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Many of us will face the challenge of a new leadership role in 2007.  Whether 
joining a new organization, receiving a promotion, taking on additional 
responsibilities in the same role, integrating new members into our leadership 
team, or facing major external change, the challenge is the same.

Nearly half of us will fail in the new role, according to George Bradt, Jayme 
Check, and Jorge Pedraza, authors of The New Leaders 100-Day Action Plan: 
How to Take Charge, Build Your Team, and Get Immediate Results (John Wiley 
& Sons, 2006, 230 pages).

In this document, I'll outline the authors' suggestions for making a successful 
transition into a new leadership role.  For more details, see the book and the 
additional references on the authors' website, PrimeGenesis.com. There are a 
few other helpful books, which I'll cover at the end of the document.

Start before Day One
Don't wait until your first day in the new role to get started.  Well before that 
day, you need to:

1. Identify key stakeholders.  Key stakeholders include your boss (even if 
the boss has not changed, if your responsibilities have changed you need 
a restart with the boss), your boss's assistant, peers, customers, direct 
reports and support people. Not all stakeholders will be critical to 
getting a great start, so you need to sort out where to put your pre-start 
time.  Download tool 4.1 for a list of stakeholders to consider.

2. Get all the little setup details taken care of.  Ideally, your office, phone, 
computer, keys and security badges will all be ready to go on Day one.
Find someone to help you make this happen, so that you don't lose that 
valuable first day in administrative details. Tools 4.4 and 4.5 can help 
with this step. 

3. Meet with key stakeholders - in person if possible, by phone if not.  Make 
a conscious decision which stakeholders need to be seen in person, and 
which can be met initially over the phone.  Remember that the order in 
which you conduct pre-start meetings sends a message, as does where 
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you meet. Tool 4.3 suggests questions to ask in these pre-start 
meetings. 

4. Collect the information and documents you will need to get your pre-
start learning out of the way.  This might include financial reports, 
quality summaries, key project charters - whatever you can get your 
hands on that will give you a head start on the role.

Engaging the new culture
The authors believe there are three approaches to engaging a new culture.
These apply whether you are joining a new company, or simply moving to a 
new work group within your old company.  They even apply when you are 
promoted to a leadership role over your old work group.

1. The safest approach, and the one with the least impact on the culture, 
is to assimilate into the culture.  Basically, do as they do.  If they wear 
t-shirts and jeans, wear t-shirts and jeans.  If they work 12 hour days, 
work 12 hour days. 

2. Not quite as safe, but probably the best choice for most situations is 
"converge and evolve."  With this approach, you begin by following most 
of the prevailing cultural norms in the new work group.  And then, as 
you see where changes are needed, you help the work group to evolve 
the culture. 

3. The "shock" approach is fairly dangerous, as it will generate significant 
resistance.  However, when the business is in serious and immediate 
trouble, rapid and huge change may be called for.

The key is to consciously choose one of these three approaches.  But don't 
forget to monitor the situation, and change if events demand it.  Remember 
that you must get results.  If events accelerate, you may have to change your 
approach from "converge and evolve" to "shock."  Don't wait if the situation 
demands a change!

Controlling the agenda for Day One
Day One will be the most important day the first 100 in your new role.  What 
you do, what you say, where you go, whom you meet with - all of these carry 
messages.  Make those messages your conscious choice.  Before that day, think 
through what messages you want to convey, how your words and actions will 
support those messages, what order you will do things that day, what signs and 
symbols you will use.  Make sure the agenda reflects the importance of issues 
and stakeholders to you - spend most of your time with the most important 
stakeholders and on the key issues.

One new leader, for example, briefly introduced himself to his team first thing 
on Day One, and then headed out for ten days with customers.  He explained 
his belief that he could not understand the business until he understood what 
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customers thought.  (I like this approach of early and extensive customer visits 
when learning a new business.)

Another possible use of Day One is a "New Manager Assimilation Session," in 
which the new leader and the team share expectations, questions and issues.
Download tool 6.2 for a suggested approach to this session.

Download tool 6.1 for a checklist of things to consider when planning Day One.

The burning imperative
By the end of your first month, the authors say you should get buy-in around a 
"burning imperative."  That means working with your team to decide on your 
mission, vision, objectives, goals, strategies and values.  Don't be tempted to 
write this off as too "touchy-feely."  Don't assume everyone already knows and 
agrees on the burning imperative.  A shared imperative can help drive fast 
progress.  A fuzzy, confused imperative will likely have folks working at cross 
purposes.

The mission answers the question, "Why do we exist?"  A vision is a picture of 
success in the future.  Objectives are qualitative performance requirements, 
and goals are the quantitative targets for those objectives.  Strategies in this 
case are fairly high-level decisions about how to reach the goals, and values 
will drive behaviors.

It sounds like a lot of work, but the authors suggest building this imperative in 
a one-day off-site workshop.  Their tool 7.1 provides a framework for the 
workshop.  You can run the workshop yourself, get facilitation help from within 
the organization, or bring in an outside facilitator.

