The future of leadership is fractional:
big capability, small commitment.

Enrique Fernandez-Pino
October 2025

simplerchange



Fractional Leadership: The Smarter Way to Access
Top Executive Talent

In a business world defined by speed, uncertainty, and constant change, companies are
rethinking what leadership looks like. One of the most practical (and quietly revolutionary)
responses has been the rise of the Fractional Executive.

From small startups to global enterprises, more organisations are turning to experienced
leaders who work part-time or on a project basis. The benefits are clear: proven expertise,
objective perspective, faster results, and a far lower cost and risk than a full-time hire.

But what does “fractional” really mean—and why is it changing how companies lead?

What is Fractional Leadership?
Fractional Leadership is the practice

of hiring experienced C-level senior
executives on a part-time, flexible,

or project basis rather than as full-time
employees. Independent Fractional
Executives are people who have served
as a full-time C-suite executive for years
and are now looking for a different kind
of challenge.

AFractional Executive will take on a role at
your company through a temporary time
or situation with the same strategic depth
and executive capability as your salaried
executive, but for a fraction of the time,
cost, and commitment on your part. They
might spend a few days a week, or a few
days a month, or full time for a short
period on a focused mission.

But is this not the same as
Consultants?

No. Fractional leaders are not consultants
in the traditional sense.

Most consultants have grown their
careers within the consulting world.
However, they do not necessarily have

the track record of success. A good
independent Fractional Executive will have
significant C-Suite experience and come

with decades of practical real-life
experience on the role. And, more
importantly, ‘scars’ acquired when
getting things wrong. Fractional leaders
are former leaders who can offer high-
level, strategic guidance, adapt quickly,
and work collaboratively. They have
done the job, not just seen it done.

Unlike consultants, independent
Fractional Executives embed
themselves within the organisation as if
they were a full-time employee, digging
into problems, identifying solutions, and,
often, implementing those solutions.
They are outcome driven, moving on to
another client when the job is done,
instead of trying to grow a team around
a problem.
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So why are companies turning to
fractional leaders?

The advantages are big, both strategic and
financial.

Access to Top Talent, Fast
Proven executive expertise within days, not months.

Hiring a senior executive can take months
and cost a fortune. A fractional leader can
start within days, bringing instant
experience and impact.

They onboard themselves quickly and start
adding value from day one. Their flexible
contracts allow you to scale their
involvement up or down as your needs
evolve. Perfect “try-before-you-buy” for
expensive situations.

Outcome-Focused Leadership
Leaders who deliver results, not powerpoints.

Fractional executives are hired to deliver
outcomes, not to fill a chair.

Whether driving growth, leading change,

or stabilising a crisis, they focus entirely

on results. And because they come from
the outside, they can challenge
assumptions, break silos, and move faster,
without being caught up in internal politics.
They’re also ideal for guiding and mentoring
teams through transitions, transformations,
or major delivery programmes.

Objective Perspective
Fresh eyes that cut through politics and drive clarity.

A fractional leader brings clarity,
perspective, and the ability to ask the hard
questions others might avoid.

For companies undergoing mergers,
ownership changes, or restructuring, this
objectivity can be invaluable. They have
no political agenda or history: just a target,
focus and experience.

Cost-Effective Expertise
C-suite capability at a fraction of the cost and the risk.

A full-time executive comes with salary,
benefits, bonuses, and equity. All before
proving their impact.

Independent fractional leaders deliver the
same calibre of experience at a fraction of
the cost, with far less risk.

For smaller or scaling businesses, that can
make a true senior leader finally affordable.

Flexibility in Uncertain Times

Leadership on demand—scalable, agile, and ready
when you are.

When the market shifts, you can adjust
leadership capacity and capability without
reorganising the business. It's leadership on
demand: scalable, agile, and completely
adaptable. Within hours or days, not weeks
or months.



And is this a growing trend?

Yes. The adoption of fractional leadership
has seen a significant rise in recent years.
This surge is attributed to the flexibility and
specialised expertise that independent
Fractional Executives bring, enabling
businesses to address specific challenges
without the need for full-time appointments.

So, should | consider hiring an
independent Fractional Executive?

It depends. Fractional Executives excel
on Volatile, Uncertain, Complex and
Ambiguous (VUCA) environments.

