) finding that more confident
decision makers seek less amounts of advice than do less confident decision rhakers w
seek greater amounts of advice.

Six CEOs believed that trusted advisors’ importance to their decision making was
“very important,” while two others mentioned that they were of “critical irtgoae.” It
is interesting to note that the CEO who was hard pressed to provide a rating has been a

long term CEO, but so were all but one of the CEOs who provided “very important” and
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“critical” ratings. It could be postulated that the role of the trusted adioshe CEO for
decision making purposes might be varied, but that the role of trusted advisor itself was

important, since CEOs had trusted advisors.

Summary

CEOs had differing types of relationships with their trusted advisors. Trusted
advisors were individuals internal to the company such as leadership, management
staff members, some of whom had a family relationship with the CEO, and mevhbers
the Board of Directors. External individuals that served as advisors includeg famil
members, friends, professional advisors, investors and industry peers. Inteupal ttyat
provided advice included Boards of Directors and external groups includedlformal
structured groups such as Entrepreneurs Organization or the Council of Executives,
informally structured groups of business people brought together with a common
purpose, Advisory Boards, and hybrid boards. CEOs also self-advised by walking
through a disciplined advisory process without input from anyone else. CEOs, on
average, had six trusted advisor individuals or groups.

Based on this study’s findings, being a trusted advisor was not just about giving
advice, it was also about being a supporter, acting as a sounding board, providing
professional expertise, and providing evaluation and feedback services to thedCEO. F
CEOs it was less about taking advice and more about using advisors to test, evaluate
confirm, and challenge their thinking. The top four qualities of a trusted advisovela

important to CEOs were honesty, trust, competency, and perspective. This supyeorted t
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trust literature where the three most relevant antecedents of triestlikty,
benevolence, and integrity (Gubbins & MacCurtain, 2008; Mayer et al., 1995).

Often CEOs had already decided which direction in which they were going
action they were planning to take. Soliciting advice was often part pirtleess of
testing that decision before it was executed. CEOs acknowledged thatliewahoice
to listen to advice and to accept it or reject it. Often they did not listen and they
understood that if there were repercussions for not listening, they wigradobuntable.
CEOs acknowledged that they alone were responsible for making the fingnletisey
did not take that role lightly and sometimes it was a burden, but they did aceept it,
made decisions, because it was “their job.” The well skilled trusted advisor toaders
his or her role and did not take offense if the CEO did not follow his or her advice.

One-on-one trusted advisor relationships tended to be relatively long tenm, ofte
starting early in the CEO'’s career. The shortest trusted adviseomslap was one of
one year and the longest was 39 years. Many CEOs mentioned that aswhay gre
business owners and CEOs, so did their advisors. A large majority of CEOs ihthedte
their one-on-one relationships with their trusted advisors had high levels of ptimac
Relationships with individuals in CEO peer groups also tended to be long term and
intimate, whereas relationships with Advisory Board and hybrid board mernebdexit
to be more need based and of shorter duration. This finding supported Barry and Crant’s
(2000) application of social penetration theory where relationships evolved from
superficial to deeper levels as the connection between individuals grew. There wer
however, downsides to the strength of relationship, especially when the CEO supported

the advisor even though the relationship was no longer serving its purpose.
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Other than for Advisory Boards, trusted advisors were not intentionally selected
with the thought that this individual would become a trusted advisor. It is cleahehat t
relationships evolved over time. That explained the propensity for family mgmber
friends, and accountants and lawyers to have trusted advisor relationships withABEOs
of these individuals had opportunities to form long term relationships by virtue 1of thei
frequent, regular, and ongoing contact with the CEO. It would be expected that as t
needs of the company and the CEO change, the trusted advisors would change, but for
most CEOs, this was not the case.

It had been expected that CEOs would seek out advice when there were major
challenges and issues to deal with. While this was the case in some instanags
found that most CEOs had a cadre of trusted advisors who they, in essence, hag’ “on call
to be there when needed. Each CEO had, at some point in time, at least one individual
that he or she turned to and relied upon for good advice. These relationships had high
levels of intimacy and intensity. It is noted that the level of intensity ofelaéanships,
in some cases, caused them to dissolve after a period of time.

This chapter provided a synopsis of the findings of the interviews of 20 CEOs
based in Canada and the United States with respect to their relationships iwithstes
advisors. The findings were presented within the context of the research stibAgues
which informed the central research question of: What is the nature of thenstgp
between CEOs and their trusted advisors? Further analysis and discussidmadiribe

can be found in Chapter 5.
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CHAPTER 5. DISCUSSION, IMPLICATIONS, RECOMMENDATIONS

The findings from this study help to expand the understanding of the relationships
of CEOs with their trusted advisors. This is a topic that has not been explored in the
empirical research, and while it has been addressed in the business sedtas b@en
based primarily on anecdotal experiences. This chapter will discussd¢hectefindings,
implications, and recommendations for future research.

The purpose of this study was to explore and describe CEOSs’ relationships with
their trusted advisors. The central question in this research study wasswhehature
of the relationship between CEOs and their trusted advisors? This question waseaddres
through the following sub questions:

1. What is the nature, and role, of trusted advisors to CEOs?

2. How do CEOs seek out and use advice to assist in their decision making?

3. How do CEOs describe their relationships with their trusted advisors?

A sample of 20 CEOs was interviewed in order to explore the essence and lived
experience of their relationships with their trusted advisors. Over 824 pages of
transcribed text and additional field notes were reviewed, analyzed, anddlifhta

analysis was completed using ATLAS.ti v6 and Excel spreadsheets.

Discussion of Research Findings
The findings as presented in Chapter 4 provided an overview of the CEO-trusted
advisor relationship specifically discussing the nature and role of trustedadas
CEOs, how CEOs sought out and used advice to assist in their decision making, and how

CEOs described their relationships with their trusted advisors. This seaiodgs a
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discussion of the key findings of this study with respect to CEO-trusted advisor

relationships. Key themes, presented in no particular order, were:

1. Trust is foundational in the CEO-trusted advisor relationship.
2. Trusted advisors provide value to CEOs.
3. The one-on-one trusted advisor relationship is a very close personal and

intimate relationship.
4. CEOs engage trusted advisors to provide support, advice, professional

expertise, evaluation and feedback, and be a sounding board.

5. CEOs often have identified a course of action and seek support for it.
6. Gut feel and instinct play a significant role in CEO decision making.
7. CEOs are accountable for their decisions.

8. The types of advice and support that CEOs seek changes over time.
9. CEO decision making processes vary by type of organization.

