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Why want this job: Been successful in Singapore. France is bigger job
Job (goals and priorities): Country Manager – Drive to market leadership
Why you: Proven myself in Singapore.
Approach:

Context: Company doing well, continuing its international growth
Culture: Operates with a nice balance of central strategy and local implementation
Risk profile: Organization doing well – relatively low organization risk. Relatively low role risk as country manager role is clear. Huge cultural risk moving into new country.
ACES: Converge and evolve slowly
Stakeholders

Up (direct, indirect): Lars (Group President EMEA), Susan (EVP International)
Across (internal, external): European leadership team; global operations team; brand teams, French regulators
Down (direct, indirect): Pierre (Mktg), Jacques (Sales), Marie (Fin.), Gaston (Operations), Sela (HR)
Message

Platform for change (Why): Market tests worked!  Management wants to expand!
Vision (What): Market leadership in France
Call to action (How): Manufacture, Sell, Market, Distribute, Improve
You: Enroller bringing people together across the matrix across the globe

Headline/organizing concept: Accelerate what’s working
Communication points: 1) We know it works. 2) We know what to do. 3) Time to implement with excellence.
Before “Day One”
Jump-start key relationships:
Meet live in advance:  Pierre, Jacques, Marie, Gaston, Sela
Phone in advance: Lars, key EMEA leaders, Sebastian (outgoing country manager)
Jump-start learning: 
Technical: understand consumers, customers, competitors, capabilities and regulations

Cultural: Learn organization’s culture in market. Learn French culture
Political: Check with admin assistants in France and in EMEA
Personal and office setup: Family, housing, schools, cars, doctors, etc.
Announcement Cascade: Sebastian tells France team (May 1 a.m.), I tell Singapore team (May 1 p.m.), then announcement (May 2).  Then calls to set up meetings
Day One/Early Days

Welcome: café au lait with full team
New Leader Assimilation: with top 25 leaders in main office
Message in action: customer visits first afternoon
Live meetings/Site visits: 1:1s with all new direct reports, visit branch offices in 1st two weeks
Phone calls: regulators, operational peers
Tactical Capacity Building Blocks


Strategic
Operational =========>
Organizational

Ongoing
   Burning
Milestone
Early Wins
Team Roles

Communication/Leadership
   Imperative
Management
jump-started
set


Protocols in place
   set 

in place






(day/week/month/quarter/year)
By day
         30
        45

       60

        70

                          100+
Date(s):      Jun 30
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Jul 31

Aug 10


weekly coffees. In-market










visits with local management
Method:     Workshop with leadership team

    

Set day II of workshop






TBD (likely shifting resources into sales)







TBD (likely sales upgrades)
Instructions:
Key Frameworks: Align plans (strategy) people (organization) practices (operations) around shared purpose.

Converge and then evolve: Prep – Imperative – Milestones – Early Wins – Role Sort – Learning & Communication.
Why did you want this job? (Motivation)

What is the job? (Not title or role. What you/team are supposed to get done – goals & priorities.)

Why did they pick you? (Strengths; Fit)
Approach

1) Assess the context – How fast does the organization need to change?

a. Historical context (From inception to this moment in time)

b. Recent results

c. Business environment

Customers: First line, customer chain, end users, influencers 

Collaborators: Suppliers, allies, government/community leaders 

Capabilities: Strategic, organizational, operational, financial, technical, key assets 

Competitors: Direct, indirect, potential 

Conditions: Socio-demographic, political/government/regulatory, economic, market 

SWOT – sustainable competitive advantage

2) Assess the culture – Openness to change?

Environment
Where to play?

(Context)
Values

What matters and why?
(Purpose)
Attitudes
How to win?

(Choices)
Relationships
How to connect? 
(Communication)
Behaviors
What impact?

(Implementation)

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

4) Determine ACES approach: Assimilate, Converge & Evolve (slow or fast), Shock
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

(Former: (if promoted from within) up, across, down stakeholders from former role)

Message:
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. 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).

Call to action: HOW. Actions we can take. How do we get there? (e.g. swim from the melting ice flow to the land).   1) Strategy (design, produce, deliver, service) 2) Strat Priorities (Best-In-Class, World-Class, Streamline), 3) Culture 

You: Your primary focus - enable, enforce, enroll, experience
Headline: Pull together into one headline/bumper sticker. 
Main communication points: The 3 main points that you’ll weave into your master narrative. 

Before “Day One”: 

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.

a) Moving into a new organization – converge into team first, and then evolve.
a. Meet live with the few most critical stakeholders

b. Have phone calls with other important stakeholders

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

a. Identify the go-forward leadership team.
b. Meet live with the individuals on the team to reassure them.
c. 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.)

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.
Personal set up: Things to get family set (if moving) and basic office accommodations like computer, phone, passwords

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
· Message in action: An activity that communicates your message. 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; though a consultative approach may be called for if you do not have confidence in your team.
Operational:
Milestones: jump-starting your operational process (can use whatever process you’re used to)

         
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)
Learning/Communication: other critical learning and communication steps including meeting flows on a daily/weekly/monthly/quarterly/annual basis to update milestones, business reviews, strategic, operating, organizational plans
· Plus, ongoing relationship-building with your core band of brothers both professionally and personally.
“We few, we happy few, we band of brothers; For he today that sheds his blood with me shall be my brother.” Shakespeare – Henry V, Act IV, Scene 3
· Then, over time manage up, out, across and down.
· UP - Strengthen one-on-one relationships with boss, board, shadow board and owners.

· OUT - Spend time with customers, collaborators, competitors and those influencing your conditions to anticipate risks and opportunities. Ask “What if?” and have deviants on your team to challenge.

· ACROSS – Inspire with vision and values and leverage purpose/why, frameworks/how, and incentives/what. Enable by linking and integrating efforts.

DOWN - Delegate. But go deep to understand talent. 1 Do self well 2 self 3 manage 4 not manage 5 later 6 never. Invest in future capability, succession, contingency and talent planning.
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NEW LEADER'S 100-DAY ACTION PLAN


 Tool 2A.5


Sample 100-Day Worksheet – New Country Manager (France)












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 for small scale consulting and training (not to exceed 100 copies per page, per year). Further use requires permission. 
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