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The phrase ‘the First 100 Days' was first used to describe 
US President Roosevelt's now legendary First 100 Days.  
In Roosevelts first 100 days he delivered significant results 
that helped end the great depression.   

The concept has since made its way into general business 
language to describe the early phase of a new leadership 
appointment.  

A leader’s approach, behaviour and success in the first 
100 days is used as a way to indicate longer term 
trajectory and success.  What new leaders do in their early 
days has a disproportionate impact on all that follows 
therefore failure to excel in this period can be the difference 
between success and failure in a new role.   

Although people are watching you closely, when in a new 
position, you are given certain grace period to ask, do 
what is often impossible later on.   

With little or no organisational backstory your slate is clean.   

This is a short guide on how you might plan out your first 
100 days. 

Your First 100 Days
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Become a powerful learning machine - review 
operating plans, performance data, and personnel 
data. 

Meet 1:1 with any direct reports and get to know them, 
ask them about their life and work.  As you work 
though the team note differing views and perspectives.  

Meet and listen to salespeople, procurement, customer 
service representatives et al, and learn how others 
perceive your organisation.   Learn about problems 
they see that others do not. 

Ask senior people what the company vision and 
strategy are. Then see how far down the organisation it 
penetrates and becomes diluted. 

Asking frontline people how they view the company's 
challenges and opportunities. Then work your way up 
so you can learn how well the leadership check the 
pulse of the organisation. 

As you go keep a track of your questions and 
hypotheses. 

Meet regularly with your boss to discuss your 
hypotheses and findings and questions.

When you start
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End of 1st Month
Get your team to feed back your thoughts, questions 
and ideas about the future. 

Elicit confirmation and challenges so you can learn 
more about the group and its dynamics. 

Spend sometime outside the business and learn how 
suppliers, customers etc perceive the organisations, its 
value proposition, its strengths and weaknesses. 

Complete a deep dive analysis on core processes 
within your value stream and learn about productivity, 
quality, and reliability that is built in. 

Meet functional and operational interfaces and learn 
what problems they perceive that others do not.  Look 
for allies. 

Find the historians in the organisations and have them 
fill you in on the history, culture, and politics of the 
organisation.  They are often allies and influencers. 

Update your questions and hypotheses. 

Meet with your boss and discuss your observations and 
thoughts. 
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Knowing what got the company here will be useful .  
You’ll benefit from knowing mistakes of the past and 
what works here. 

Questions you might ask about the Past: 

Performance 
What has performance been like in the past? 

What do people believe about how it has performed and 
is that the same as what’s been measured? 

We’re goals low, stretching or over ambitious? 

Where we’re bench marks taken? 

We’re there consequences for failed objectives? 

Root Causes 
What influenced performance? Politics strategy, 
structure, systems, talent, culture?

Learn like crazy 
Build credibility 
Energise the ranks
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Questions About Now 
Vision and Strategy 
What is the current vision and strategy? 

Is the strategy being followed?  If not, Why not? If yes, is it a winning strategy? 

People 
Who is capable, and who contributes - who doesn’t? 

Who displays personal integrity and worth trusting, who is not? 

Who has influence, and Why? 

Processes 

What are the key processes within the value stream and are they performing? (quality, reliability, and timeliness) If not, Why not? 

Land Mines 
What could detonate and push you off course? 

What cultural and political missteps should you avoid? 

Early Wins 
Where are the early wins (people, relationships, processes, or products)
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Diagnose The Situation & Define Strategic Intent
Start-Up 
Assembling the 
capabilities (people, 
financing, and technology) 
to get a new business or 
initiative off the ground 

Challenges 

Building the strategy, 
structures, and systems 
without a clear 
framework. 

Recruiting and creating a 
high-performing team 

Limited resources 

Opportunities 

You can do things ‘right’ 
from the start. 

People are energised by 
possibilities. 

There are no rigid 
preconceptions. 

Accelerated 
Growth 
Managing a rapidly 
expanding business 

Challenges 

Putting in place 
structures and systems to 
enable scaling 

Integrating many new 
employees 

Opportunities 

The potential for growth 
helps to motivate people. 

People will be inclined to 
stretch themselves and 
those who work for them. 

Turnaround 
Saving a business or 
initiative widely 
acknowledged to be in 
serious trouble 

Challenges 

Reenergising demoralised 
employees and other 
stakeholders 

Making effective decisions 
under time pressure 

Going deep enough with 
painful cuts and difficult 
personnel choices 

Opportunities 

Everyone recognises that 
change is necessary. 

Affected groups / functions 
offer external support. 

A little success goes a long 
way.

Realignment 
Reenergising a 
previously successful 
organisation that now 
faces problems 

Challenges 

Convincing employees 
that change is 
necessary 

Carefully restructuring 
the top team and 
refocusing the 
organisation 

Opportunities 

The organisation has 
significant pockets of 
strength. 

People want to 
continue to see 
themselves as 
successful.

Sustaining 
success 
Preserving the vitality of the 
organisation and taking it to 
the next level 

Challenges 

Living in the shadow of the 
former leader and managing 
the team he or she created 

Playing good defence before 
embarking on new initiatives 

Finding ways to take the 
business to the next level 

Opportunities 

A strong team may already 
be in place. 

People are motivated to 
continue their history of 
success 

A foundation for continued 
success may be in place.
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Tell them 

Tell them again 

Look for other ways to tell them

Develop and 
Communicate a Vision

Outline a strategy for 
achieving your vision

Catch ups with your boss

Situation: Do you see the situation the same? 

Expectations: What are you expected to accomplish? 

Resources: What resources do you have at your disposal? 

Style: How can you best work together? 