10. External sources of advice and support are important to the CEO.
11. The purpose of Advisory Boards is to bring individuals with specific skill sets
together to advise the CEO.
12.  The majority of trusted advisors are male.
Each of these themes is discussed in detail in the following section. This satition w
conclude with a proposed definition of trusted advisor that has been informed by the

literature and this research study. A conclusion follows.
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Theme 1: Trust is Foundational in the CEO-Trusted Advisor Relationship

Trust is the foundation for most everything that an individual does in his or her
daily life. It should not be expected that this would be different for CEOs. However, i
may be more difficult for CEOs to determine who to trust and when to trust.

All CEOs mentioned the need for the CEO to trust the advisor. This is to be
expected in that the discussion centered on trusted advisor relationships. Thettiree m
relevant antecedents of trust that appear in the literature are abilitypksme, and
integrity (Gubbins & MacCurtain, 2008; Mayer et al., 1995). In this study, honesty was
mentioned most frequently as a quality of a trusted advisor; trust and competgacy w
mentioned second most often; and experience, expertise, and having best inteeasts at
were equally mentioned fourth often. These findings support previous trust research
findings and these concepts support the need for a strong, trust-based relationship.

The trusted advisor’s role in supporting the CEO is not only based in giving
advice it is also to be a supporter, act as a sounding board, provide advice and expertise
as it pertains to specific topic areas, and provide evaluation and feedback. The focus of
the relationship, applying the roles noted above, is to care about the CEO, support the
CEO in good times and bad, and protect the CEO from others; possibly sometimes from
him or her self, as indicated by P7. Essentially the mantra of the trustedrasthosid be
“to do no harm” to the individual.

In characterizing the trust that exists between CEOs and their trustedraditi
can be posited that it is relational trust. Relational trust is derived fromedpea
interactions between the trustee and the trustor (Rousseau et al., 1998). Iofofroati

experiences between the two individuals in the relationship forms the basis nfghis t
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Dependability and reliability between both parties provides information about/posit
intentions on behalf of the trustee. Over time, the CEO and the trusted advisor form a
strong relationship in which each party receives value or benefits.

When this trust is violated, the relationship might be ended, as P4 indicated. When
a trusted advisor betrayed her trust, recourse was quick and decisive. When she
guestioned the advisor about why he had “crossed the line,” the justification was not
strong enough for P4 to continue with the relationship. P18 mentioned an instance where
the trusted advisor no longer was serving her or her company and seemed to have his own
agenda. She indicated that, in this instance, she needed to terminate the relationship as
she no longer had trust in the individual. The intent and motivation of the individual and
whom the advice was benefitting was considered a factor in trusted advasionsHips.

The perception that the advice was benefiting other than the recipient of the advice
created trust issues. Other CEOs indicated that if a trusted advisor provided poer advi
the strength of the relationship likely would prevail and the CEO would overlook the
poor advice. Giving poor advice on an infrequent basis was a minor violation of the
relationship; trust violations were another matter, usually with seriousqoasces.

The implication of this finding is that CEOs are no different from other human
beings in that trust is the foundation of important relationships. The key for theltruste
advisor is to provide evidence of being trustworthy, to build the relationship with the
CEO, and be sincere, authentic, and honest in that relationship. Honesty requires that the
individual is frank and open in his or her dealings with the CEO. The trusted advisor
builds trust with the chief executive not by agreeing with him or her, but by chiaken

the CEO'’s thinking and perspectives and being honest in her or her opinion. The trusted
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advisor cares about the CEO and has integrity second to none. This means that the trusted
advisor has only a vested interest in the success of the CEO and not in his or her own
success, even while the trusted advisor is expected to be successful in his or her own
right. When it is perceived that the advisor is not acting in the CEO’s besstrdeteas

a hidden agenda, trust is violated and the relationship ends.

Theme 2: Trusted Advisors Provide Value to CEOs

All of the CEOs in this study had trusted advisor relationships at the time of the
interview or at some stage in their careers. The CEOs that no longer had trusted advi
relationships, but did so in the past, bemoaned the lack of advisors which supports the
value of having trusted advisors. The finding that CEOs, on average, had six individual
or groups that they relied upon for advice and support also supports the value that
advisors provide.

CEOs experience loneliness in the CEO role. By virtue of their position in the
organization, CEOs have no peers in the organization and they have no one to confide in
with their most difficult challenges or secrets. Trusted advisors add value woiltvarig
ways: providing knowledge and expertise, having been there before them (eogerie
bringing business perspective and insight, and acting as a sounding board. THe truste
advisor is a close confidante and an individual that supports the CEO no matter what
happens. It is noted that while the role of the trusted advisor may include the provision of
advice, it is only a part of the role that trusted advisors play and only part of the value

Six CEOs indicated that trusted advisors were “very important” to thasidec

making while two others mentioned that they were “critical.” All CEOsyiltye of the
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fact that they used trusted advisors, believed that they were important.eBgpdriCEOS
who are knowledgeable about the business world and know how it operates would not be
so positive about the value of trusted advisors if the value was not there.

The implication of the provision of value to CEOs by trusted advisors is that
CEOs should consider engaging and consulting with trusted advisors if they do not have
any. CEOs should also develop an understanding of how to best leverage trusted
advisors’ knowledge, expertise, and experience in ways that complemenhérs or
personality, skill set, approach, and perspective. There is a need to balaBE®©the
character, common to the majority of CEOs that participated in this studyh wicluded
being driven, passionate, and committed. A number of trusted advisors with different
levels of expertise, skill sets, approaches and perspectives may providative tzat
the CEO requires. Advisory Boards comprised of individuals with differing andfispeci
skill sets may also provide the balance that the CEO may be seeking.

For trusted advisors, the implication is that it is difficult to become atiust
advisor if one does not provide value. The true value of a trusted advisor exists in the
CEO’s mind and it is up to the advisor to understand what that value might be.
Discussions with the CEO may help provide insight on this. As well, discerning cues

from the CEQO’s behavior may also be helpful to understand the value the CEO .expects

Theme 3: The One-on-One Trusted Advisor Relationship is a Very Close Personal and
Intimate Relationship
In describing their relationships with individual advisors, many CEOs irsdicat

that these relationships were intimate and were either at the same [&viehaf or
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“more than friend.” The strongest relationships were long term in nature and both
individuals had an intimate understanding of the other’s life and circumstances.idhae
large element of risk in these types of relationships in that if one person vibkates
relationship. In addition, there is a great deal of personal information thdtlweul

divulged and potentially used against the CEO. The CEO needs to understand that he or
she is showing vulnerability and believe that this vulnerability will not be compedmis

The shortest one-on-one trusted advisor relationship that was mentioned was with
a consultant and was one year in duration. The longest one-on-one trusted advisor
relationship that was mentioned, with an individual that started out as a professional
advisor, endured for over 39 years. It should be noted, however, that these were outliers
and that the majority of the one-on-one trusted advisor relationships wererpétaee
25 years in length.

