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Employability and Personnel Management for
Interim Managers
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Abstract: Research Issues How can interim managers keep
employable in thelong term regarding their strategic positioning,
and which are the ensuing implications for personne
management? Methodology: Theoretical analysis and expert
interviews to verify the findings. Practical Implications: Interim
managers position themselves via their own resour ces, they attend
to different markets and they enjoy differentiated remuneration.
Human resources management may take this into account and
contribute to the selection of, and the collaboration with, interim
managers. Competitive Factors, Human Resources Management,
Interim Manager, Strategic Positioning.
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. INTRODUCTION

Interim management is the temporary deployment of ary,o

external executive to a company for various purp¢8g The
activity of an interim manager is not occupatioyall
stipulated, a homogeneous job image does not ekist.
number of independent interim managers has being figr
years; even science is more and more preoccupiddtht
phenomenon [5]. Absent regulation of a market whiatdly
sees any information about the quality of servieedlitates
the offer of “interim management” as a service Hilel
qualified executives. In addition, temporary woidencies,
senior expert services, investment banks, auditimgpanies,
tax consultancy and law firms etc. act as new cditgps in
the market. Beside these developments the intetamanger
permanently finds himself in a stand-by mode, igjestt to
enormous pressure to perform, and he has to déalhigh
expectations in respect of his own person. Alse, tent

danger of contract cancellations leads to a gener

employment risk as well as to unbalanced utilizgtigith the

biggest impending career risk being the explictagption of

responsibility for implementational consequencesilsivh
facing a threat to one’s own reputation [4]. A®ault, these
factors accurately depict the business model of

“independent interim manager“ as an unstable aadguious
form of gainful employment, if on a high level [3f order to

remain long-term employable in such an unstablénbas

model, a more strategic and long-term orientedtioméng is

necessary.
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Hence, the question for each interim manager is tow
maintain and to enhance his employability with & of
developing new markets, if appropriate, and to agisg
himself from a growing number of competitors. Tisisue is
interesting in two ways: On the one hand, it offasight into
the increasingly substantiated type of service mhfimgerim
management”. On the other hand, it sheds light arknown
deficit inherent in institutional human resourcesnagement
in companies, a shortcoming which usually doesseek to
look after interim managers and similarly flexibieodern
forms of employment. It is therefore also the aftthis article
to arrive at specific implications for the HR maaaggnt, on
the basis of the findings.

Il. METHODOLOGY

findings of this paper are based upon a
theoretical-conceptual examination and an empirical
examination of the developed concepts by meansuére
interviews. A conceptual reference framework allugvior
hands-on design recommendations was created, teaidby
data from qualitative interviews. The expert intews were
conducted as problem-focused interviews. This sdeme
applicable due to the pre-existence of both fidicand
premises inherent in the research assumption. Thee
phase went iteratively, e.g. not along a predet@thnumber
of expert interviews. During this phase, it becarear that a
sufficient saturation for the validation process thfe
theoretical approaches was reached after 20 istesviAll
the interviews were recorded and transcribed for
comprehensive analysis. The subsequent evaluatiga s/as
done in an analytical and interpretative manney, the most
ﬂlnportant expert assessments were generated silygalad
comparable thoughts were solidified and rated. ddta were
collected from January until March 2011, referrbogthree
central dimensions of a preconceived theoreticaié& of
reference: resources, competitive factors and blrimodels

a

¥ remuneration. The interview guide was comprisédine

thematic blocks in total with open individual quess, and a
further six categories of dichotomous conceptuakgar the
clarification of frequently used technical term8.dut of the
20 interview partners were active on a senior mememt
level, e.g. they bore entrepreneurial respongjbiiitr the
enterprise they represented. The interviewees wewen
interim management providers, three interim marmgaro
association representatives, two specialist author®
compensation advisors, one insolvency administratoe
restructuring expert, one marketing expert andinserance
expert.
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I11. RESOURCE- AND MARKET-ORIENTED ASPECTSOF

