
[image: image5.png]Strong need Converge & Shock
to change Evolve Fast 2
Less need to Converge &
Change now Evolve Slowly

Ready to change  Not ready to change





[image: image1.png]PrimeGenesis

BETTER RESULTS FASTER

=




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 your new organization before trying to evolve it.
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Questions for you
Why did you want this job? Fill in your initial thoughts on why you accepted, why the job/role is right for you:
What is the job? Fill in company, title, role, what you and your 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)
. Clarify whether interim means “holding the fort until we find the right person, which absolutely will not be you,” “on probation with a good chance of becoming permanent,” or “doing the job as a developmental opportunity on the way to something else.” How is this role different than your previous roles? What will you need to do differently as a leader in this role?
Why did they pick you? Fill in your understanding of what made you the right choice for the job/role. Which of your strengths do they most value and why do they think you will fit into their culture across behaviors, relationships, attitudes, values, and environment so you can do their job their way?

Leadership Approach based on an assessment of the Context, Culture and Risks (See end notes p4 for more depth.)
1) Context – How much change is needed in this organization - from less need to strong need?

2) Culture – How ready is the organization to change – from not ready to ready to change?

3) Organization, role, and personal risk – Low, manageable, mission-crippling, insurmountable
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Blend 1, 2 & 3 to determine Leadership approach:


Assimilate | Converge & Evolve (Fast or Slow) | Shock [Pick one] 
Communication

Stakeholders. Fill in the names/titles of the few most critical stakeholders – noting DE&I opportunities/risks
Up: Your boss, their boss, board members, (shadow board members,) main shareholders, debt owners, and any other people that can tell you what to do:
Across: Internal peers, external and internal customers, external and internal suppliers, allies, complementors, government, regulators, community, media, analysts, activists, bloggers, influencers:
Down: Direct reports, perhaps some indirect reports:
Message. Note the Platform for change, Vision, and Call to action are your raw data to inform your Headline and Communication points. Focus on ideas first, words later, taking into account DE&I.
Platform for change: WHY must we/can we change? Look to external situation or ambition changes/purpose 
e.g. Covid-19 has disrupted our business model.
Vision: WHAT. Brighter future that we can picture ourselves in. What will success look like?
 e.g. Leading the way with a blend of live and virtual delivery 

Call to action: HOW. Actions we can take to get there?
e.g. 1) ID customer pain points. 2) Rank order products/services. 3) Transition them to virtual in that order.
Headline: The overarching bumper sticker / organizing concept. (1-5 words) The strategic core idea underpinning how you influence how others feel in what you say and do. The idea is more important than the specific words.

Main communication points - The 3 main points:

Before “Day One”
Personal set up: Things to get family set if moving, office needs like internet, computer, phone, passwords

Jump-start learning: Information to gather and digest across 
1. Technical learning - the company’s products, customers, technologies, systems, and processes.
2. Cultural learning - behavioral, relationship, attitudinal norms, values and environment including DE&I
3. Political learning - how decisions are made, who has the power to make them, and whose support you will need => Shared reality/unwritten rules
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.
Moving into a new organization

a. Meet live or via one-on-one video with the few most critical stakeholders. Note which:
b. Have phone calls with other important stakeholders. Note which:

[Getting promoted from within, hitting a re-start button or merging teams (If applicable; otherwise, skip)
a. Identify the go-forward leadership team:
b. Meet live or via video with the individuals on the team to reassure them:
c. Have an initial leadership team meeting live or via video to co-create the announcement cascade 
(Who hears what, when, how - in advance, during, and after announcement)]:
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?
Fill in your official day one date – likely when you’re on the new payroll:

Fill in your effective day one date – when you’re actually leading your new team:

· Welcome session: Generally, a broad meet and greet with no speeches. (If not possible send out a one to two-minute video telling people how you feel about joining the organization and working with them.)

· New Leader’s/Owner’s Assimilation session: With the top 15-25 people in your organization. (Can be run live or virtually.)

· Message in action: An activity that communicates your message. Be. Do. Say. (Live or virtually.)

· Meet live/Site visits: Moving through stakeholders. (Live or virtually.)

· Phone/video calls: Moving through stakeholders.

Tactical Capacity Building Blocks: 
How you’re going to create a high performing team:
Strategic
Burning Imperative: likely a workshop for leadership team to co-create and commit to a compelling imperative together (either live or virtually,) leading to a business plan. Use consultative approach if you do not have confidence in your team. Fill in approach (workshop or consult, live or virtual) and target date (likely by day 30):

Operational:
Milestones: jump-starting your operational process – likely by day 45
This is the heart of your business plan – what’s getting done by whom, when. Fill in start date:
         
Early Wins: must jump-start in first 60 days to deliver by end of six months. Fill in start date:
Organizational:
Roles: pick date to make decisions about your team (then implement over time.)
Communication:
Other critical communication steps including daily/weekly/monthly/quarterly/annual meeting flows to update milestones, business reviews, strategic, operating, organizational plans:
Change 
Steps to move contributors to champions, watchers to contributors, and get detractors out of the
Management:
way and then embed changes in culture over time:
Self: 
Accelerator: Self-assessment + stakeholder feedback to course correct and sustain momentum.
Now, schedule a call with your new boss to take them through the plan verbally. They will either tell you to stop because they’ve got it under control (expect them to like to control things) or tell you to go ahead (expect them to be hands-off) or give you ideas for how to improve your plan (expect them to partner with you.)
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NEW Interim LEADER'S 100-DAY ACTION PLAN


 Tool 2.1i - Personal 100-Day Worksheet








� One critical piece is understanding the core differentiator of the organization.





�





� The � HYPERLINK "https://www.forbes.com/sites/georgebradt/2021/06/15/how-to-enhance-your-influence-and-impact/?sh=3ee76e137622" ��link� is to George’s Forbes article on Influence and Impact.





� If you want to go into greater depth on assessing the context, you may want to look a


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


b.	Recent results


c.	Business environment


And perhaps look at 6Cs – Customers, Collaborators, Culture, Capabilities, Competitors, Conditions => SWOT





You may also find this article on interim roles useful: � HYPERLINK "https://www.forbes.com/sites/georgebradt/2014/10/22/the-secret-to-success-in-an-interim-leadership-role/?sh=5647bd2c1f1b" �https://www.forbes.com/sites/georgebradt/2014/10/22/the-secret-to-success-in-an-interim-leadership-role/?sh=5647bd2c1f1b� 





� If you want to go into greater depth on assessing the culture, you may want to consider 


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


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


Look at BRAVE dimensions: Behave, Relate, Attitude, Values, Environment, paying particular attention to evolving changes in sensibilities to work/life balance, health and well-being, relationships, our place in the world with regard to climate change, injustice (DE&I, religion, gender, LGBTQ, etc.)





� If you want to go into greater depth on assessing your risk profile, you may want to consider


Organization: From SWOT/sustainable competitive advantage


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


Personal: Your strengths (innate talents, learned knowledge, practiced skills, hard-won experience and, in rare cases, craft-level artistic caring and sensibilities), motivation (alignment with ideal job criteria and long-term goals) and fit between your preferred ways of working and the organizational culture
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