
 
 

 

 
 

The New Leader’s 100-Day Action Plan  
(Adapted and updated from the executive summary of the 5th edition)  

Are you a veteran CEO taking the reins of your next organization? Starting a new role as a 
frontline  supervisor? Something in between? Whether you are joining a new organization 
from the outside, getting  promoted from within, leading a turnaround or transformation, 
or merging teams following an acquisition,  The New Leader’s 100-Day Action Plan will 
help you take charge, build your team, set direction, and deliver  better results faster than 
anyone thought possible.  

“We’ve found that 40 percent of executives hired at the senior level are pushed out, 
fail or quit within 18 months. It’s  expensive in terms of lost revenue. It’s expensive in 
terms of the individual’s hiring. It’s damaging to morale.” Heidrick & Struggles, 
internal study of 20,000 searchesi

  

What do these failed leaders not see, know, do, and deliver? In most cases, they dig 
their own holes by  missing one or more crucial steps in their first 100 days, including:  

 
• Inadvertently sending their new colleagues the wrong messages and causing the culture to 

reject them 
• Developing a new strategy but failing to get buy-in and build trust with their new team  
• Failing to operationalize their strategy and deliver results  
• Being too slow to make changes to the team  
• Expending energy on the wrong projects without accomplishing the one or two things that 

their  most important stakeholders expected them to deliver  
• Failing to adjust to changing circumstances once they’re in the role   

 
It’s essential that you are aware of the important steps required to achieve a successful 
transition. No new  leader wants to fail, but it happens at an alarming rate.   

As an analogy, imagine you are driving from Ethiopia to Kenya. You cross the border and see 
a sign that says  “Welcome to Kenya.” What must you do next?  

You have to switch sides of the road. In Ethiopia they drive on the right. In Kenya on the left.   
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While there’s no reason for you to have known that, you should realize that every 
organization drives on  different sides of the road in different ways. If you don’t figure out 
those differences and adjust for them,  you’re going to crash. This is why you must 
converge into a new organization and learn its unwritten rules  and cultural realities before 
you pivot and lead it in a new direction.   

Meanwhile, if you’re operating in a business owned by a private equity firm, pressures can be 
even more  intense. Gone are the days of delivering returns through debt and multiple 
arbitrages. To deliver competitive  returns, you must create meaningful value through 
operational improvements or integration of accretive  acquisitions in line with Figure 1.  

Figure 1 – Private Equity Build Up 

 
Perhaps not surprisingly, executive failure in private equity owned businesses is even higher 
than average  (almost 50 percent, according to a Bain study)ii. And, the impact of that failure 
is stark and even more costly – exits in these situations are typically delayed by 2 years, with 
reduced returns 46 percent of the time and  longer hold periods 82% of the time.   

Whether you are operating in a major corporation, a smaller start-up, or a midsized business, 
delivering value  is not getting any easier, particularly where transformation and speed are 
musts. Failure rates are high—in  addition to the 40 percent failure rate for leaders entering a 
new role, 83 percent of acquisitions fail to  produce expected returns,iii and only 26 percent of 
transformations are deemed very or completely  successful.iv But, this won’t happen to you. 
Not if you let us help you.  

Our fundamental, underlying concept is that onboarding is a crucible of leadership and that:   

Leadership is about inspiring, enabling, and empowering others to do their 
absolute best  together to realize a meaningful and rewarding shared purpose.   

The Chinese philosopher Lao-tzu expressed this particularly well more than 2,500 years ago:   

“The great leader speaks little. He never speaks carelessly. He works 
without self-interest  and leaves no trace. When all is finished, the 
people say, ‘We did it ourselves.’”v

  

With that in mind, The New Leader’s 100-Day Action Plan is a practical playbook complete 
with the tools, action  plans, timelines, and key milestones you need to reach along the way to 
accelerate your own and your team’s  success in your first 100 days and beyond.  

Our insights are gleaned from our own leadership experiences and from the work of our firm, 
PrimeGenesis,  whose sole mission is to help executives and teams deliver better results 
faster during critical transitions.  Across all of our clients, the 100-Day Action Plan approach 
has reduced the failure rate for new leaders from  the industry average of 40 percent to less 
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than 10 percent. Our top 10 executive onboarding clients have  deployed us more than 180 
times.   