Regardless of how you do it, the authors suggest getting this done in your first 
thirty days.  Find a day that works for 80 percent of your team, and then give 
the others a chance to change their schedules or not.  Get as many of your 
team there as you can, but have it in the first month even if you can't get 
everybody.

Setting milestones and tracking mechanisms
By Day 45, you need to have agreed on milestones - for your team, and for the 
individuals on your team.  And you need to setup regular tracking reports and 
meetings.  You might want weekly meetings to start, but meet at least once 
per quarter at a minimum.  (My preference is for more frequent meetings in 
the crucial first 100 days.)

Remember to set SMART goals, and to set key milestones along the way so you 
can keep things on track.

For more ideas on setting and tracking milestones, see:

 Tool 8.1, a goal recording and tracking sheet, 
 My post about individual performance planning, 
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 My post about monthly coaching sessions, and 
 My post on how to increase the chance you will achieve a goal

Early wins
By Day 60, you need to decide on one or two early wins that you and your team 
can deliver by the end of your first six months. Remember that it is crucial to 
accomplish something meaningful in your first six months - something with 
substantial impact that your boss will be proud of. It's better to pick one thing 
and make it a slam dunk than to pick two things and fail to achieve either.  If 
you are sure you can deliver, target two things to do.  But never go above two.

Delivering on these early wins is a "matter of survival" for the new leader.

Use these criteria to select your early win targets:

 substantial impact external to your organization, 
 something worth bragging about, 
 something you and your team are 100 percent sure you can deliver, 
 something that will model important new behaviors, and 
 something that would not have happened if you had not come on board.

Select your one or two early win targets by Day 60, and then over-invest in 
them to ensure success.  If you think you need three people, put nine on it. If 
you think it will take one day per week of your time, devote two.  Put more 
resources against these one or two projects than anyone would ever think 
reasonable.  That way, you will be sure to deliver better and faster results than 
anyone would have thought possible.

Use the charter (tool 9.1) to set up the projects for success.  And don't forget 
to conduct a rigorous Potential Problem Analysis to help ensure a good 
outcome.

Getting the right people in the right roles
By Day 70, you need to have the right people in the right roles.  This date 
might flex a bit, based on what it takes to make people changes successfully, 
but don't delay too long.  The authors believe that Day 100 is too late - your 
team is "your team" by then, for better or worse.

By Day 45 you will have seen the members of your team in the Imperative 
Workshop and in the milestone setting session.  By Day 70 you will have seen 
two months of performance and should know where folks stand.  Using tool 
10.1, sort your folks into four groups.  Make your sort based on two 
dimensions.  First is their performance - results, behavior and communication 
versus goals.

The second dimension is their potential in their current role, considering 
motivations, strength and fit.  In a separate presentation, George Bradt has 
described these three elements as:
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 motivations - match of the current job to their ideal job, and 
opportunities for growth 

 strengths - talent, knowledge and skills 
 fit - values, beliefs, norms of the organization, the work group and the 

new leader

Data for performance can come from recent reviews.  Potential can be 
assessed using the Gallup StrengthsFinder or other tools.

Sort your people into these four groups:

 Performance above target, and good fit with the current role.  You will 
support and develop these folks. 

 Performance below target, but still a good fit with the current role.  You 
will work with these folks to quickly improve their performance.

 Performance above target, but poor fit with the current role.  Here they 
are helping, but you need to look for a role that fits them better.

 Performance below target and poor role fit.  You need to move these 
folks to a better role immediately.  That new role might be within the 
organization, or in some other organization.

Make these moves as quickly as possible.  Wait too long and you are stuck.  The 
authors say it well:

"Have a bias to move faster on your team than you think you should.  The risks 
of moving too fast are nothing compared to the multiplier effect of leaving 
people in the wrong place too long."

Adjusting to Change
No matter how well you plan your first 100 days, things might change.  One of 
seven mistakes new leaders make, according to the authors, is "not seeing or 
reacting to situational changes."  Don't make that mistake!

Keep your eyes open for change that will impact you and your organization.
Use regular tracking meetings as one way of noticing changes, but don't ignore 
other means of sensing trouble.  Especially be sure to get out of your office and 
onto the factory floor and in customer offices.  When you sense a change, sort 
out what kind of change it is and respond accordingly.

 If the change is relatively minor and short term, stay focused on your 
central plan. 

 If the change is relatively minor, but will endure, sort out how to modify 
your existing plan.

 If the change is major and will have only temporary impact, treat it as a 
crisis - don't modify your central plan, but immediately implement solid 
crisis management.  There are many books on the subject of crisis 
management.  The authors provide tool 12.1 for preparing for and 
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managing a crisis, and tool 12.2 for communicating during a crisis.  The 
key with crisis management is to anticipate the various types of crisis 
that might occur, and have a plan ready to go should a crisis occur. 

