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This 100-Day personal onboarding planning exercise (distinct from business planning) will give you a head start with your best current thinking. You don’t know enough to get this right the first time. But, if you don’t think in advance and create some testable hypotheses to set up your own directed learning, you’ll be on the back foot just responding to everyone else. So, fill in what you know. Accept your gaps. And get going to start building relationships on the way to converging into the team before trying to evolve it.
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Questions for you:

Why did you want this job? Fill in your motivation.
What is the job? Not title or role. Fill in what you/team are supposed to get done – goals & priorities, impact on others, within the context of the organization’s objectives and strategies - as you understand them now and perhaps how this is different than your previous roles and what you will need to do differently.
Why did they pick you? Strengths; Fit
Leadership Approach based on an assessment of the Context, Culture and Risks

1) Assess the context – in what ways and how fast does the organization need to change? Items to consider:

a.
Historical context - from inception to this moment in time

b.
Recent results

c.
Business environment

(Perhaps look at 5Cs – Customers, Collaborators, Capabilities, Competitors, Conditions => SWOT)
What is the degree to which change is needed in this organization - from less need to strong need?

2) Assess the culture – How ready is the organization to change?

Will. Does the organization / team want to change [Low <=> High?]

Skill. Is the organization / team ready to change [Low <=> High?]

(Perhaps look at BRAVE dimensions: Behave, Relate, Attitude, Values, Environment.)
What is the degree to which this organization is ready to change - from not ready to ready to change?

3) Assess your risk profile: Low, manageable, mission-crippling, insurmountable

a.
Organization: From SWOT/sustainable competitive advantage

b.
Role: Mission and linkages with rest of the organization - sustain/evolve, start/re-start

c.
Personal: Your strengths (talents, knowledge, skills), motivation (alignment with ideal job criteria and long-term goals) and fit with organizational culture

Organization risk: 

Role risk: 

Personal risk: 


Blend 1, 2 & 3 to determine Leadership approach:


Assimilate | Converge & Evolve (Fast or Slow) | Shock

[Pick one]
Stakeholders: Fill in the names/titles of the few most critical stakeholders

Up: Your boss, their boss, and any other people that can tell you what to do

Across: Internal peers, external and internal customers, external and internal suppliers and allies

Down: Direct reports, perhaps some indirect reports
Communication. Note the Platform for change, Vision, and Call to action are your raw data to inform your Headline/Organizing Concept and Communication points. Focus on ideas first, words later.
Platform for change:  WHY must we/can we change? Look to situation or ambition changes/purpose e.g. ice melting underneath polar bears need to survive.
Vision: WHAT. Concrete picture of a brighter future – that we can picture ourselves in. What will success look like? e.g. play on ice that is covering land instead of water. How will people feel themselves when we get there? 

Call to action: HOW. Actions we can take to get there? e.g. swim from the melting ice flow to the land. 

You: Your focus/how you want to be perceived as a leader like enabler, enforcer, enroller, chief experience officer.
Headline: Pull together into one bumper sticker / organizing concept for your message. (1-5 words)

Main communication points - The 3 main points:

Questions to ask in early “converging” meetings to set up this organizing concept and communication for later. 

Before “Day One”: 
Personal set up: Things to get family set (if moving;) basic office accommodations like computer, phone, passwords

Jump-start learning: Information to gather and digest across 1) technical learning - the company’s products, customers, technologies, and systems; 2) cultural learning – behavioral, relationship, attitudinal norms, values and environment; and 3) political learning - how decisions are made, who has the power to make them, and whose support you will need.
Announcement Cascade: Fill in plan for whom should find about your joining when, keeping in mind that those emotionally impacted should find out one-on-one ahead of others, those directly impacted should find out in a small group so they can ask questions before the larger group indirectly impacted finds out in a mass communication.
Jump-start key relationships: The most important thing you have to do. Different task if a) moving into a new organization, or b) moving into new role in same overall organization, hitting a re-start button or merging teams.

Moving into a new organization – converge into team first, and then evolve.

Meet live with the few most critical stakeholders:

Have phone calls with other important stakeholders:

Moving into new role in same overall organization, hitting a re-start button or merging teams

Identify the go-forward leadership team:

Meet live with the individuals on the team to reassure them:

Have an initial leadership team meeting to co-create the announcement cascade (who hears what, when, how, in advance of announcement; how announcement is made; who hears what, when, how after announcement.)

In either case, leverage our Onboarding Conversation Framework:
Day One/Early Days:  Specific actions for day one and early days. Who meet with, when, what forum? What signals to send/how to reinforce message?
· Welcome session: Generally, a broad meet and greet with no speeches
· New Leader’s/Owner’s Assimilation session: With the top 15-25 people in your organization
· Organizing concept in action: An activity that communicates your organizing concept. Be. Do. Say.
· Meet live/Site visits: Moving through stakeholders.
· Phone calls: Moving through stakeholders.
Tactical Capacity Building Blocks: How you’re going to create a high performing team:
Strategic:
Burning Imperative: likely a workshop to co-create and commit to a compelling imperative together, leading to a business plan. Use consultative approach if you do not have confidence in your team.
Operational:
Milestones: jump-starting your operational process.

(This is the heart of your business plan – what’s getting done by whom, when.)
         
Early Wins: must jump-start in first 60 days in order to deliver by end of six months.
Organizational:
Roles: pick date to make decisions about your team (then implement over time.)

Self: 

Accelerator: Self-assessment + stakeholder feedback to course correct and sustain momentum.
Day One Date:

Imperative by Day 30:
Milestones by Day 45:
ID Early Wins by Day 60:
Role Sort by Day 75:
Ready to Accelerate by day 100: (May want to look at ongoing learning, communication, management cadence.)
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This form is described in The New Leader's 100-Day Action Plan by George Bradt et. al. (4th Edition) and may be customized and reproduced for personal use and small-scale consulting and training (not to exceed 100 copies/page/year). Further use requires permission.
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