Since 2003, leaders and teams in public multinationals, such as American Express and 
Johnson & Johnson; in  midsize entities owned by private equity firms, such as MacAndrews & 
Forbes, Clayton, Dubilier & Rice, and  Cerberus; and in not-for-profit organizations, such as the 
Red Cross, have implemented the 100-Day Action  Plan. They have deployed it across a wide 
range of functions and complex transitions, including executive  onboarding, turnarounds, 
reorganizations, transformations, and integrating leadership teams during  acquisitions.   

Over the years, we have noticed that many new leaders show up for a new role happy and 
smiling but without  a plan. Neither they nor their organizations have thought things through 
in advance. On their first day, they  are welcomed by such confidence-building remarks as: 
“Oh, you’re here…we’d better find you an office.”   

Ouch!   

Some enlightened organizations have a better process in place. They put people in charge 
of preparing for  leaders’ transitions. Imagine the difference when a new leader is escorted 
to an office that is fully set up for  them, complete with computer, passwords, phones, files, 
information, and a 30-day schedule of orientation  and assimilation meetings.   

Better…but still not good enough.   

Even if the company has set everything up for you, if you have waited until your first day on 
the job to start,  you are already behind with the odds stacked against you. Paradoxically, the 
best way to accelerate a complex  pivot like going into a new role is to pause long enough to 
think through a plan before you start, put it in  place early, and then get a head start on 
implementing it.   

As the leader, you must align all stakeholders around a shared purpose and set of objectives, 
set a compelling  direction, build a cohesive leadership team, and create a culture that 
enables excellent execution.   

As it turns out, these are some of the most difficult tasks faced by leaders entering complex 
situations, made  even more challenging when compounded by the need for speed.  
Having a process and set of tools can help you use your first 100 days to meet these 
challenges and propel  you down the path to success (Figure 2).   

Figure 2 – Converge and Evolve  
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The four main ideas are:   

1. Get a head start. Day One is a critical pivot point for people moving into new roles or 
merging  teams. In both situations, you can accelerate progress by hitting the 
ground running. Preparation in  the days and weeks leading up to Day One breeds 
confidence, and a little early momentum goes a  long way.   

2. Manage the message. Everything communicates. People read things into everything 
you say and  do and don’t say and don’t do. You’re far better off choosing and guiding 
what others see and hear  and when they see and hear it rather than leaving things 
up to chance or letting others make those  choices for you. Start this process with 
your current best thinking on a headline message before Day  One and adjust 
steadfastly as you go along.   

3. Set direction. Build the team. The first 100 days are the best time to put in place the 
basic building  blocks of a cohesive, high-performing team. You will fail if you try to 
create the organization’s  imperative yourself without the support and buy-in of your 
team. As team leader, your own success is  inextricably linked to the success of the 
team as a whole.   

4. Sustain momentum. Deliver results. Although the first 100 days are a sprint to 
jump-start  communication, team building, and core practices, it’s all for naught if 
you then sit back and watch  things happen. You must evolve your leadership, 
practices, and culture to keep fueling the fires you  sparked and deliver ongoing 
results.   

These four ideas are built on the frameworks of highly effective teams and organizations 
and flow through  the book. It’s helpful to explain them up front. First, the headlines:   

• High-performing teams and organizations are built of people, plans, and practices 
aligned around a  shared purpose.   

• Tactical capacity bridges the gap between strategy and execution, ensuring that 
a good strategy  doesn’t fail because of bad execution.   

• Six building blocks underpin a team’s tactical capacity: culture-shaping 
communication, burning  imperative, milestone management, early wins, role 
sort, and then ongoing evolution.   

People, Plans, Practices  
Organization and team performance are based on aligning people, plans, and practices 
around a shared  purpose. This involves getting strong people in the right roles with the 
right direction, resources, authority,  and accountability; clarity around the strategies and 
action steps included in plans; and practices in place that  enable people to work together in 
a systematic and effective way. The heart of this is a clearly understood,  meaningful, and 
rewarding shared purpose.  
 