 If the change is major and will have a long-term impact, it's time to 
revise your plan and redeploy. The authors advise treating this as the 
start of a new "First 100 Days" and going all the way back to step one.
Identify key stakeholders, sort out any office changes needed, conduct 
pre-start meetings, gather pre-start information and plan your first 100 
days.

Communications
The authors stress the need for carefully planned and executed 
communications throughout your first 100 days.

I've already discussed the importance of the Day One agenda.  The second big 
communications opportunity will be after the Imperative Workshop.  You and 
your team will need to sort out how to roll out the new imperative.  Think 
about what the key messages are, how to get them out, what signs and symbols 
to employ, what media to use, and how to keep the conversation going after 
the initial roll out.

A third opportunity for focused communication will come after you have 
decided on the one or two early wins, and chartered the team to deliver on 
those wins.

The authors present a nice table on page 155 to help sort out media choices.
Tool 11.1 helps plan a communications campaign at a high level, while tool 
11.3 is a much more detailed tool for developing communications in support of 
cultural change.

Debbie Weil suggests using an internal blog as a way to generate broad 
conversation during your first 100 days.

Other resources to help you get started as a new 
leader
The New Leaders 100-Day Action Plan: How to Take Charge, Build Your Team, 
and Get Immediate Results is the most useful book I've seen on getting started, 
which is why I have focused on it all this week.  I find the model easy to follow
and the download-able tools quite handy.

And check out George Bradt's webinar, available on-demand from Execunet. 
George is a dynamic speaker and does a great job of leading you through the 
process in an idea-packed 1 1/2 hours.

The First 90 Days: Critical Success Strategies for New Leaders at All Levels
(Michael Watkins, Harvard Business School Press, 2003, 253 pages) was the first 
book I read on the subject, and helped me through a couple of promotions.  I 
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found it somewhat higher-level than and perhaps not as street-smart as The 
New Leaders 100-Day Action Plan.

You're in Charge--Now What?: The 8 Point Plan (Thomas J. Neff and James M. 
Citrin, Crown Business, 2005, 299 pages) is full of good ideas, but not as action 
oriented as I like.  It's tougher (for me at least) to build a great startup plan 
from this book than from The New Leaders 100-Day Action Plan.

Check out this FastCompany article, listing "18 ways to take charge - Fast" for 
more ideas.

Helping new leaders get a great start
You've spent months recruiting a new team member, not to mention the cost.
Finally, you've got a deal, and your new recruit starts soon.  What can you do 
to help your new employee get a successful start?

I define a successful start as the following list of conditions existing by the 
sixth month:

 The new employee has accomplished one significant thing that I can brag 
about - a clear answer to "how's the new guy doing?" 

 The new leader and I have agreed on any changes to people on the new 
leader's team, and most of those will already have been made. 

 The new leader and his team have a clear idea of what they are trying to 
accomplish, and mechanisms for tracking their progress. 

 Key stakeholders understand the new leader and he understands them, 
and they are working well together. 

 I am really pleased with the hiring decision.

Here are some things you can do to help a new leader come on board quickly 
and effectively:

 Know and understand the process.  Read The New Leaders 100-Day 
Action Plan: How to Take Charge, Build Your Team, and Get Immediate 
Results and/or The First 90 Days: Critical Success Strategies for New 
Leaders at All Levels.  And I usually send one or the other book to the 
incoming leader and ask him to read it long before Day 1.

 Assign someone to assist with setup before Day 1.  Download this 
checklist [MSWord, 42KB] to help with the task.  [Checklist source:
PrimeGenesis.] 

 Assign someone to assist with relocation if the employee is moving from 
out of the area.  Here is another checklist that can help with relocation 
[MSWord, 44kb, also from PrimeGenesis] .

Why spend time on the last two?  Because the less a new leader has to worry 
about administrative hassles, the more time he will have to concentrate on 
learning the new role.  Think about the value stream - the product is an up-to-
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speed and effective leader.  Anything that drives that forward adds value.
Anything else is waste, so try to minimize it.  In this context, finding a desk is 
waste, while visiting customers is value-add.

 Plan to meet face to face with the new employee before Day 1.  Use the 
time to lay out your expectations, priorities and boundaries and discuss 
resources.  Work to get to know the new employee better - the whole 
person, including his style, dreams, family. 

 Brief key stakeholders before Day 1, working to set-up the new leader 
for success. 

 Help the new leader develop a plan for Day 1, then play your part in the 
plan. 

 Plan to stay in close touch with the new employee for the first few 
months.  He will need coaching, teaching, encouragement and a 
sounding board. 

 Plan what you will need to teach in the early days; things like your vision 
and goals, organizational values and norms, how you work, control and 
reporting systems, your priorities, key stakeholders.

A new team member represents a large investment of time and money.  You 
need that investment to payoff.  Why not put the same pre-planning into the 
new leader's startup that you would put into the startup of a new piece of 
equipment?  You'll be glad you did.
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