DIGITAL & TECHNOLOGY SERVICES

TECHNOLOGY LEADERSHIP WRONG

Most organizations recognize the risk created by a
vacant technology leadership role. Decisions slow,
ownership becomes less clear, and the business
continues without a single executive accountable for
the technology agenda.

Over time, that leadership gap can create execution drift: the
gradual loss of decision clarity, accountability, and momentum
when the business most needs technology aligned with value
(When the Seat Is Empty, Risk Does Not Pause). That is why a
critical ClO, CTO, Chief Data Officer, or technology transformation
role should not remain open without clear leadership coverage.
Boards want confidence, executive teams want continuity,
employees want direction, and business stakeholders want a
credible technology leader who can translate priorities into action.

The pressure to restore leadership is understandable. A fast
permanent hire can appear to be the most direct way to reduce
uncertainty, but filling the seat is not the same as resolving the risk.
Rushing into the wrong hire is where the hidden cost emerges.
When urgency begins to outweigh fit, the organization may replace
a visible vacancy with a less visible, and potentially more expensive-
operating problem.

Technology leadership effectiveness depends far more than
technical capability or a prior title. The right leader must match the
mandate, the business moment, and the operating environment.
That requires operating judgment, stakeholder credibility, an
effective leadership style, cultural fit, change experience, and the
commercial discipline to connect technology decisions to business
value. Those qualities are difficult to evaluate when the organization
is trying to relieve the pressure of an open seat.

The visible costs of a hiring miss are easy to measure. The hidden
costs are harder to quantify and often more consequential: delayed
decisions, repeated onboarding, reopened priorities, shifting
governance, lost confidence, vendor complexity, cultural fatigue,
and the organizational capacity consumed by starting over. The
objective is not simply to fill the seat. It is to identify the leader who
fits the work ahead.

THE VISIBLE COST

Search fees, compensation, incentives, relocation
expenses, separation costs, and replacement
recruiting costs are the most visible, measurable
consequences of a failed executive appointment.

They appear in budgets, contracts, offer letters, and separation
agreements. They can be tracked, explained, and quantified.

The larger cost often sits outside the hiring process itself. It is the
time and organizational energy required to absorb, support, and
orient a senior leader-and, if the hire does not work, to replace that
leader and repeat the effort.

Every incoming technology leader needs context. They must
understand the strategy and operating model, assess the team,
evaluate priorities, review major programs, test vendor relationships,
and build credibility with business stakeholders. Direct reports,
functional leaders, executive sponsors, vendors, and business
partners all invest time helping that leader understand what exists,
what matters, what is working, and what needs to change.

When the fit is right, that investment creates value. The leader
builds context, earns trust, makes decisions, and turns early
learning into durable direction. When the fit is wrong, the
organization absorbs the transition without realizing the expected
return and then starts over. That is where the visible cost of hiring
becomes only the beginning.
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THE HIDDEN COST OF GETTING TECHNOLOGY LEADERS

THE HIDDEN COSTS
COMPOUND BEYOND
THE SEARCH

Rework and Delayed Value

A new technology leader should test assumptions and review
priorities. The issue is not that decisions change; it is that leadership
churn can cause the same decisions to reopen before a durable
direction takes hold.

Portfolio priorities, vendor strategies, governance models, data
ownership, program sequencing, and platform choices may all be
revisited. Each review can be reasonable on its own, but together
they consume capacity and slow execution.

The cost shows up in delayed programs, duplicated planning,
extended transition activity, additional vendor or advisory support,
avoidable rework, and slower value realization. The organization
may continue moving, but benefits arrive later, or not at all.

Confidence and Change Fatigue

Technology leaders rely on organizational confidence to create
value. Business stakeholders need to engage in trade off
discussions, finance needs to support investment, teams need to
adopt new ways of working, and vendors need clear priorities.

Leadership churn can weaken that confidence. Employees become
slower to commit when priorities repeatedly shift. Business partners
question whether the next roadmap will hold. Teams may wait for the
leadership picture to settle before fully investing in a new direction.

A successor can rebuild trust, but that work takes time and
consumes energy that should support execution, adoption, risk
reduction, and value creation. In practice, trust can be harder to
restore than the operating plan.

Governance and Risk Drift

LLeadership instability also affects how decisions are made.

Decision rights can blur, governance forums can lose consistency,
and temporary workarounds can become embedded before the
organization determines whether they fit the broader strategy. Vendors
may fill directional gaps because they remain close to the work.

This rarely creates immediate failure. More often, it creates gradual
drift: individually reasonable decisions that do not fully connect to a
coherent technology strategy.

By the time the pattern is visible, the organization may have
accumulated cost, complexity, and risk that the next leader must
unwind. That is how a hiring decision becomes an operating cost.

HOW TO MATCH THE LEADER
TO THE BUSINESS MOMENT

Technology leadership roles are complex
because they sit at the intersection of strategy,
operations, risk, talent, vendors, platforms, and
business performance.

The same title can mean very different things depending on the
organization’s context. One company may need a technology
leader who can stabilize delivery and rebuild operating discipline,
while another may need a leader who can scale data, Al, and
digital capabilities. One may need someone who can support a
transaction, integration, or carve-out, while another may need a
leader who can improve cost structure while preserving resilience
and business confidence.