Tactical Capacity  
Tactical capacity is a team’s ability to work under difficult, changing conditions and to 
translate strategies into  tactical actions decisively, rapidly, and effectively. It is the essential 
bridge between strategy and execution  (Figure 3, next page).   

In contrast to other work groups that move slowly, with lots of direction and most 
decision-making coming  from the leader, high-performing teams with strong tactical 
capacity empower each member, communicate  effectively with the team and leader to 
create critical solutions to the inevitable problems that arise on an  ongoing basis and to 
implement them quickly.   
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The objective is high-quality responsiveness; it takes cohesive teamwork to make it happen. 
High-performing  teams build on strategy and plans with strong people and practices to 
implement ever-evolving and acutely  responsive actions that work.   

It is not the strongest of the species that survives, nor the most intelligent, but 
the one most responsive to change. —Attributed to Charles Darwin   

You probably have seen this yourself. You may have been on teams with members who 
operate in  disconnected silos, incapable of acting without specific direction from above. 
They may know the strategy.  They may have the resources they need, but any variation or 
change paralyzes them.  

Figure 3 – Tactical Capacity 

 

 
The Federal Emergency Management Agency (FEMA) actually had run the drill on a major 
hurricane in New  Orleans months before Katrina hit. But the plan collapsed with the first 
puff of wind because no one could  react flexibly and insightfully to a situation that was 
different from what they had expected.   

In contrast, a great example of tactical capacity at work was the way the National 
Aeronautics and Space  Administration (NASA) team members came together during the 
Apollo 13 crisis. Right from “Houston,  we’ve had a problem,” the team reacted flexibly and 
fluidly to a dramatic and unwelcome new reality—a  crippling explosion en route, in 
space.   

The team went beyond its standard operating procedures and what its equipment was 
“designed to do” to  exploring what it “could do.” Through tight, on-the-fly collaboration, the 
team did in minutes what normally  took hours, in hours what normally took days, and in 
days what normally took months. The tactical capacity  building blocks were critical to 
getting the crew home safely:  

1. The culture had been strong. But everyone’s communication reinforced the message 
that “failure is not  an option” throughout the rescue mission.   

2. The team’s mission changed from “go to the moon to collect rocks” to the one 
burning imperative of  “get these men home alive.” This was galvanizing enough (as 
a burning imperative must always be)  to transcend all petty issues and focus 
everyone’s efforts.  
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3. The team’s milestones were clear: Turn the ship around, preserve enough energy to 
allow a reentry, fix the carbon dioxide problem, survive the earth’s atmosphere, and 
so on.   

4. The carbon dioxide fix allowed the astronauts to stay alive and was the early win that 
made the  team believe it could do the rest of the things that would get the crew 
back to Earth safely. It gave  everyone confidence.   

5. Everyone was working with the same end in mind, but they were working in different 
and essential  roles. One group figured out how to turn the spaceship around. 
Another group fixed the oxygen  problem. Another dealt with the reentry 
calculations, and the spare crew did whatever it took to  complete the mission.   

6. Once the immediate issue and burning imperative had been resolved, NASA 
embedded rigorous  practices to minimize risks and maximize performance as a step 
in the evolution of standard operating  procedure going forward.   

Even though you’re unlikely to jump into a situation exactly like the Apollo 13 breakdown, in 
today’s  environment almost all leadership transitions are “hot landings,” where you must 
hit the ground running to  have a chance of success.   

The 100-Day Action Plan  

The 100-Day Action Plan, as detailed in the chapters in this book, outlines a process for 
leaders to converge  into an organization and then evolve the organization with a cocreated 
and shared burning imperative that  will lead to better results faster.   

Get a Head Start   
1. Position yourself for success. Get the job. Make sure it is right for you. Avoid common 
landmines.  

2. Leverage the fuzzy front end. The job starts when you accept the offer.   
Manage the Message   

3. Take control of day one. Make a powerful first impression. Confirm your entry 
message.  

4. Evolve the culture. Leverage diversity.  
5. Manage communication, especially digitally with your remote team.  

Set Direction, and Build the Team   
6. Pivot to strategy. Cocreate the burning imperative by Day 30.  

7. Drive operational accountability. Embed milestone management by Day 45.  
8. Select early wins by Day 60 to deliver within 6 months.  