POSITIONING

Quite often interim managers act in oblique masiefations,
with closer competitive surroundings not alwaysppaly
identified. This goes to show that sufficiently tjtied
reference points are missing to create a cleanbsisimodel
as interim manager. From a theoretical perspeciivés

autonomy and signal to future clients that a lggsootunistic
execution of their mandate is in order. Moreovémnarice
capital opens up for him all the activities as epteneur,
start-up aide, business angel or venture capitabsior.
Regarding the preservation of employability, there mainly
five competitive factors playing a major role, apaom the
internally available resources of the interim masrag hese
therefore advisable to have recourse to two estzdddi are CO||ated, sketched and identified here aCCgruinour

approaches of strategic management, namely tH¥€rview partner statements: First, the qualithistservice,
resource-oriented and the market-oriented approauth,to s reflected in quality labels and references, idarly
interpret those in respect of the positioning aterim adainst the backdrop of low market entry barrigeond, the
manager. The simultaneous and integrative appsicadif definition of a core business moving between nengss
both approaches may be explained as follows: mteridiversification and a search for lucrative nichéhird, the
managers have got to force themselves to performaeent Marketing of his service, reaching from brandingntore
changes of perspective in order to keep long-ter@Utonomous sales and less external acquisition via
employable. According to the interview data, it Has intermediaries. Fourth, an orientation towarddifieecycle of
instance become clear that interim managers exmerie client companies as venture capital enterprisesiniiance,
phases of introvert and more intensive resourcaterance, are subject to other conditions than insolvencyipro
which alternate with extrovert and market-relatédges of enterprises. Fifth, advance achievements play groritant

more intensive acquisition work. The theoreticas@ning
and the statements of the interview partners thezefuggest
that this tension field between resource-

role, if they allow for the portrayal of one’s oywerformance
potential.

and

competition-oriented approaches may be used for th¥- STRATEGIC POSITIONING OF AN INTERIM MANAGER

strategic positioning of an interim manager.

IV. CENTRAL RESOURCESAND COMPETITIVE FACTORS
OF AN INTERIM M ANAGER

Based wupon the theoretical foundation of
resource-oriented perspective, but also mainly tuea

The strategic positioning of an interim managercdbss
how he endeavours to establish himself in potentalkets,
all the while preserving his employability. In thagntext this
paper adopts the wide-spread image of the lonesiigR]. It

thénay at first glance appear to be true that a grgwimmber of

larger units with an international footprint, andfeong

specification within the framework of the conductedcomplementary services, are gaining in importansg [

interviews, the following text names five centrasources of
interim managers. The first central resource of itlterim
manager is knowledge from formal qualifications.idta
“knowledge about what” and it manifests itself esitly in
types of basic education (diploma and master styidie well
as in further qualifications (Certified Public Aecggant, tax
consultancy and accountancy exams, sector knowletige
A second essential resource is the implicit competdased
upon work experience. It is a “knowledge aboutithe” and
it expresses itself in terms such as implementatapacity,
effective action and routine. This vastly implikitowledge
cannot be acquired via a third party; it is rathased upon
one’s own learning by experience. It tends to digjiself in
the practice of effectiveness versus efficienay ether words
— in “doing the right things" as opposed to “doitlungs
right“. The third resource is the behaviour of aefim
manager. Management tasks mean special problems
external executives, since interim managemenseifits of a
temporary nature. The resulting alternating reguo@ets as to
behaviour and role reflection gain more importatheemore
collective performances are to be organised. Adngrdo
interview partner statements, a wide gamut of lestdp and
role patterns therefore facilitates the purposeraed
guidance of staff. A fourth core resource is arerin
manager’s social capital, established in the exéet the
number of his relationships as well as in theifpearity and
quality. Larger and less tight-knit networks witkthrer weak
relationships give access to further contacts. iieaapital
at last denotes the fifth and most material resautenables
the interim manager to accept a mandate for reasties
than exclusively the fee. In that respect he maptpo his

According to the findings of this study, howevere tlone
fighter is still the central character in the mark€hese
“types” carry on forming the significant majorityf mterim
managers [1]. Several of our interview partnersaréghe
bigger interim management providers rather as ésun
communities” than as active competitors of the Ifigbter.
The reason being that in these groupings the résphc
associated interim managers again act on their losiralf
most of the time, and that essentially merely adstistive
issues such as office costs etc. apply. The abdliacquire, as
exerted by so-calledSozietatehor partnerships, is definitely
and significantly overrated, according to the statst of one
interview partner. In the end, the type of the Ifighter will
keep on being dominant. According to statementsoty
interview partners, active interim managers indregg need
to develop alternatives to the positioning of assia lone
fighter, in order to also serve larger markets. Goal of
employability is hence met by different forms ofsgmning
as “relative lone fighter”, which result as fourea-typical
strategic forms of positioning, based upon rescuenel
market-oriented considerations. These are embeitdfedir
market areas with a different degree of competiss so
that a specific reference frame may be derived fthm
strategic positioning (Fig. 1).
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Fig. 1: Strategic Forms of Positioning of an Interim
M anager