CEO - trusted advisor relationships are built with long term interactions and
exposure to each other. This is true for relationships with family membergjdriand
individuals who serve as professional advisors over an extended period of time. During
the relationship building process, individuals become closer and emotionally ithvolve
McAllister (1995) argued that emotion becomes a part of the relationship asftreque
longer-term interactions lead to attachments based on reciprocal istergleroncern
and care. This is also referred to as affective trust (McAllister, 1995 ctifé trust is
based on “trust from the heart, a bond that arises from one’s own emotions and sense of
the others’ feelings and motives” (Chua et al., 2008, p. 437). Individuals express care and
concern about the welfare of their partners and believe in the intrinsic virtuehof suc

relationships (Rempel, Holmes, & Zanna, 1985). This type of trust requires emotional
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involvement and investment, is more enduring, and generalizable over situations than
cognition-based trust (Lewicki & Bunker, 1996; Lewis & Weigert, 1985).

Many CEOs expected their trusted advisors to be on call on when needed, often
on a 24/7 basis. This is the ultimate form of availability. It is assumed thatltsors
are aware of this expectation and are in agreement with it. Some CEOs ththedtibey
have communicated the expectations of the relationship to their advisors and that they
would not abuse the relationship. The trusted advisor, in knowing the expectations of the
role, has a choice in whether or not this is acceptable to him or her.

One implication of this finding is that it is nearly impossible to become a trusted
advisor “overnight.” Individuals who aspire to become trusted advisors to CEOs need to
understand that these relationships are built over time, typically througanmdgeduent
contact with the CEO. “How-to” business books that provide a process for how
professional services’ individuals may become trusted advisors, while &canch
correct in their views on how to build relationships and move up the ladder from being a
subject matter expert to being a trusted advisor, need to consider that this pragess
take more time than most individuals are willing to invest. It is a long ternegspand
CEOs chose their advisors; the advisors do not chose the CEO.

Another implication of this finding is that most CEO-trusted advisor relationships
are intimate in nature and intense. Not everyone is able to be involved in an intense
relationship over a long period of time. A number of CEOs indicated that they hiadl trus
advisors who no longer advised them because these individuals could not handle the pace
and the intensity of the relationship. Individuals who wish to be trusted advisors need to

understand this dynamic and recognize how it may impact their own peiigenal |
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Work-life balance is not a concept that was mentioned by any of the CEOs. It would b
expected that work-life balance for trusted advisors may be compromisextyg to
be on call or available as needed.

CEOs wishing to establish trusted advisor relationships need to understand the
dynamics of such relationships and how they are formed. They are counseledito exhi
good judgment and use assessment processes to determine the types of hattbess t
require and who would be most suited to that role. CEOs are recommended to work with
individuals who might serve as trusted advisors and “try them out” before mhking t
commitment to a stronger relationship. This approach is not unlike that of dating to find
the right mate. There may be many individuals who are available to be d &dstsor

but some may be more uniquely suited to certain CEOs than others.

Theme 4. CEOs Engage Trusted Advisors to Provide Support, Advice, Professional
Expertise, Evaluation and Feedback, and Be a Sounding Board

CEOs engage trusted advisors for many reasons. The roles that a trusted advi
may play include providing support, advice, professional expertise, evaluation and
feedback, and serving as a sounding board. Being a supporter involved providing support
and encouragement not only to the individual but supporting the company. Being an
advice provider is one of the traditional roles attributed to trusted advisors andgle ra
of topics for advice was provided was very broad. It should be noted that true trusted
advisors provided advice on many topics, not just those that were specific to their area
expertise. Providing professional expertise most often was within the ardaethat

individual was a subject matter expert. Provision of evaluation and feedbackwghs s
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by CEOs, once again in a number of areas including company issues, as well a$ persona
issues. The role of the sounding board was to listen to the CEO while he or she presented
ideas and then to provide insights, observations, and perspectives.

The implication of these findings is that the role of the trusted advisor goes fa
beyond that of being an advice provider. The advisors that were mentioned most often by
CEO:s filled a number of the roles indicated and could move easily acrossltales
who aspire to be trusted advisors need to have an awareness of the multidimensional
nature of the trusted advisor role and realize that a unidirectional focus likehotie
enough for them to be considered a trusted advisor.

For CEOs seeking advisors, it is important to understand that the role of trusted
advisor is multi-dimensional and to seek individuals that have this type of skill set. The
multi-dimensionality of the skill set could also be addressed by engagingleenam
advisors who have specific expertise in certain areas. This would provide the Ibladédnce

seems to be required.

Theme 5: CEOs Often Have Identified a Course of Action and Seek Support for It

The majority of CEOs interviewed indicated that they often already ltawsec
of action that they are considering and the purpose of seeking out advice is not about the
course of action itself, but discussion related to the risks, challenges, @sitide
negatives of that course of action. Many CEOs freely acknowledged that oyce the
considered a course of action, it was difficult to dissuade them from it. One CEO
mentioned that it would take two or three contradictory opinions before he would even

consider another course of action. Another CEO mentioned that once she decided on a
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course of action she might not seek out advice or other perspectives. Even when advice,
or other perspectives, was sought out, there was no guarantee that the CEO would even
consider or use the information in his or her decision making process. This finding
supports Jonas and Frey’s (2003) findings that when people search for information they
often favor previously held conclusions, beliefs or expectations, which leads thesk to se
information that supports their choices rather than seek information thatdictstthose
choices. However, they do this to their detriment. Koriat, Lichtenstein, anthbi$c

(1980) and Kray and Galinsky (2003) found that considering conflicting information
increases the quality of an individual's judgments. Perhaps this is one of the rgagons

P2 implemented his “three options” decision making process.

Larger company CEOs have a more rigorous and disciplined decision making
process where there are checks and balances in the system. It would beldkpedte
may be more difficult to decide upon a course of action and pursue it if others in the
company disagreed. However, given recent events in the business world, thiatexpect
may be flawed.