9. Build a high-performing team. Realign, acquire, enable, mentor by Day 70.  
Sustain Momentum, and Deliver Results  

10. Advance and adjust your own leadership, practices, team, and culture 
by Day 100.  

Culture  

In many respects, leadership is an exercise in building a culture. However you define it, 
culture is the glue that  holds organizations together.   

This book focuses on pivotal events such as joining a new organization, leading a 
turnaround, or merging  teams as opportunities to accelerate culture change and results. 
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These transitions are about creating and  bridging gaps: between leaders and their new 
teams, between aspirational states and current realities.  
 
You must understand and intentionally nurture culture throughout your onboarding, 
especially when you:   

• Prepare for interviews (to answer cultural fit questions)  
• Complete your due diligence (to mitigate organizational, role, and personal 

landmines)  
• Choose your onboarding approach (by crossing the business’ need for change with 

the culture’s  readiness for change and your own risk profile)  
• Converge into the organizational culture  
• Evolve the organization’s culture  

Cultural elements are particularly critical to get right in a post-merger integration. Too little 
effort is paid to  culture during integrations, 70 percent of those surveyed in the 2009 Post 
Merger Integration Conference  acknowledged, with 92 percent claiming that greater 
cultural understanding would have substantially  benefited mergers. And, respondents 
assigned blame for cultural difficulties to “poor leadership of the  integration effort” as 
opposed to “wrong choice of target” by a factor of five to one!vi The message: Culture  is 
critical, integration is where the rubber meets the road, and leadership matters when 
combining cultures.   

Communication—It Starts with Listening   

The other thread that runs through this book is communication. Because everything 
communicates, guidance  on communication belongs in every step and every chapter.   

One idea that jars some people is the recommendation to craft the going-in headline 
message before Day  One. Leaders wonder how they can do that before they’ve completed 
their listening tour. You will have  learned a fair amount about the organization, its priorities, 
and its people during your interview and due  diligence stages. If you know enough to have 
been offered and accepted the job, you know enough to craft an  initial message. Take your 
current best thinking, craft a hypothetical message, and use that to direct your  future 
learning.   

With that as background, here are the steps of the 100-Day Action Plan and the 
chapters of this book. Figure 4 – The New Leader’s 100-Day Action Plan 
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Chapter 1: Position Yourself for Success: Get the Job. Make Sure It Is 
Right for  You. Avoid Common Land Mines.  
Leadership is personal. The greater the congruence between your own preferences across 
behaviors,  relationships, attitudes, values, and environment and the new culture you enter 
or create, the stronger those  connections and your organizing concept will be. Note that 
while you’re converging, resist sharing your ideas  until you’ve earned that right. Let your 
headline message guide your questions, communicating what you care  about without you 
ever saying it.  

Great leaders live their messages not because they can, but because they must. “Here I 
stand, I can do no  other.”vii Knowing your own strengths and cultural preferences will help 
you better create career options that  are a true fit for you, will allow you to do a better job 
positioning yourself in interviews (selling before you  buy), and will help you do a thorough 
due diligence to mitigate risks.   

Along the way, be sure to take into account evolving changes in sensibilities to work–life 
balance, health and  well-being, relationships, diversity, equity and inclusion, and the 
challenges of leading teams and building  culture in remote and virtual environments. 

 
Chapter 2: The Job Starts When You Accept the Offer. Leverage 
the Fuzzy  Front End.  
At this point you’ve made the choice—but you haven’t started yet. There’s a temptation to 
take a deep breath  and relax. Don’t do that. What you do next, what you do before Day One, 
can make all the difference. So, choose the right approach for your situation, draft a plan, and 
get a head start.  

Figure 5 shows a few dimensions to 
choosing the right approach. 

Figure 5 - ACES  

First, the approach is different if you’re 
joining a new company, getting 
promoted or transferred from within, 
running a private equity–owned 
business, crossing international   
boundaries, or merging teams. 
Second, the business context   
and the culture’s readiness for change 
will inform your choice around 
whether to assimilate slowly, converge 
and evolve, or shock the organization 
with sudden changes.   