(Source: own chart)

= |Inthe so-called standard markets, the interim mangoes
on acting as the expert classic lone fighter (cogehject
manager, a man who bridges vacancies, a renovittoout/
financial equity contributions). These cases essgnt
require recourse to immaterial resources and thgaief
basal competitive factors.

= |f he passes on mandates that are too specifihifior he
positions himself in these specialist markets. @ligh he

does act like an intermediary and provider by usin

asymmetric information situations, this is all ke thenefit of
his social capital basis or resource basis.
= |f, additionally, he positions himself starting finahe lone

fighter on an assumed axis between expert and tmves

headed for the standard markets, he increasinglgrbes a
sort of conductor. More
superimpose the originary activities of an expgestgradually

mutates towards an investor (renovation with peakon

liability, management buy-in, private equity, ingehcy
situations). In those cases, extra recourse taress such as
social-and-finance capital is called for, as wef an
application of the competitive factors of life-cgarientation
and advance services.

The key element of these findings is that interim@mnagers
need to have recourse to different resources angpetitive

factors throughout their career, and that even filst

positioning strategy must be competitive, becatiieesfocus
is the market entry, respectively, with the aimlayfing the
foundation for the business model. In the course mfild-up
or an expansion of resources and competitive factar
“structured unstructured” phase of strategic positig will

follow, by which the interim managers wish to emstineir
employability. In this respect, a permanent reashinéo

investment-related motive
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enhance one’s own resource basis and to apply didivpe
factors gains in central importance regarding ormim
employability, and the human resources managenfetfieo
own person thereby becomes a crucial aspect dfubimess
model.

V1. REMUNERATIONSASAN EXPERT AND INVESTOR

Statements by our interview partners are worthyatice, as
they establish remuneration models within the fraor& of a
strategic positioning as a further important dinienslt is to
be noted that the remuneration models offered terésted
companies are increasingly performance-oriented and
variable: “I strongly expect forms of variable remeuation to
rise. Personally, | hardly know a permanent placgenfies
interim manager] without any variable part. Theydekue is
always on what to base this.” (Interview partnegoking at
the diverse market areas, it is clear that expardates in
standard markets are being remunerated more easktfran
stronger investment-related projects in the saedall
simultaneous markets. Should interim managers séir
positioning from expert towards investor in the rseuof their
career, the form of remuneration will typically asfj (see Fig.
2).

Investor
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Fig. 2: Continuum of Variable Remuneration M odes
(Source: own chart)

ccording to the statements of our interview parnen
appropriate design consists for example of nedogat
combinations of fixed fees to cover the cost oy and
variable remunerations for more specific achievameno
accept both remuneration extremes results in cativeet
advantages, at least for risk-aware interim marsagerd it
may constitute the basis for a long-term employigbil

VII. ADVICE TO THE INDIVIDUAL INTERIM M ANAGER

Some suggestions as to the behaviour of an indidterim
manager may be derived from the findings aboveihglhim

to position his personality in an entrepreneuréaitext. The
recommendations are the direct result of the posip
reference frame sketched above; hence, sufficehiighlight
them here but briefly. It is essential that thesation of one’s
own person, and thereby the employability, be rbatethe
resources at the individual's disposal. Howevegséhhave to
be continuously adapted to the needs of the assjgni
companies in order to keep employable. To be abtiotso,
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an exact analysis abiding by the above-mentionéterece leadership situation by means of development measiihe
frame is required, as a general piece of advictajpéng to target is not primarily leadership seminars for theerim
the need for development of the individual intenmranager is manager. It is rather to improve the leading manesy
per se too abstract. As a consequence, interimgmeanaust situation of the interim manager, as it presesglfiin terms
be prepared to reflect upon their own “human” reseu of project- and team-orientation, due to a timeitliamd the
concerning entrepreneurship, and to professionalisellaboration with existing employees. In this @it classic

themselves. measures of team development are advisable whigry tizko
consideration the special nature of the interim agan's

VIIl. IMPLICATIONSFOR THE HUMAN RESOURCES situation, so that he is able to both put his resesiin and
MANAGEMENT cooperate with a functioning team from the veryibeing.