Particularly:

» Navigating growth phases. Moving from
Start-Up to Scale-Up and eventually
corporate. Independent Fractional
Executives can provide the strategic
oversight. E.g., a fractional CIO can
help create a technology function before
hiring a permanent team.

» Specialised project needs. Initiatives
such as market expansion, digital
transformation, or product launches
often demand expertise that may not
reside within the existing team.

* Crisis or Turnaround Situations. At times,
speed and experience are essential to
protect value. Independent Fractional
Executives have navigated these
situations and will find a way by looking at
the issue independently from the outside.
A complete fresh pair of eyes to help
navigate crisis or turnaround situations.

If all you need is somebody to ‘cover for a
little while’, this type of arrangement is very
unlikely to work for you.

| see... So, how do independent
Fractional Executives work with
companies?

In essence, they offer flexibility. An
independent Fractional Executive can be
contracted for part-time or full-time work,
virtually or in-person, for a very short time
or for as long as you need to meet your
objectives. They could work through a
retainer, or for a particular work package.
Their job is not to provide 40 hours a week,
but to deliver your needs.

And when their job is complete, the
independent Fractional Executive leaves
behind more qualified people to produce
better outcomes using better processes,
before moving onto the next project.

OK. So, how do | hire an independent
Fractional Executive?

Typically, when looking for an
independent Fractional Executive, a good
first step can be to tap into your network
and ask around. Your contacts may know
of individuals with excellent leadership
skills who are looking for fractional work.

Failing this, there are specialised
recruitment firms that deal with Fractional
Executive candidates. Obviously, this will be
a little more expensive.




Any pitfalls on hiring an independent
Fractional Executive?

Yes, of course. An independent Fractional
Executive usually dedicates a fixed number
of hours to your organisation each week or
month, which often means limited access.
They will offer great flexibility, but they will be
doing work for other clients or simply aim at
leaving a less intense work life, after many
years at the helm. As such, if your
organisational culture requires exclusivity or
availability at any time at a drop of a hat, this
setup may not be the best option for you.

And how do | maximise the value of
independent Fractional Executives?

 First and foremost, set very clear goals
and expectations. Even if the task is
ambiguous, spend time defining specific,
and measurable outcomes for the
Fractional Executive.

* Focus on outcomes. Prioritise the value
and impact of the independent Fractional
Executive 's contributions over the
number of hours worked, emphasising a
results-driven engagement.

* Maintain open communication.
Independent Fractional Executives will
be able to stand up on their feet from day
one. However, they will need regular short
check-ins and feedback loops to facilitate
transparency, address challenges
promptly, and adapt strategies.

* Foster integration. Unlike consultants,
their role is to embed themselves into the
organisation. Encourage existing teams
to engage freely with the Fractional
Executive and promote knowledge
sharing. Treat them as a fundamental part
of the team, instead of a third-party
traditional consultant.

Finally, is this typically inside or
outside IR35?

Each assignment needs to be considered
individually and confronted with the current
legislation on IR35.

However, independent Fractional Executives
tend to work on an outcome-based role, not
have an official position or run a particular
office, and usually have several clients
running at any point. This makes most of
these arrangements fall outside IR35 rules.

Your HR or law specialist should be able to
help better with this question.



Why Simpler Change”?

“I do not believe that you can do today's job with yesterday's methods and be in
business tomorrow." Horatio Nelson Jackson, physician and automobile pioneer.

Your Interest at
Heart (seriously...)

No Cookie Cutters

‘Grey Hair’ advisory

Contact us

E: enrique.fernandez-pino@outlook.com

W: www.simplerchange.co.uk
T. +44 (0)7773137774
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We will deliver value for your organisation or decline the
opportunity. You will always be at the centre of what we
do. We will always focus on outcome, and not just
ambition. And when we have delivered the promised
outcome, we will move onto another project, not extend
the assignment for our benefit.

Each client has different needs. The approach therefore
must be tailored, and not just a ‘cookie cutter’ and
templated method or work. We will always look at your
problem or ambition as your very important problem or
ambition, not as a generic one, or as our opportunity to
gain more business.

We will try to find a way of converting your vision and
dreams into reality. We have confidence in our own ability:
we have the achievements, and, more importantly, we
have the scars.

We call this 'grey hair’ advisory.
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