Armed with the choice about your 
overall approach and what you’ll need 
to do differently as a leader in this situation, you’re ready to create a 100-day plan targeting 
the most important stakeholders up, across, and  down—both inside the organization and 
out, laying out your current best thinking around your message,  what you’re going to do 
between now and Day One, on Day One, and over your first 100 days and beyond.  These 
efforts include prestart conversations to jump-start your important relationships and 
learning, as well  as focus on various aspects of your personal setup.   
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MasterCard’s Ajay Banga managed his Fuzzy Front End and early days particularly well. He 
leveraged the  time after he had been announced as CEO but before he started by casually, 
but pointedly, interacting with  key stakeholders with a simple introduction: “Hi, I’m Ajay. 
Tell me about yourself.”viii

  

Chapter 3: Take Control of Day One: Make a Powerful First 
Impression.  Confirm Your Entry Message.  
Everything is magnified on Day One, whether you are joining a new company, entering a 
private equity  portfolio, or announcing an acquisition. Everyone is looking for hints about 
what you think and what you’re  going to do. People’s only real question is, “What does this 
mean for me?”  

This is why it’s so important to seed your message by paying particular attention to all the 
signs, symbols, and  stories you deploy and the order in which you deploy them. Make sure 
that people are seeing and hearing  things that will lead them to believe and feel what you 
want them to believe and feel about you and about  themselves in relation to the future of 
the organization.   

Sierra Club’s executive director Michael Brune did a particularly good job of managing his 
Day One. He  thought through his message in advance and then communicated it live, 
face-to-face, and via social media on  his first day so that everyone would know what was on 
his mind. He smartly used several communication  methods to reach a wide range of people 
in their own preferred way of communication.ix  

Chapter 4: Evolve the Culture. Leverage Diversity.  

Leaders inspire, enable, and empower others to do their absolute best together to realize a 
meaningful and  rewarding shared purpose.   

Think in terms of why people follow you, what you do, and how you help those following you. 
Since  leadership, culture, and communications are inextricably linked, this chapter will 
tackle all three as you lay the  foundation of your leadership to bridge from your early days to 
building tactical capacity into your team.  

Diversity, equity, and inclusion (DE&I) have changed from the right things to do to essential 
to the future  survival of your organization. DE&I is not a goal. It’s not a theory. It’s time to 
make it real and concrete.  

 
Chapter 5: Manage Communication, Especially Digitally with Your Remote 
Team.  
The prescription for communication during the time between Day One and cocreating a 
burning imperative  is counterintuitive and stressful for new leaders following this program. 
The fundamental approach is to  converge and evolve. And the time before co-creating a 
burning imperative is all about converging. This  means you can’t launch your full-blown 
communication efforts yet. You can’t stand up and tell people your  new ideas. If you do, 
they are your ideas, not invented here and not the team’s ideas.  

So, before you pivot, refine your current best thinking about communication, and begin to 
establish your  leadership and transform the culture by your questions, your active listening, 
and your behaviors and not just  by what you say. Then, it all changes as you pivot.  

Remote work is here to stay. Embrace that fact and learn to lead people in the new 
trust-based ways remote  work requires. We’ll share with you ways to do that effectively.  
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Chapter 6: Pivot to Strategy: Cocreate the Burning Imperative by Day 
30.  
The burning imperative is a sharply defined, intensely shared, and purposefully urgent 
understanding from  the team members of what they are “supposed to do now” and how 
this works with the larger aspirations of  the team and the organization. Mission, vision, 
values, goals, objectives, and action-based strategies are key  components of the burning 
imperative. The essence of the imperative is articulated in the rallying cry that  everyone 
understands and can act on. Cocreate this with the team to get buy-in early, even if your 
current  best thinking is only 80 percent right. You, and your team, will adjust and improve 
along the way. Get this in  place in your first 30 days!   

There are four primary areas of focus for company competitiveness: design, produce, 
deliver/distribute, and  serve (Figure 6). Most organizations do all four to one degree or 
another in addition to marketing and selling,  which all must do. Align all around which is 
your core focus and primary differentiator, with approaches  around operations, organization, 
leadership, and culture flowing from that.  