The implication of this finding for trusted advisors is in understanding their role in
support of the CEO. It also involves understanding that the CEO is the decision maker
and that the acceptance or use of advice or perspectives provided by the adviber is at
sole discretion of the CEO. The trusted advisor needs to understand that the provision of
advice may not be what the CEO is looking for from the trusted advisor. A number of
CEOs mentioned that their trusted advisors understand their role and know that it is the
CEOQO'’s responsibility to make the decision. If the advisor does not agree Wil eit

is not his or her decision to make, however, it is clear, as stated by these sambaEOs
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it is the responsibility of the trusted advisor to publically support the CEO’siodeci
One individual mentioned that once the private discussions had taken place, there was no
public dissension; the decision was fully and wholeheartedly supported.

For CEOs, the implication is to consider that they may be actively supporting
confirmation bias and to search for contradictory views and perspectives Eone C
mentioned his three options decision making process where he sought three different
options for each major decision that he has to make. If there were only two options
presented, he pushed for one additional one. This helped provide a balanced approach to

decision making.

Theme 6: Gut Feel and Instinct Play a Significant Role in CEO Decision Making

Most of the CEOs interviewed for this study indicated that gut feel, instinct
emotion played a significant role in their decision making. No attempt has beertana
discern a difference in these concepts because when the researcher exgdared t
concepts further with CEOs, the descriptions of each was remarkably similar.
Descriptions of this phenomena focused on physical manifestations of the feeling
experienced and included “that little voice in my head,” “little knot in my stbiyia
“spider sense,” “something doesn’t feel right at the core,” “it’s indidehow you feel,”
and may include “feeling disappointed.” Instinct or gut feel can not be scietyifical
substantiated, but all CEOs who mentioned the concept believed that it was important to
pay attention to it. Some CEOs described it as being emotional, whereas dibeesibe
it is a combination of experience and practice; the logical side and emobddagvn

concert with each other. Others saw it as the subconscious and conscious mind coming
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together. P14 provided an interesting perspective on this which combines the concept of
“wisdom of the ages” or cellular wisdom and practice, which could be considered
experience.

The implication of this finding for the trusted advisor is that no amount of good
advice may make a difference in advising or supporting the CEO. The CEO weay ha
already have already decided upon a course of action based on gut feelitigair Fse
trusted advisor may choose to challenge the CEO in order to determine if he or she has
considered all options, but should not be surprised if this is not well received or not
considered.

For CEQOs, the implication is not to solely place their focus on rational decision
making processes, but to consider their gut feel as part of the factorsetbahsidered
in the decision making process. A number of CEOs indicated that it was part of their
process to consider both their rational and the emotional responses to the decision in

taking a course of action. The message from CEOs was to ignore it at ongislaw

Theme 7: CEOs Are Accountable for Their Decisions

A strong theme in this study was that CEOs acknowledged that they were
responsible for the decisions that they make. If they received poor advice aomena
path that ultimately proved to be the wrong one, they were responsible and aceountabl
A key message was: “The buck stops here.” This placed a burden on CEOs ag¢hey we
responsible for ensuring that the business was successful, that revereisaffi@ent to

meet payroll, and that the company was ethically sound. They were also respaonsible f
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making key company decisions that, at times, were not well received. Tleasolalted
them in the organization and, as a result, they experienced a feeling of loneliness.

Given recent events in the business world, where CEOs have brought companies
down and have disclaimed responsibility, this finding of CEO accountability was
unexpected. Intellectually it is understood that the CEO is the key deciskanm, rnat as
the leader of the organization it would be easy to blame others for poor strategjies
poor decisions. After all, the CEO does not make all of the decisions in the company.
One CEO indicated that a poor decision was made with respect to purchasing and
refitting an expensive machine for his manufacturing industry. An employee made a
recommendation about the refitting of the machine to customize it for the company i
order to make it more efficient. The CEO agreed with the recommendation. When the
machine was placed into operation, it became clear that the decision was radtacatre
it needed to be changed again at a significant cost to the company. The CEO weuld ha
said in this instance, “The employee made the recommendation and it is hisafawke t
spent the money to change the machine and now have to change it back again.” But he
did not. He indicated that he was the one that approved the expenditure in the first place,
that the recommendation and course of action seemed reasonable. This situatiarpende
being a learning experience for him and his company.

The implication for CEOs is that they are responsible and accountable for the
success of the company and that includes making key decisions that wilttadfect
company’s success. They are responsible and accountable for making difficittrdec
that can not be pawned off on subordinates. CEOs need to understand that the loneliness

and isolation that they feel as a result of their role in the organization is raatdrel
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experienced by other CEOs. One way to share the burden is to have trusted advisors who
bring expertise, experience, business and industry knowledge, and care about the CEO'’s
success to the table. Another way to share the burden is to have a cadre of individuals
who are in similar situations (e.g., other CEOs) to discuss and share commongoncer

and issues. While these courses of action do not negate the accountability of the chief
executive, it helps to have individuals with whom the CEO can share his or her concerns
without being worried that they will be misinterpreted, leveraged poliicaitlused

against the CEO.

For trusted advisors, the implication is that the advisor needs to understand that
his or her role as a trusted advisor is not to be the decision maker. The advisor also needs
to be aware that often the CEO will make decisions that the advisor would not have
made. The trusted advisor’s role may be to be a sounding board, listener, supporter,
evaluator, and advisor, but it is not to be the decision maker. Using a militargygnalo

which came up often in discussion with male CEOs, “the CEO pulls the trigger!”

Theme 8: The Types of Advice and Support That CEOs Seek Changes Over Time
Early in their careers, CEOs sought advisors who were able to perforrskbe ta
that were required of them. Typically this focused on legal and accountirgysifatt
entrepreneurs and small business owners. For corporate CEOs, this took the form of
having subordinates who were specialists in each of these areas, asotlefiraareas
including Human Resources and operations. The questions that they needed to have

answered were simple and related to the running of the business. They did not know a lot,
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and as a result, their questions related more to expanding their knowledge of thesbusine
world. At this point, CEOs truly sought advice.

As their businesses grew and became more complex, the stakes become higher,
and their need for support and advice changed. The types of issues and concerns that
CEOs were beginning to deal with gained complexity. As a result, their need foe advi
and support changed and became more complex. Rather than dealing with the reading of
financial statements and simple cash management, the challenge hepamiag from
China, exporting to other countries, operating in other countries, controversial product
lines, and growth of the business from a small entity to a larger one. In ns@sy ca
CEOs’ original professional advisors also grew along with them and thanebas
becoming trusted advisors. In some cases, however, these advisors could not keep up
with the growth of the CEO and the company and became casualties alongdltewa
During the course of that process, CEOs and their trusted advisors began to know each
other better, started to understand each other’s expectations, and began to develop a
deeper and more meaningful relationship. In many cases, these relati@asttipsed to
strengthen and deepen over time.