From the perspective of the institutionalized humesources Termination:As the cooperation with the interim manager is
management, it is to be noted that interim managee a limited in time, there is a call for action in theuman
new form of employment is becoming widespread,igfi#l ~ resources management concerning the terminatiothef
under a very specific role. That is why the persbnncooperation. The resources described above, whieh t
department plays only a weak role in the selectiow interim manager enhances and puts into the company
development of interim managers, though wrongly sdhroughout his assignment, are no longer availabléhe
according to our findings. For instance, the decisb take on company in their entirety upon termination of takationship.
an interim manager at the executive level, or ipasp The personnel management should join in here wikh H
management, is taken by the legal bodies, top-levBlanning competencies and measures. This canxéngle,
management or business owners. Personnel managers @ppen when the interim manager is deliberatelméeaup
hardly ever involved. Our findings, and the statetsgiven, With a regularly employed deputy who is trained tas
clearly contradict the weak role of the personnehagement, designated successor during that period. Furthirworthy
however. Furthermore, on the basis of the developd@® consider assuring the access to the interim getes
employability reference frame regarding interim agers, Competencies and resources via a consultancy agréem
important implications may be derived for the humadddition, the handing over of the tasks needs dsganin a
resources management, which can be sorted along @y similar to internal job changes. These incledg the
temporary sequence of an interim manager's deploymesystematic debriefing and the documentation of gutsj
SelectionRegarding the selection of the interim manager, tfBeyond this immediate implication for the humanoreses
human resources management can already contribffi@nagement, interim managers are an example of
significantly. It is mainly about the profound asgstematic autonomous and entrepreneurial-minded staff invgstn
analysis of the resources that have actually beempy an their own development, which can easily be career
interim manager. If these are in fact relevant® strategic €lsewhere. Interim managers may constitute a rolgefrfor
positioning as seen through the eyes of an intemanager, traditionally —dependent employees who act like
then a comprehensive understanding of the stratedi€-entrepreneurs (intrapreneurship) in the compahg.idea
resources, as demonstrated by the assigning ComljmnyOf the permanent development of the resource laasise’s
equally important. A part of these resources ctmsig Own disposal, for example, points towards the pnemee of
constructs like managerial behaviour, skills, sbcidife-long learning. Moreover, the communication of
competencies etc. The human resources managem@@fand-driven competitive factors within the pasitng
typically possesses the diagnostic options to ble ab framework highlights the importance of an open
comment on such constructs, and it should therefotigely communication of contributions to success by, fetance,
participate in the selection decision. The samdieppo the Young executives, and to adjust those to corpetateess in a
evaluation of the reputation and references of rarim flexible manner. A transfer of remuneration consatiens is
manager, an assessment which is highly relevansedection also possible within certain limits. One may safagsume
decision. Psycho|ogica||y trained personne| maregeay that a readiness to take over entrepreneurialwiﬁkin the
contribute to a systematic check on the occupdtionBersonal remuneration framework is to be regarded a
biography, so that references at hand can be tegiferised. Positive sign for the organisation.

Cooperation:ln the course of the cooperation with the interim

manager, at least two areas emerge that, at linste, require IX. CONCLUSION

the competencies of the human resources managefnestt. Not only do we have to note, in the form of a ceagummary
personnel managers should actively participate e tof our research on the employability of interim mgers, that
development of performance-oriented, variable resration the strategic positioning of interim managers ipamant for
models that, according to our studies, are becominbeir employability. The example of this modernnfoof
widespread. The definition of viable performanceéds is, employment is rather crucial to the realisationaliHearning
for instance, one particular aspect as well agétermination fields there (still) are for a sustainable humasotgces
of target achievement rates, i.e. a specific parémce management, and that the personnel managemerticsiba
review, as long as the stipulated targets are moelyof the capable of participating in such employment fornamé they
fiscal-quantitative kind. Here, typical personnelmagement should do so in practice.

competencies are called for, as they are natupaityin on

behalf of staff in regular employment by the humespurces

management. Second, the human resources management

should support the specific management ability and
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