Figure 6 – Core Focus  
 

 
Chapter 7: Drive Operational Accountability: Embed Milestone 
Management  by Day 45.  
The real test of a high-performing team’s tactical capacity lies in their ability to deliver results. 
Critical to that  success are the operational practices that clarify ownership, decision rights, 
and information flows, identifying  execution risk so the team can collaborate and get back 
on track.x  

Royal Caribbean’s former CEO Richard Fain explains it this way:   
If you don’t establish early on key milestones—long-term milestones rather than 
the short-term milestones—you get  caught in the “next week” 
syndrome….Everybody says, “We’re going to know so much more next week or the 
week  after”…so the focus shifts to next week or the week after and we all 
desperately wait for that period. Meanwhile the  longer-term milestone goes by the 
wayside.xi 
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Chapter 8: Select Early Wins by Day 60 to Deliver Results Within 6 
Months.  
Early wins are all about credibility and confidence. People have more faith in people who 
have delivered. You  want team members to have confidence in you, in themselves, and in the 
plan for change that has emerged.  You want your boss to have confidence in you. Early wins 
fuel that confidence. To that end, jump-start  potential early wins by Day 60, and overinvest to 
deliver them by the end of your first 6 months—as a team!   

Chapter 9: Build a High-Performing Team: Realign, Acquire, 
Enable, and  Mentor by Day 70.  
Make your organization stronger by acquiring, developing, encouraging, planning, and 
transitioning talent:   

Acquire: Recruit, attract, and onboard the right people with the right innate talent.   
Develop: Assess and build learned knowledge, practiced skills, hard-won experience, 
and apprenticed  craft-level caring and sensibilities.  
Encourage: Direct, support, recognize, and reward.   
Plan: Monitor, assess, and plan career moves over time.   
Transition: Migrate to different roles as appropriate.   

Start by defining the right structure and roles to execute on your mission. Turnarounds, 
transformations, and  M&A integrations may require different roles to address the added 
complexity in those types of transitions.  Be specific about talent, knowledge, skill, experience, 
and craft requirements in each key role, and then match  them with the right people.   

Pay attention to differences. The world needs three types of leaders: scientific leaders who 
influence  knowledge, artistic leaders who influence feelings, and interpersonal leaders 
who influence actions. These  three are not always mutually exclusive. Jump-start your 
team by getting the right people in the right roles  with the right support to build the 
team.   

Chapter 10: Adjust and Advance Your Own Leadership, People, 
Practices, and  Culture by Day 100.  
By the 100-day mark you will have put a plan in place, leveraged the time before Day One to 
learn quickly,  developed solid relationships with key stakeholders, engaged the culture, and 
made a strong early impression  by delivering a clear message to your new audiences (up, 
down, and across). Your team will be in place,  energized by its cocreated burning 
imperative, and will have established milestone management practices to  drive 
accountability and have early wins in sight.   

So, what’s next? Move forward with the process of continual evolution in four key areas:   
1. Leadership: The 100-day mark is a good moment to perform a self-assessment and 

gain feedback  on your own leadership so that you can determine what you should 
keep, stop, and start doing—and  how—to be even more effective with your team 
and the organization as a whole.   

2. People: Decide how you are going to evolve our people and related processes in line 
with changing  circumstances.  

PrimeGenesis | www.PrimeGenesis.com 

Adapted and updated from The New Leader’s 100-Day Action Plan 5th ed. Bradt, Check, Lawler 11 

https://www.primegenesis.com/?utm_source=Executive+Summary+New+Leaders+100+day&utm_id=PrimeGenesis+Tools


 
 

3. Practices: From there, it is an opportune time to decide how you are going to evolve 
your practices  to capitalize on changing circumstances. You should focus on 
practices that relate to people, plans,  performance tracking, and program 
management.   

4. Culture: Finally, after 100 days, your insights on the culture will be sharper than when 
you started.  Also, you will be clearer about how you want to evolve the culture. Now 
is the time to zero in on the  biggest gaps and implement a plan to create and 
maintain the winning culture that will become your  greatest competitive 
advantage.   

By evolving your own leadership, practices, and culture, you will be setting yourself and 
your team up to  deliver better results faster and sustainably over time.  
 
