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ACLC Taking Charge Transition Plan Guidance
(entry-level and mid-level leaders)
Pre-Entry Preparation
1. Understand the Operating Context
· Review the organization’s mission, vision, strategy, and financials (1-3 years).
· Conduct the initial SWOT (strengths, weaknesses, opportunities, and threats) to understand the operating environment, competitors, and the organization you are going to lead. Be sure to focus on personnel capabilities.
· Study parent organization’s structure to understand your team’s/organization’s position and identify key stakeholders you depend upon for success.
· Identify and understand customers’ and key stakeholders’ needs.

2. Clarify Your Mission, Role, and Initial Vision
· Outline why you were selected to lead this team/organization and any mandates given to you by senior leaders.
· Clarify your role, authority, and responsibilities.
· Ensure full understanding of your team’s/organizations’ mission and how it contributes to the missions two-levels up.
· Request a copy of your supervisor’s leadership philosophy.
· Update your leadership philosophy.
· Outline the ideal culture for your team/organization.
· Begin to outline what success looks like in 6 months, 12 months, and 24 months.

3. Start Build Trusting Relationships with Key External Stakeholders
· Start building or enhancing formal and informal relationships with key external stakeholders (customers internal and external) that influence the success of your team/organization.
· Conduct office calls with key leaders and external stakeholders to determine how your new team or organization can assist them. Discuss their perceptions of team’s strengths and weaknesses, opportunities and threats, and areas to improve. 

4. Begin Organizational Assessment
· Review recent assessments of the team/organization to understand strengths and potential areas needing improvement.
· Use insights from office calls to refine your organizational assessment.
· Review team’s/organization’s culture and policies, procedures, processes, practices, and systems, and structure (P4S2s).
· Begin creating the Team Charter for the leadership team or organization.
· Create the initial list of priorities for the first 3-6 months.
5. Meet with the Outgoing Leader
· Ask for and review the continuity book (duties, responsibilities, key points of contact)
· Review duties, responsibilities, and scope of authority
· Review the team’s/organization’s strategy, budget, and current priorities.
· Ask about the supervisor’s communication preferences, priorities, and pet peeves.
· Ask about insights he/she gained from leading the team/organization that he/she would of like to have known at the start.
· Ask outgoing leader to summarize the team’s/organization’s strengths, weaknesses, opportunities, and threats.
· Ask about relationships with key stakeholders the team/organization depends upon and best practices for managing them.
· Remember that the outgoing leader may have biases, especially with people – he/she is one source of information – need to verify.

First 30 Days: Listen, Learn, and Build Relationship
1. Meet with Key Leaders (Second in Charge, Staff, and Key Managers and Strategic Customers – order matters) – Discuss the following:
· What is working well
· What they would change and why
· What they would never change and why
· How you can assist them in becoming more successful
· Share their understanding of your role, authority, and responsibilities
· Discuss your understanding of their roles, authority, and responsibilities – ensure agreement.
· Share and discuss your leadership philosophy.

2. Meet with Entire Team/Organization
· If small team, meet one-on-one with all teammates and ask same questions in number 1 above. Share leadership philosophy.
· If large team, conduct representative focus groups and ask same questions in number 1 above. 
· Meet with all teammates/organization members towards the end of 30 days to share and discuss your leadership philosophy, update on initial assessment based on interviews, initial priorities, and vision for next 6 months.

3. Begin to Solidify the Organizational Assessment
· Use insights from interviews and focus groups to assess culture and morale, and to identify pain points and opportunities for change to improve mission success.
· Identify quick changes that need to be made to resolve pain points and enhance mission success based on input. People’s collaborative input is critical for success. Be sure to give credit to the people who identified the need and recommendations for change.
· Identify taskings, activities, or meetings that are low value and do not align with mission and priorities in order to eliminate them.
· Share your findings with key leaders, get their input, and jointly develop a plan for areas needing improvement.