One implication of this finding is that trusted advisors need to expand and grow
their own skill sets and expertise over the course of their careers. CEOsthapec
advisors become more knowledgeable over time and to grow along with them. Advisors
that do not keep up with the CEQO’s growth are not retained by CEOs over the long term.

A second implication of this finding is that trusted advisors must understand what
the CEO requires, and based on many years of experience, are able to provide it when

requested, or even when not requested to do so. As noted by a number of CEOs with long
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term trusted advisor relationships, they did not need to ask their advisors for indormati
or advice. They received it when it was required because the advisors knevo tiveth s
In addition, a number of CEOs indicated that they expected their trusted adviaork t

in concert to provide them with advice and support.

Theme 9: CEO Decision Making Processes Vary By Type of Organization

It was assumed that the characteristics of trusted advisor relationshipisbeoul
similar across various types of companies. This was supported by the reseang)s findi
While it was expected that decision making processes would differ from CEBQoIC
was also expected that the decision making process would be just that, a proocess of s
sort, that each CEO would follow. Some CEOs when asked about their decision making
processes professed that they did not have a consistent process that theg.fQtbees
did have a consistent process that emerged after some prodding on behalf of the
researcher. It is clear that CEOs of entrepreneurial companies andhgsiadisses have
a great deal of flexibility in decision making. This is particularly trueampanies that
are family-owned or privately owned where the owner is also the CEO. Se@e C
made their decisions quickly without a lot of input from others, whereas other CEOs were
more inclined to seek out advice. Individuals who did not seek advice were very
confident in their own abilities and either saw little need to seek advice or adlitait
they were familiar with the positions that their advisors hold and chose not to solicit
advice from them.

As was expected, CEOs of large corporations had a formal, disciplined decision

making process in place that they were required to follow. There appearedttie be |
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flexibility in the process and certain steps were followed and adhered e TS
typically relied on subject matter experts on their teams to provide input into tk®dec
It would be unfathomabile for large company CEOs to make a spontaneous decision
without consultation with the appropriate individuals.

The implication for trusted advisors is to know if there is a decision making
process that is consistently adhered to or if decision making processasrarad hoc
and spontaneous. The advisor needs to understand the type of company that the CEO
leads and what the decision making processes are. Pertinent to this is atandaey of
the expected role of the trusted advisor.

For entrepreneurial and small business CEOs that make spontaneous or ad hoc
decisions, there may be value in considering the use of a more prescribed decision
making process in order to ensure that advantage is taken of synergies. To be sure, as
mentioned by P14, there were times when taking the time to implement or folkdoust r
decision making process or even seek out advice in a comprehensive manner resulted in
loss of first mover advantage in a fast moving industry. For CEOs in this situatgon, it
salient for them to understand the risks associated with taking the time to seak@ait a

and follow a decision making process versus not taking the time to do this.

Theme 10: External Sources of Advice and Support are Important to the CEO
Can any CEO really be certain that he or she is receiving honest and truthful
advice from internal advisors? Some CEOs indicated that they were certagvenaw

should be noted that internal advisors typically advised only in their area ofiexperd
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not across a broad range of topics. How can a CEO ensure that he or she igyraceivin
non-biased perspective? Many CEOs achieved this through the use of extermatadvis

Each CEO had one or more external advisors, except for P9 who had only one
internal advisor. External advisors were deemed to provide an impartial thirdqudty |
at the organization and the CEO. They were also perceived to have lessotskteds
with them as they were not embedded in the organization and were not close enough to
the people in the organization to know the personalities, politics, and organizational
“sacred cows.” These advisors were seen to bring the experience, manditiird
party perspective to counterbalance the isolation that CEOs experiencethgthi
company.

This finding favors individuals who are external to the company as the third party
perspective is important. It should be noted, however, that many of the externalsadvisor
that were identified are individuals with family ties, friends, and long telrisars who
started out as professional advisors and became more than that. Based on thisb& might
difficult to access CEOs in order to propose a trusted advisor relationship if one does not
fit the categories mentioned above.

For CEOs who utilize only the services of internal advisors, they may consider
engaging the services of external advisors to balance the perspective tlaaethey
receiving from internal resources. Internal resources offer knowledge obthpany and
the industry, but may also bring along with them their own internal agendas, tbé fear
displeasing the CEO, and biases based on their own personal relationships in the

organization. CEOs also need to be cognizant of the risks of relying solely onlinterna
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advisors as these individuals may have a vested interest in the outcome of tharadlvice

support that they provide to the chief executive.

Theme 11: The Purpose of Advisory Boards is to Bring Individuals with Specific Skill
Sets Together to Advise the CEO

The CEOs that mentioned that they had formed Advisory Boards provided
information on their recruitment and selection process. It was clear imndiscussions
that Advisory Board members were recruited for their specific skdltbet were
perceived to be of value to the CEO. In P19’s case, the individuals that were defonuite
the Advisory Board were all senior Human Resources leaders. For P13, thersneinbe
the Board were individuals that had skill sets that were considered to be impmHawe
on the Board, as well as representing the geographic diversity of Canada.dic#sEy’
he recruited individuals with knowledge of the industry. One CEO indicated that he had
formed his Advisory Board with his trusted advisors, but he was the only one that had
taken this approach. Another individual formed his Board with both trusted advisors and
individuals that he did not know. In both cases, the one-on-one trusted advisor
relationships preceded the Board of Directors. Except for one case, where tth@Boar
Advisors was considered to be a trusted advisor group, that relationship did not tcansfer t
these individuals becoming trusted advisors on a one-on-one basis.

Relationships with members of the Advisory Board were not described as being
intimate or close and were need based. The CEO needed or wanted an individual with a
certain skill set to be on the Board and then recruited that individual. The relationship of

the CEO with the Board members was limited either to the duration of the Baardrter
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until there no longer was a need for that skill set, or in the case of P13, tlenskligs
ended when his companies were sold.

The implication of these findings for CEOs is the value of having individuals with
diverse skill sets to advise them. While this could be done on a one-on-one basis with an
expert, the group setting provides a unigue and collegial mechanism to bring the
individuals together and for them to leverage their strengths. This type of Boardatoe
have any fiduciary responsibility, therefore its recommendations are not bordihe
CEO as a Board of Directors’ recommendation would be.

For individuals that may be asked to serve on this type of Board, it is important to
understand the role of the Board and its limitations in terms of binding direction on the
CEO. It is also important to understand how the company expects the Board to make a
contribution. As mentioned by P5, the Board of Advisors that she was recruited for did
not seem to add much value to the company that formed it. It is important that there be
added value for both parties. The CEO must receive value from the Board of Advisors
and the Board members must believe that they are making a contribution thaaidesal
and valued. Boards of Advisors are relatively easy to establish, howeven, gieiging

and leveraging the value that the challenge occurs.