Walmart’s CEO Mike Duke knows that we are all new leaders all the time. That’s why 
organizational change  management is an ongoing part of his life. When Walmart’s 
merchandising failed to deliver the expected  results over the 2010 holiday season, Mike 
replaced his head merchandiser and completely revamped their  holiday merchandising 
approach in time to announce the changes in their next quarter’s earnings call.xii

  

Chapter 11: Manage Your New Board.  
Boards of directors provide oversight, approve the most material decisions, and advise, 
whereas management  has accountability for strategy, operations, and the organization.  

As CEO, follow Deloitte’s Seven Steps:  

 1. CEOs, it’s really up to you—Take an active role in board management.  
2. Be fearlessly transparent—Be open and humble.  
3. Take advantage of tension—Grow through debate.  
4. Facilitate the board experience, not just the board meeting—Build 
relationships over time.  
5. Curate information, and then curate it again—Give enough, but not too much 
information.  
6. To chair or not to chair? Think about it very carefully—Choose your level of 
influence.  
7. Say your piece on board composition—Build the right board over time.  

The Board Two-Step can help a lot here. Step 1: Seek their input. Then go away so they can 
talk amongst  themselves, with others, or give you off the record perspective. Step 2: 
Taking into account their input, and  encouraging debate, seek their approval to your 
recommended path forward.  

Invest in all board relationships, particularly with the lead director, who will help you 
manage the board.  

Chapter 12: Lead Through Mergers and Acquisitions.  
Those leading through a merger, acquisition or the like do so to accelerate value creation. 
They look for  revenues to double or more on the way to returning many multiples of their 
initial investments. Maybe you’re  driving or leading the investment. Maybe you’re leading the 
business itself or playing a supporting role. In any  case, you need a leadership playbook for 
the merger or acquisition. Our playbook has 14 steps: 
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1. Start with the investment case—the heart of your playbook.  
2. Do the deal in a way that reduces your risk of being part of the 83 percent of 
mergers and  acquisitions that fail to deliver the desired results.  
3. Do your due diligence on the key ingredients for success.  
4. Start setting up cultural integration well before the deal closes to help your new 
people become  valued participants in the new organization.  
5. Choose your key leaders before the close or kick-off: Share the vision and get 
them aligned— including standing up an integration office.  
6. Plan for success with your key leaders, focusing on customers, people, and 
costs—in that order.  
7. Manage the politics: What current and new leaders need to know organizationally 
and  personally.  
8. Avoid early land mines with a well-crafted announcement cascade.  
9. Get the right people in the right roles much faster than you think you should.  
10. Deploy the fundamentals of change management to inspire, enable, and 
empower others.  
11. Leverage cost-cutting as an enabler while jump-starting your operational, 
executional, and  financial processes.  
12. Keep going with ongoing communication both ways. Because your 
communication campaign  never ends, you can never overcommunicate.  
13. Adjust along the way: How to recognize, prioritize, and make the right moves 
to realize the  investment case.  
14. Prepare for the next chapter, successfully acquiring others—or a sale or liquidity 
event. 
 

Chapter 13: Lead a Turnaround.   
Whatever the impetus for your turnaround or transformation, you should be excited about 
the possibilities— and concerned about the risks. 70% of transformations fail to deliver 
desired results.xiii This is why you need  to jump-shift your own game, accelerate success, and 
mitigate risks all at the same time.  

As you step into the leadership role of a turnaround, be aware of these six critical success 
mindsets:   

1. Call it and communicate it.   
2. Understand and align expectations.   
3. Move quickly and decisively.   
4. Over communicate.   
5. Over invest for innovation.   
6. Enter humble. Leave confident.  

Then follow these five steps:  

1. Define catalysts. Assess the changes in the situation and be clear what’s 
triggering the need  for change.  

2. Reset strategy for winning. Agree on the core focus of the enterprise, its 
mission, vision,  goals, objectives, a new overarching strategy, strategic priorities, 
enablers, capabilities, and  culture. Understand and plan for the degree of 
change the new strategy represents.  
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3. Reorganize for success. Create a new organizational structure and future 
capability plan in  line with your new strategy. New roles (permanent and 
temporary) are likely needed to jump start and sustain the effort.  