Personal development: What is going well, and what do 
you need to learn / do differently?
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Assess potential early wins: 

Does this win offer an opportunity to make a 
substantial improvement in the performance of your 
unit? 

Is this improvement achievable in a reasonably short 
time with available resources? 

Would success also help lay the foundation for 
achieving other goals? 

Will the process used to achieve the win help you 
make needed changes in behaviour et el in the 
organisation? 

Will this win help you build any alliances?

Establish priorities and 
pursue them with 
tenacity
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Questions for life beyond 100 days 

Challenges and Opportunities 

What areas will face challenges in the coming year? 

What can be done now to prepare or mitigate them? 

What opportunity has not been exploited that should be? 

Barriers and Resources 

What are the real barriers to change? Political? Economical? Social? Technical? Environmental? Legal? 

Do islands of excellence, positive deviants or other high-quality resources exist that you can leverage? 

What new capabilities are needed in the business to secure the future? 

Culture 

Which elements of the culture help and should be preserved? 

Which cultural elements hinder progress? 
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Early Win Check List

Clarify the the focus for this project.   Does it achieve a key 
goal or early win?

How or who will you oversee this project? Who should 
participate to help you get buy-in for implementing results or 
build alliances?

Are you clear on the goals, milestones and time frames for 
achieving them?

Who will lead the project and do they have the skills?

What mix of knowledge / skills need to be included in the 
team to secure success??

What additional resources are need or what obstacles need 
removing for the project to be successful? Can you get / 
remove them them?

What change models or structured processes will be 
followed?  Does this help or is there a better way?

FOR ALL QUICK WIN 
PROJECTS... 

Define the Influencers 
(expertise, loyalty, access to 
resources, control of 
information, connections to 
others)


Identify the supporters and 
those who could band together 
and be a problem.


Identify the fence sitters


What motivates each person?


What pressure are they facing 
and how can this be used to 
influence them?
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Lack of...Focus, Discipline, Innovation, Teamwork, 
Urgency? 

Can the group can’t clearly define its priorities, or does 
it have too many priorities. 

Are resources are spread too thin, leading to crises and 
firefighting. Are people rewarded for putting out fires? 

Are there variations in performance and do the team 
understand the consequences of inconsistency. 

Do people make excuses when they fail to meet 
commitments. 

Are the benchmarks internal?  Does  hubristic 
complacency reign. 

Are there rewards for pushing performance or managing 
the status quo? 

Do fiefdoms exist and are members ignoring the needs 
of external and internal customers while they focus on 
turf wars?

Assess the Group / 
Organisation
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Evaluate & Build Your 
Leadership Team 
Things to consider: 

To what extent is teamwork required? 

What are the critical positions for achieving success? 

How will you go about evaluating your team? 

What people changes do you need to make for success? 

Which changes are urgent? 

How will you make high-priority changes?  

What help will you need in any restructuring process, and 
where can you find it? 

How will you align the team? What mix of push (goals, 
incentives) and pull (shared Vision) will you use? 

How do you want your new team to operate?  

Do you need to shrink or expand the core team? 

How do you plan to manage decision making? 

What role do you want to play? 

Meet individually with direct reports: 

Things to ask /check: 

What are the biggest challenges the organisation is 
facing? 

Why is the organisation facing these challenges? 

What opportunities should we focus on? 

What's needed to exploit these opportunities? 

What’s holding your function back from its next level? 

If you were me what would you focus on? 

To what extent do you see the situation the same? 

How do views an beliefs support a cohesive team?
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First team meeting 
Disclose and discuss your thoughts and ideas 

What do they see and think? 

What do they expect the future to be like? 

What do they need that they don’t have? 

Don’t dominate the conversation - observe how they 
operate and how will you work together 

How can you help them get better? 

Ways to access your team 

Competence 

Judgement 

Energy 

Focus 

Relationships 

Trust 

Evolve your team by considering 

Keep in place 

Keep and Develop 

Move to another position 

Replace (Low Priority)  

Replace (High Priority) 

Observe for a while 

Bring the team together 

Know what a team really means 

Disclose and discuss thoughts and ideas 

Gain insight on team dynamics (all) 

Consider Off Site Meetings  

Consider external support
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Create coalitions and 
alliances to ensure 
success 

Identify who really has influence & 
power - its not always who you think 

Who: 

What: 

When: 

Who: 

What: 

When: 

Alliances checklist 

What are the alliances you need to realise your vision? 

What agendas are other key players pursuing? Where can  
you align?  Where can you avoid conflict? 

What are the opportunities to build long-term alliances? 
Where can you leverage shorter-term agreements to 
create momentum? 

How does influence work in the organisation? Who are the 
gate keepers, who defers to whom or who advises whom?  
Who down stream of the decision makers who are 
influencers are likely to support your agenda? Who is 
likely to challenge you? Who can you persuade? 

What motivates key people, what pressures are they 
acting on, and what are their perceptions of their choices? 

How can you leverage what you know?
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Ask and listen - Listen because it makes them feel good 
and they'll repay you and you’ll learn lots.

Remain consistent - values , beliefs, commitments and 
decisions. Repay obligations. Reciprocity is strong! Help 
them preserve their reputations.

 There are many ways to see  everything.  If you’ve listen 
you can frame the argument within their model of the 
world. 

Paint a positive picture of the choices available and the 
good outcomes for them.

Crafting Influence 
Strategies

You don’t need to get there in one conversation - move 
people one step at a time.

Consider your power profiles and the order you influence 
in. 

Sometimes its easier to ask for forgiveness than ask 
permission. 

Consider making a decision that backs them into a 
corner so they have to decide or react.

Core ideas within the document have been based on the work of Michael D 
Watkins.
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