Theme 12: The Majority of Trusted Advisors are Male

It is noted in the research findings that 70% of individual trusted advisors were
male and 30% were female. For the majority of female CEOs trusted advesersale.
Six CEOs, five male and one female, indicated that they did not have a trusted afdvisor

the opposite gender. An additional female CEO indicated that she had only one female
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trusted advisor. The female trusted advisors tended to be wives, mothers, friends, and
women who occupy typical female positions in the organization such as Human
Resources professionals. Two male CEOs mentioned that their coachesmadee fe

When questioned about the lack of female advisors, one female indicated that in
her line of business, small business manufacturing, there were no peers for heulto cons
with. Another CEO indicated that females do not have the business sense to provide good
business advice to CEOs. However, another female CEO with only female advisors
contradicted this view by indicating that there were many successfulf€@&&)s who
were role models and willing to be advisors. Perhaps, for those female CEQid thait
find an abundance of female advisors, their lack of ability to find them has betsd limi
by the amount of time that they have had to pursue this line of investigation.

Since most CEOs are male, it is not unexpected that CEOs would surround
themselves with people like themselves. Applying that logic to female C&cosild
then be opined that female CEOs would also surround themselves with individuals like
them — other females. However, the findings of this study do not support this.

For females who wish to be trusted advisors to CEOs, it would appear that the
opportunities are limited. Internal female advisors included Human Resources
professionals and external female advisors include wives, mothers, faeddspaches.

Is the lack of female advisors and role models in business due to the male dominated
society in which we live, where males still fill most of the leadershipipaositor do
females truly not possess the business sense that will make them good advisolis@

of thinking was not explored in this study, however, it is food for thought for females

who aspire to be trusted advisors to CEOs.
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Definition of Trusted Advisor

When asked to provide a definition of trusted advisor, many CEOs were hard
pressed to provide one. Instead, they gave a list of the qualities of a trustex. deii/8,
when asked about her definition of trusted advisor, indicated that she did not like the
term. Her perspective on it was as follows.

I don't know why. | just know that a couple years ago, “yeah, yeah, okay, | get
that, | get that.” Now | don't like it. And I think it's almost because of the overuse
of it. And | think also because that it seems to be the somewhat flavor of -- it's
becoming, you know, | think we all have mentors in different ways in our life, and
we just don't, it just doesn't become -- | don't know how to explain this. So even as
| retired -- let's put it this way: As | was retiring and then [naitiepugh [name]

and what, “you would be great at this, P18. You need to be, you can do the
mentoring, you could do this, you would become a trusted advisor and everything
else.” | said, “Yeah, | probably could.” And | think, you know, | probably could. |
guess | don't like that -- it's just a different way of the business consulingst

the terminology with it. So | don't know if it's going to have sustainability long-
term with it.

No other CEO indicated disagreement with the term “trusted advisor.”
Incorporating information gathered in the literature review and from GE®e

interviews, the researcher proposes the following definition.
A trusted advisor is an individual that provides advice, support, and counsel to
another individual. The advisor may play a number of roles that serve the
individual he or she is supporting. The trusted advisor does not have a vested
interest in the outcome of the advice, but does have a vested interest in the success
of the individual. The advisor has the expertise to provide counsel, cares about the
individual, and has integrity.

This definition incorporates Mayer et al.’s (1995) concepts of benevolencégy, abili

integrity as antecedents to trust. Benevolence is represented by “supgads about

the individual,” and “vested interest in the success of the individual;” ability is

represented by “advice and counsel” and expertise;” and “integrity,” adoptiper &
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al.’s (1995) definition, “involves the trustor’s perception that the trustee adhersstto a
of principles that the trustor finds acceptable (p. 718). The definition also incorpbeates

various roles that an advisor may play which is not limited to just the provision ceadvi

Implications

There are key applications of the findings of this study to CEOs, Human Resource
professionals, trusted advisors, and those that wish to serve as trusted aol\G&Ds t
and other senior leaders. For CEOs, the implication is the value of trusted advikers to t
CEO. While the trusted advisor may provide advice, the role is much more expansive as
it encompasses being a supporter, acting as a sounding board, providing professional
expertise, and providing evaluation and feedback services to the CEO. The falit that
but two CEOs had multiple trusted advisor relationships could cause CEOs to evaluate
their own relationships to determine if their trusted advisor group requires expansion.

The other role of these findings is to encourage CEOs to determine if there are
any gaps in the number and type of trusted advisor individuals or groups that they have
engaged. Additional implications for entrepreneurial CEOs include the fomadtan
Advisory Board comprised of individuals who offer advice and guidance to the CEO and
the company, but does not have a fiduciary responsibility. A number of CEOs found an
Advisory Board to be of value. The composition of the Advisory Board included clients
and potential clients, to individuals who were experts in the industry, to functionattsubje
matter experts, depending on the needs of the CEO and the company. It is noted that

these relationships were typically not long term.
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For entrepreneurial and small business CEOs, the implications of thischesea
particular the finding that many of their trusted advisor relationships feemed at the
start of their careers and endured over time, is the careful choice of thearadtithe
start of their career. Many of these CEOs’ relationships were forniegvafessional
advisors, specifically lawyers and accountants, who became trusted advisonmever t
The true selection of these advisors with thought and foresight is recommended, as
opposed to just engaging whomever is available.

In addition, the strength and familiarity of these long term relationships may
prevent the CEO from evaluating if the advisor is still the best individual todarovi
advice and if the relationship still meets the CEO’s needs. Some CEOs me itiahe
their advisors had grown along with them over time, however, others mentioned that their
advisors, for a number of reasons, were no longer capable or competent to be atlvisors. |
recommended that CEOs on a regular basis assess the value of theiathvisied
relationships and make changes if the relationships are no longer meeting tir nee

Human Resource professionals are charged with the responsibility of providing
leadership development and training opportunities, as well as advice to CEOs. The
knowledge that CEOs find value in having trusted advisors is useful information to be
used in counseling CEOs. This has application in two ways. The first is that the Human
Resources may be a trusted advisor to the CEO, and the second is that the CEO should
consider having trusted advisors if he or she does not have one. Internal resoustkes as w
as external resources should be considered for trusted advisor roles. Indivitualew

internal to the company have knowledge of the business and expertise in their area of
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knowledge, whereas external resources provide a third party perspective and do not have
a vested interest or agenda with respect to the outcome of the advice given.