A compressed search can miss those distinctions. The permanent
search should begin with the mandate, not the candidate profile.
Before defining that profile, boards and executive teams should
answer the following questions:

1. What business outcomes must technology enable over the next
12 to 24 months?

2. Which areas require immediate stabilization, and which require
transformation?

3. Which decisions will demand the greatest executive, board and
stakeholder credibility?

4. What leadership capabilities and style will work in the
organization’s current culture and level of change readiness?

Clear answers help distinguish experience that is attractive in the
abstract from experience that is necessary now. They also guard
against common shortcuts in a compressed search: overvaluing
availability, familiarity or a prior title; moving toward a candidate who
merely feels safe; or replicating the previous leader’s profile when
the next phase of the business demands different capabilities.

A fast process can still produce the right outcome. Speed, however,
should follow clarity rather than become the governing objective.
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WHY THE SEARCH
REQUIRES SPACE

The permanent search is necessary, but the business
cannot pause while it runs. Business priorities,
critical initiatives, vendor decisions, funding choices,
and risk escalations continue. If the business lacks
credible operating cover, each unresolved issue adds
pressure to make the permanent hire before the
organization has fully evaluated fit.

Interim leadership helps relieve that pressure by separating the
need for immediate executive accountability from the decision
about who should own the long-term mandate.

An experienced interim leader can step into the operating rhythm,
clarify near-term priorities, maintain decision flow, strengthen
governance and keep business stakeholders aligned. They can
determine which issues require immediate action and which
should be framed for the permanent leader. They can stabilize
critical programs, support escalation paths and prevent temporary
workarounds, vendor-led direction and unresolved governance
questions from becoming unmanaged complexity.

That coverage reduces financial costs by limiting delays, duplicated
planning, avoidable rework, vendor inefficiency and slower value
realization. It reduces risk by clarifying ownership, preserving
governance discipline and maintaining a clear connection between
technology activity and business priorities. It also protects the quality
of the permanent search: with the business under control, boards
and executive teams have more space to test the mandate, evaluate
candidates against the organization’s actual needs and resist
appointing the first credible option simply to close the vacancy.

Turning Technology Leadership Transitions into Momentum ?_T
X

Once interim leadership creates coverage, the transition period can become more than a bridge. It can become a value

creation window.

WHAT EFFECTIVE INTERIM
COVERAGE LOOKS LIKE

Interim leadership creates value by giving the organization
experienced operating coverage while the permanent search runs.
The role is not to keep the seat warm. It is to maintain continuity,
preserve momentum, manage risk without creating unnecessary
churn or constraining the incoming executive.

Effective interim leaders typically:

establish clear accountability, governance, and escalation paths;
B triage the portfolio and identify the decisions that cannot wait;

B stabilize teams, critical initiatives, and key vendor relationships
to prevent temporary workarounds, vendor-led direction,
and unresolved governance questions from becoming
unmanaged complexities;

B translate technology trade-offs into business, financial, and
risk terms;

B surface the operating realities and capability gaps that should
shape the permanent mandate; and

B prepare a structured handoff so the incoming leader can build
on progress rather than restart discovery.

Former operator experience matters because interim technology
leadership requires more than an advisory perspective. The most
effective interim leaders understand what it means to sit in the
executive chair. They know how decisions move through complex
organizations, how vendors respond to unclear direction, how
programs can appear active while losing focus, and how quickly
ambiguity spreads through teams. They can communicate
technology trade-offs in business terms, but they also know where
not to overreach because they understand balanced restraint.

The objective is to protect the business during the transition and
prepare a stronger starting position for the leader who will own the
long-term mandate.

Experienced interim leaders can bring operator experience and an objective, market-informed view to validate priorities, pressure test
the technology agenda, sharpen decisions, identify what is working, and surface what needs attention.

The objective is not to create churn or constrain the permanent leader, but to preserve momentum and prepare a cleaner handoff that

gives the incoming leader a stronger starting point.

The best transitions do not simply bridge the gap. They create momentum for what comes next.
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A BETTER BRIDGE TO PERMANENT LEADERSHIP

The visible cost of a failed executive hire is measurable. The hidden cost is often larger.

These costs are not inevitable, but they become more likely when the pressure to fill a vacant technology leadership role begins to shape
the permanent hiring decision. Organizations should not have to choose between maintaining momentum and making a thoughtful long-
term leadership decision. Interim leadership gives them a practical way to do both. It protects continuity and value while the seat is open,
and it provides time to define the mandate and appoint a leader suited to the work ahead.

A&M helps organizations navigate this challenge by providing experienced technology executives who maintain continuity, preserve
momentum, manage risk, and create the space needed to make better leadership decisions. The value is not simply coverage for an empty
seat. It is a stronger bridge between the open seat and the permanent leader who will carry the agenda forward.

The objective is not to hire quickly. It is to hire well.
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ABOUT ALVAREZ & MARSAL

Founded in 1983, Alvarez & Marsal is a leading global professional services firm. Renowned for its leadership,
action and results, Alvarez & Marsal provides advisory, business performance improvement and turnaround
management services, delivering practical solutions to address clients’ unique challenges. With a world-wide
network of experienced operators, world-class consultants, former regulators and industry authorities,
Alvarez & Marsal helps corporates, boards, private equity firms, law firms and government agencies drive
transformation, mitigate risk and unlock value at every stage of growth.

To learn more, visit: AlvarezandMarsal.com
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