4. Being Visible and Present by Engaging in Leadership by Walking Around
· Visit work areas to assess working conditions and gain insights to enhance efficiency.
· Ask questions when you visit people to learn about the organization.
· Ask members about obstacles to doing their job or enhancing the mission.
· Ask members what they would change to enhance the team/organization and why.
· Answer people’s questions.
· Ensure you do not disparage the outgoing leader or the team/organization.
· Be visible and available to your customers.

5. Refine or Revise the Team Charter for the Team or Leadership Team for Organization (Create Alignment)
· Provide key leaders or teammates (small team) with a draft team charter (purpose, mission, core values, vision, norms, roles and responsibilities, goals and priorities, communication process, meeting rhythm, decision making process, conflict resolution process, learning process) to review and make recommendations.
· Meet with key leaders or teammates, review their recommendations, discuss, and update the team charter.
· Gain public commitment to uphold the Team Charter and hold all accountable.
· Schedule Team Charter review within 4-6 months.

The Second and Third Months (60-90 days): Decide, Align, and Act
1. Solidify Roles, Mission, Vision, and Priorities
· Codify and display the agreed upon vision, mission, and priorities from the Team Charter.
· Discuss with members the vision, mission, and priorities at every opportunity.
· Ensure initiatives align with mission, priorities, and vision.
· Use Eisenhower’s Matrix to STOP doing activities that do not align with priorities, enhance the mission, or move the team/organization towards its vision.
· Schedule a date to review the vision, mission, and priorities.

2. Enhance Culture and P4S2s
· Talk to key leaders or teammates about findings from your organizational assessment regarding areas needing improvement. Discuss the best way to address the areas needing improvement and make the necessary changes to culture and P4S2s.
· Make minor modifications, with senior leaders’ input, to P4S2s that are pain points or hindering mission accomplishments to secure quick wins.
· Ensure you are modelling and talking about the team’s/organization’s core values every opportunity.
· Make any needed changes in members’ behavior to move closer to espoused values. (Note: be sure you honor current culture and get key leader input and buy in as you make modifications to enhance)
· Conduct a strategy review session with key leaders using the SWOT Matrix and make any necessary changes.
· Review recruiting and onboarding, leader development, performance, and promotion systems to ensure they align with strategy and mission. 
· Communicate any changes to members and explain the why.
· Encourage leaders to systematically review processes, policies, procedures, practices, systems, and structure (P4S2s) with all stakeholders to enhance collaboration, trust, flexibility, empowerment, and mission success.

3. Continue to Build Trusting Relationships with Members
· Schedule one-on-one meetings with key leaders or teammates (small team) to get to know them better, get feedback on transition, and ideas for improvement.
· Meet with supervisor to share progress on transition and any updates to the vision, strategy, mission, and priorities to ensure they align with his/her. Also, any suggested updates to his/her policies, procedures, processes, practices, systems, or structure to enhance mission accomplishment (P4S2s).
· Conduct townhall to share findings, plans to change and reasons, and priorities.
· Meet with key stakeholders and customers to enhance relationships and get feedback on team’s/organization’s performance and areas to improve.
· Meet with peers to build a support team.


4. Secure Quick Wins to Build Credibility and Momentum
· Secure quick wins to build momentum and credibility in your transition as the leader. 
· Make visible changes to communicate that you listen to teammates, you care about their input, and their ideas are making a difference.

5. Communicate, Communicate, and Communicate
· Seek key leaders’ or teammates’ (small team) input before making any changes.
· Talk about and visually show the progress towards the team’s/organization’s 6-month vision.
· Explain the why for changes and the process used to determine the need for the changes.
· Follow up with teammates who provided suggestions for improvement. If their ideas are implemented, ensure teammates get public credit. If their ideas are not implemented, ensure they receive the reason.
· Seek continuous input from people on what can be improved in OUR team/organization.
· Ensure leaders are cascading progress on enhancing areas needing improvement and impact on the mission.
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