The implication for trusted advisors is a further understanding of the nature and
dynamics of the CEO-trusted advisor relationship. Understanding the diqrectd
CEOs for the trusted advisor is critical. Individuals who serve as trusteadegvslight
of these findings, could review and evaluate their own relationships to deterihereif
are areas that require shoring up. In addition, armed with this knowledge, trustedsadvis
might decide to have further discussions with their CEOs as it relateScglgdio their
roles and further understanding the expectations of their roles.

For those individuals that would like to become trusted advisors, notably
professional services’ individuals, it is insightful that for many CEOs #ueiountants
and lawyers were key advisors. It should be noted that these relationstepslwer
identified as long term, most having been in existence for at least 20 arsndings
of this study are that most of these relationships were formed early in thie GE€er
and evolved over time. As the CEO grew, so did the trusted advisor. The implication for
these professionals is the importance of working with individuals who are inrthe ea
stages of their career in order to establish strong relationships thahekire over time.
The need to grow along with the CEO is also of critical importance. Timeeds also
place into question the ability of a professional services’ individual to becomstedt
advisor to a CEO in a short period of time and the effectiveness of training moééss
services individuals to become trusted advisors.

Professional advisors would be advised to establish strong personal relationships

and develop a level of knowledge and understanding of the business world that goes
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beyond just the area of expertise that they are trained in. One CEO discussed how one
accountant was “very good with the numbers” but really didn’t understand his business or
the implications of various courses of action. He was able to tell him what the sumber
were, but he was not able to interpret them, therefore providing no additional value to the
CEO who had to seek that expertise elsewhere.

Other professional advisors including coaches and consultants were mentioned. It
is noted that these relationships would be considered medium term, from 1 ygaate 5
in duration. For individuals that wish to be trusted advisors, it is informative to
understand the needs of CEOs, the role that they expect trusted advisors to play, the
gualities that they are looking for, how they utilize trusted advisors to provide adntte
the expectations of a trusted advisor, so that they can make an informed choice about
whether or not they would like to serve as a trusted advisor. It appears that tivsted a
relationships evolve over time. While potential trusted advisors may positiondivess
to be trusted advisors, it is important to keep in mind that trusted advisors are chosen by

the CEO.

Limitations
There were a number of limitations to this study. Designed as an dgpjaaad
descriptive study, no particular model or theory was being tested. Due to the lack of
published research on this topic, the literature review that was completed focused on
trust, advice taking, and decision making. In addition, three roles that trusteoradvis

may play including advice giver, coach, and mentor were investigated.
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One limitation of this study is that it is presented entirely from thepetise of
the CEO. While this was the intent of the research, there were no opportunitieddteval
the perspective from any other perceptual position. It would have been intere o t
the trusted advisors’ perceptions of the same relationships that CEOs described. The
information, stories, and examples that were provided by these individuals at@base
their experiences and recollections of events that could not be validated. Thehersea
had to accept that what the CEO was true and accurate based on their lived experienc

In a number of cases, CEOs appeared to have an “agenda” and peripherally
answered the questions, but did not do so completely. While the interview format
supported flexibility in responses, attempts made by the researcher tesréfec
interview, in some instances, proved to be somewhat ineffective. As a result, the
experience of the CEO with his or her trusted advisors was not fully explorediddeci
were made by the researcher during the interview to focus the questioning dic speci
guestions rather than attempt to ask all of the interview questions.

Another limitation is that the sample did not include any CEOs that were of non-
Caucasian background. Individuals from other cultural and ethnic backgrounds may bring
their own individual sense of societal, cultural, or national background to the topic of
trusted advisor relationships. Non-Caucasian CEOs may have differingegqasrivith
trusted advisors than Caucasian CEOs.

CEOs that participated in this research led companies in a broad range of
industries based in 7 locations in Canada and the United States. The assumption that
CEOs of companies across industry sectors have similar experiencdsewithussted

advisors was found to be true for the sample and believed to be directionally.correct
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However, it is not a given that these results are generalizable to everyyrahgsevery
company in Canada and United States.

The sample size may also be considered a limitation. A sample size of 20
individuals, although appropriate for a phenomenological study, does not provide enough
input for generalization across the Canadian and United States business comnmenity. O
can not presume that the experiences of CEOs with their trusted advisorsréhat w

interviewed are an experience that can be generalized to all CEOs.

Recommendations for Future Research

The findings, themes, meanings, and essences provide insight into the
phenomenon of the lived experience of CEOs with their trusted advisors. Despite the
limitations of this study, there is merit in the methodology and its findirgs n@ture of
phenomenological studies is that they are inherently limited in their abilggrieralize
findings across other populations. Therefore, additional research is necessary t
determine if these findings share commonality with other CEOs across Candtha a
United States.

This study viewed only the CEO-trusted advisor experience from the CEO'’s
perspective. One recommendation for future research is exploration of the (SE€oHtr
advisor experience from perspective of the trusted advisor or from both sitesCED-
trusted advisor relationship with a comparison of the two perspectives. This would
provide additional insight into these types of relationships. The latter would pravide a
opportunity to validate the other individual’'s perspective to find commonality between

the two.
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Male and female differences in both experiences as a CEO and experighces w
trusted advisors was referred to a number of times by female CEOs. ThisMastoot a
focus of the research and was not explored further. With the limited number of female
CEOs, and the experiences not being consistent, no conclusions could be made about the
male-female dynamic. Further research could focus on the female CEX@®pzpgeas
well as on female CEOs’ experiences with trusted advisors. Another avenue for
exploration would be to focus specifically on the similarities and differendesnaile
and male CEOs’ experiences with trusted advisors.

This study focused on CEOs of companies that employed more than 25 people. It
was assumed by the researcher that the experiences of CEOs of songtlanies would
not be significantly different than the CEOs of larger companies and thisaxas $ be
directionally correct. Future research could focus on the experiences pfadi@oners,
start-up company entrepreneurs, Mom and Pop operations, and CEOs of very small
businesses with their trusted advisors. Additionally, the sample did not include CEOs or
CEO equivalents from government, Crown corporations, or public sector organizations.
Once again, assumptions were made that the experiences of these individuals would be
different from for profit CEOs and they were not included in the sample. It would be
interesting to research these individuals to determine if the assumption is true

Gut feel or instinct came up a number of times in the discussion of CEO’s
decision making processes. The message from CEOs was to ignore it at anetsbw
When asked to describe these concepts, generally the description was novelefaiti
there were references to how the CEO felt when experiencing gut festioci. A

further exploration of the elements of gut feel or instinct would be informative in
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understanding what factors are existent in the concept of gut feel or instirctvould
provide further information on how CEOs and other leaders could leverage gut feel or
instinct. Monitoring of biological and physical signs would indicate if gut feel is
something that triggers biological or physical changes or if it is siwlehe mind.

