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THE FIRST 100 DAYS:  

A Beginner's Guide to New Leadership 

The first 100 days (or 90 days, in some 

models) are the most critical period for a 

new leader to establish credibility, set 

direction, and build the relationships 

necessary for long-term success.  

Success in this phase is about building 

momentum and avoiding the pitfalls of 

acting too quickly or too slowly. 



PHASE 0: BEFORE DAY ONE (The Pre-Start) 

Your transition begins the moment you accept the role. A little preparation now 

saves plenty of time later. 

• Clarify Your Mandate (The "5 Conversations"): Engage your future

boss/board to align on five critical areas:

• Situation Diagnosis: What is the true state of the business? (e.g.,

Growth, Turnaround, Sustaining Success).

• Expectations: What are the 3–5 non-negotiable goals for the first 100

days?

• Resources: What funding, people, or support will you need?

• Style: Discuss preferred communication cadence, decision-making style,

and meeting norms.

• Personal Development: What skills or vulnerabilities do you need to

focus on?

• Conduct Preliminary Research: Review company financials, recent press

releases, competitor landscapes, and key strategy documents. Arm yourself

with objective data.

• Plan the First Week: Map out your first 2–3 weeks, scheduling one-on-ones,

team meetings, and key stakeholder introductions. This shows you are

intentional and prepared.

• Make a Clean Break: Mentally and practically separate yourself from your

old role. You need to clear your mind to embrace the new reality.



PHASE 1: DAYS 1–30 | Learn, Listen, and Diagnose 

The first month is dedicated to gathering data—both hard (metrics) and soft 

(culture). Focus on listening, not talking or solving. 

Key Tasks 

1. The Listening Tour

• Direct Reports: Schedule 1-on-1s. Ask about successes, frustrations,

suggestions for change, and what they need from you.

• Peers & Cross-Functional Partners: Understand their priorities and

how your team impacts their work. Build goodwill.

• Skip-Level Meetings: Talk to employees two levels down to get an

unfiltered view of the organization's mood and challenges.

• Customers/Suppliers: Gain an external perspective on the organization's

performance.

2. Accelerate Your Learning

• Define a Learning Agenda: Create a structured list of questions about

the technology, market, culture, and politics that you need answered.

• Observe the "Shadow Organization": Identify the informal networks

of influence—who people actually go to for advice, who is trusted, and

what the unwritten rules are.

3. Diagnose the Situation (STARS Model)

• Based on your learning, formally diagnose the business context:

• Start-up: Create and build from scratch.

• Turnaround: Stabilize a declining business.

• Accelerated Growth: Scale the business rapidly without breaking it.

• Realignment: Revitalize a stagnant or drifting organization.

• Sustaining Success: Maintain momentum and fight complacency.

• Crucially: Ensure your strategy (Phase 2) matches the diagnosed

situation.



PHASE 2: DAYS 31–60 | Strategize, Align, & Secure Early Wins 

Now that you have the facts, it is time to synthesize them, formulate your plan, 

and create early momentum. 

Key Tasks 

1. Secure Early Wins

• Identify 1–3 Quick Wins: Choose high-impact, achievable projects that

can be completed within the 100-day window. These should address clear

pain points identified during Phase 1.

• Goal: Build confidence, demonstrate your vision, and validate your

initial strategy.

2. Establish Direction and Achieve Alignment

• Draft the Vision/Strategy: Articulate a clear, compelling direction for

the team that links to the overall organizational mandate.

• Communicate the Vision: Share your initial findings and proposed

direction with your team and key stakeholders. Be transparent about what

you learned.

• Negotiate Resources: Revisit your original resource requests with your

boss, leveraging the objective data you collected in Phase 1.

3. Assess and Build Your Team

• Performance Evaluation: Formally and informally assess the

capabilities, motivation, and fit of your direct reports.

• Identify Support Pillars: Lock in the key people who are high-potential

and align with your vision.

• Address Misalignment: Begin to address performance gaps or

misalignment. This is the time to make difficult people decisions or

launch development plans. Delaying this step is one of the biggest

pitfalls.



PHASE 3: DAYS 61–100 | Mobilize, Execute, and Transition 

The final phase is about shifting from planning to execution and setting the stage 

for the rest of your tenure. 

Key Tasks 

1. Launch Strategic Initiatives

• Mobilize the Plan: Launch the key projects and structural changes

identified in Phase 2. Ensure clear accountability, metrics (KPIs), and

deadlines are in place.

• Institutionalize Feedback: Implement a regular cadence for feedback

and performance tracking to ensure accountability.

2. Create Alliances and Manage Externalities

• Reinforce Coalitions: Solidify your relationships with powerful

stakeholders, peers, and internal/external allies. Their support will be

necessary to drive major change.

• Proactively Communicate: Over-communicate results, challenges, and

lessons learned to prevent surprises and maintain trust.

3. Manage Yourself and Plan for Day 101

• Keep Your Balance: Focus on the important over the urgent. Manage

your energy well and seek advice from a personal network or mentor.

• Prepare the Day 101 Report: Document the key accomplishments of

the first 100 days, summarize lessons learned, and present a detailed 6-

month plan for the future. This confirms your success and sets the

agenda for the next phase.