4. Intensify operating cadence. Implement a more intense management 
cadence to track and  manage your priorities annually, programs monthly, and 
projects weekly as appropriate.  

5. Embed learning and communication. Deploy a purpose-driven learning and  
communication effort in line with your new operating flow and management 
cadence to lead  change over an 18-month timeline.  

Chapter 14: Lead Through a Crisis with a 100-Hour Action Plan.  
Leading through a crisis is about inspiring, enabling and empowering others to get 
things vaguely right  quickly, and then adapt along the way—with clarity around 
direction, leadership, and roles.   

This plays out in three steps of a disciplined iteration in line with an organization’s overall 
purpose:   

1. Prepare in advance: The better you have anticipated possible scenarios, the more 
prepared  you are, the more confidence you will have when crises strike.   

2. React to events: The reason you prepared is so that you all can react quickly and 
flexibility  to the situation you face. Don’t overthink this. Do what you 
prepared to do.   

3. Bridge the gaps: In a crisis, there is inevitably a gap between the desired and 
current state.  Rectify that by bridging those gaps in the:   

• Situation—implementing a response to the current crisis   
• Response—improving capabilities to respond to future crises   
• Prevention—reducing the risk of future crises happening in the first place   

Along the way, keep the ultimate purpose in mind. It needs to inform and frame everything 
you do over the  short-, mid-, and long-term as you lead through a crisis instead of merely 
out of a crisis. Crises change your  organization. Be sure the choices you make during crises 
change you in ways that move you toward your  purpose and desired culture and not away 
from your core vision and values. 
  
Make This Book Work for You  
By now you should be aware that there may be a better way to manage transitions than just 
showing up on  Day One or charging into your promotion announcement or newly merged 
team and doing what they tell you  to do. Similarly, there may be a better way for you to 
tackle this book than just starting on page one and  reading straight through until you lose 
steam.   

This is designed to be a flexible playbook split into three parts: (1) the book itself; (2) 
downloadable and  editable tools; and (3) more extensive notes and content on 
www.primegenesis.com/tools. You might want to  start with the 100-Day worksheet (Tool 2.1) 
at the end of Chapter 2 or the sample 100-day worksheets on the  website. You might prefer 
to begin with the chapter summaries or to read straight through the main body of  the book. 
Use the book’s elements in the way that works best for you.   

People often tell us, “This is just common sense. But I like the way you’ve structured it.” 
(One person said,  “You brought together all of the critical thinking sessions I had with 
myself in the shower every morning  before work!” We’ll let you imagine that in your own 
way.)   
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Do be aware of our bias to push you to do things faster than others would expect. The 
100-Day Plan is based  on the needs of new leaders moving into critical situations who must 
meet or beat high expectations fast, but  it may not be appropriate for your situation without 
some customization. We present you options and  choices. You are in charge. We wish you 
success in your new leadership role. We hope this book will help you  and your team deliver 
better results faster than anyone thought possible!  

__________________________________________________________ 

George Bradt, Jayme A. Check and John Lawler are partners at PrimeGenesis, an executive 
onboarding and transition acceleration group that has led the revolution in how people start 
new  jobs, engendering the structure, leverage, and confidence new leaders and teams 
need to get done in  100 days what normally takes 6-12 months in complex situations, 
reducing 18-month failure rates  from 40% to less than 10%.  
There’s more at www.PrimeGenesis.com   
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Trusted by Leaders Across Industries Around the World

We’ve reduced executive failure rates from
40% to below 10%

40% 10%

Our Partners help new CEOs achieve in 100 days what
typically takes 6–12 months

Deliver Better Results Faster in the First 100 Days 
Onboarding into a new executive role is a crucible of leadership.

Executive OnboardingExecutive Onboarding

For 20+ years, PrimeGenesis has equipped leaders
and organizations to turn this critical window into a
foundation for success.

The PrimeGenesis Difference

Your PrimeGenesis team is comprised of former
CEOs, C-Suite Executives, managing directors,
and organizational development experts.

Our proven frameworks have been used over
2,000 times, and our top 10 customers have
used us over 200 times.

We start working with you in person before Day
One.

Accelerating convergence into the culture
Pivot to the right strategy
Evolve high-performing teams.
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