A further recommendation for future research could center on the definition of
trusted advisor that has been offered by the researcher. Research could focus@en whet
or not CEOs and/or trusted advisors agree with and accept this definition. If not, the
definition could be a starting point for further refinement of a definition of trusted

advisor.

Conclusion

This exploratory, descriptive study marked the completion of the res€archer
journey in completing her doctoral work. It also marked the beginning of a new
awareness and understanding of the role of trusted advisor to senior leadersti@pnduc
this research was the beginning of understanding the nature and role of the trustad advi
relationship, how it evolves, what the characteristics of the role are, and Hosv CE
utilize these individuals. It provided greater insight into the dynamidseaftisted
advisor role and how important and unique it is from individual to individual. Just as
there are many grains of sand on the beach, so are there nuances in the trusted advisor
relationship. The key is in understanding what the expectations of the role are and how
best to support the CEO.

This chapter provided an overview of the findings related to the CEO’s

relationship with trusted advisors. It offered applications of this reseatble CEO and
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Human Resource communities, as well as to trusted advisors and those who wish to be. It

outlined several limitations of the study and recommended avenues for futarehese
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APPENDIX. INTERVIEW PROTOCOL

Initial Instructions to Participants

CHIEF EXECUTIVE OFFICERS AND THEIR TRUSTED ADVISOR
RELATIONSHIPS: A QUALITATIVE STUDY FROM THE CEO’S
PERSPECTIVE

INTERVIEW PROTOCOL
Initial Instructions to Participants

Hello {first name of participant]. Thank-you for agreeing torspeome time with me
today to share your experiences with your trusted advisors.

[If CEO has not completed and signed the Informed Consent Form:

We need to complete some housekeeping before we start the intdrviender for you
to participate in this study, you are required to complete thenhefd Consent Form.
Please take a few minutes to read it, let me know if you hayeaestions, and if not,
please date and sign it. Thank-you.]

Today’s interview will take approximately one hour. The information you providéwil
kept strictly confidential. You will nobe mentioned by name in the final research report,
nor will you be identifiable from it. Pseudonyms will be used to protect your
confidentiality and privacy.

I'll be audio recording our interview so that your thoughts are accuratelysespeel and
so that | can focus my full attention on our discussion. If there is any neda @ Ibaeak
during the interview, please let me know.

| want to make sure that you are a full participant in the process today, smyfiate |
ask a question and you are not sure why I'm asking it, feel free to stop me gnge!'ll
you more context. Do you have any questions before we start?

Let’s get started.

Part A: Nature, Role, and Description of Trusted Advisor Relationshig

A. Please tell me about the people in your life that you turn to and rely upon for good
advice?
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Follow-up questions:
1. Please tell me about each individual such as approximate age, gender, length of
your relationship with them.
2. Why do you go to these individuals for advice?
3. What role(s) do they play?
4. What qualities do they have that make you seek them out?
e Probe on qualities if appropriate.
5. In what ways are your advisors similar to you? Different? Why?
6. How did your advisors become advisors?
7. Do your advisors know about each other?
8. What is the one underlying theme that qualifies these people to be part of your
inner circle of advisors?
e Probe for definition of quality.
9. Would you characterize these relationships as trusted advisor relatiorstkips (
only if the concept of trust has not come up)?

10.How do you define trusted advisor?

Part B: Positive Experience with Trusted Advisor(s)

B. Think about an important decision you made where you consulted a trusted advisor.
Please describe the situation and what you did.
Follow-up questions:
a. Who did you seek advice from?

b. Why did you seek advice?
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How many individuals did you consult?

How did you use the advice that you were given?
How did you decide which advice to take?

Did the advice work for you?

What did you learn from this situation?

. How did this experience impact how you engaged advisors after that?

Part C: Negative Experience with Trusted Advisor(s)

C. Think about a situation where you had a poor experience with an advisor. Please

describe the situation and what you did.

Follow-up questions:

a.

b.

Who did you seek advice from?

Why did you seek advice?

How many individuals did you consult?

How did you use the advice that you were given?
How did you decide which advice to take?

Did the advice work for you?

What did you learn from this situation?

How did this experience impact how you engaged advisors after that?

Part D: Seeking Advice and Making Decisions

D1. When do you go to your advisors?
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Follow-up questions:
1. For what types of issues or concerns do you seek advice?
2. Do you go to all of your advisors in all situations?
o If yes, Why?
e If no, why not, and how do you decide which advisor to go to for
what?
D2. How do you solicit advice (e.g., telephone call, email, face-to-face)?
e Why do you use this method?
D3. In what forum do you receive advice (e.g., telephone call, emalil, faceed®-fa
e Why do you use this method?
D4. What factors help you determine if you will take the advice that is given to you?
Follow-up questions:
1. How do you make decisions based on the advice you have received?
2. Have there been occasions when you knew that you should have sought
advice but didn’t do so? Please elaborate.
e What prevented you from seeking advice?
¢ What was the impact of you not seeking advice?
¢ What did you learn from this situation?
D5. How do you view unsolicited advice?
1. From your advisors?
2. From others?

D6. How important are your advisors to your decision making?
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Part E: Nature and Role of Trusted Advisor Relationships
E1. Among your peers, are you unique in having trusted advisors? Please tellene mor
about that.
1. How do you know?
E2.  Over the course of your career, has there been any kind of change in the advice
that you seek, who you seek it from, and who your advisors are? Please elaborate.
Part F: Close
F1.  This concludes our interview. Is there anything else that you woulad ldad |s
there anything that | have missed, that you believe we should have covered?
{Name of participant}, thank you for your time today. Your willingness to partieipa
this research and be interviewed is greatly appreciated. This intervieWweareséarch
overall will contribute to further understanding of leadership at the most sepmitse

level.

The results of all of the interviews will be analyzed and consolidated into themwds w
will then be included in the final dissertation.

| am seeking other CEOs to interview for this study. Has your experieadeba
positive?

If no — ask why?
If yes - Are you willing to introduce me to one other CEO who you respect tret | m
have a discussion with? Who is it? Would you be willing to give him/her a dail rig

now?

¢ (If not, provide contact information. | will give you a call in a few days to follow-
up.)

Once again, thank-you for your time.

This study has been approved by Capella University's IRB 127623-1, effective from
February 17, 2010 through February 17, 2011.
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