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BUILDING IMPACTFUL LEADERS & THRIVING TEAMS

SUCCESS IN A NEW ROLE

The first ninety days in a new role are critical. During this time, the employee makes an initial impression, one
that can last a long time. Listed below are some of the areas that leaders need to consider in order to succeed in
their new role.

In many instances, it will be too soon for you to know the answers. If that is the case, look for mentors you can
ask to find out. For instance, if you don’t know much about your manager, ask colleagues who have a successful
relationship or set up a meeting with the manager to get a sense of their style and requirements.
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One of my clients approached his new role with the same style
he used in his previous organization, one with a culture that

rewarded aggressive, competitive behavior. Unfortunately,

the new organization was more collaborative. Even though
this executive realized his mistake and adapted within a few
months, it took years for his reputation to fully recover.
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SUCCESS IN A NEW ROLE

Phase I: Listen & Learn

1. Define What Success Looks Like

Success isn’t just about checking boxes—it’s about aligning with what really matters. Take time to understand
both formal goals and the unwritten rules of how things get done.

What are the key performance metrics in your job description?

What does your manager expect, both explicitly and implicitly?

What informal norms or political dynamics shape how work gets done?

2. Set Your Manager Up for Success

Your job includes making your manager’s life easier. Learn their goals, communication preferences, and work-
ing style so you can become a trusted partner.

e What are your manager’s top priorities and aspirations?
e How do they prefer to communicate and receive updates?
e What can you do to reduce friction and help them focus?

3. Observe Before You Overhaul

You don’t have to prove yourself by acting fast. Take time to learn the landscape, listen actively, and identify
opportunities before implementing change.

e What are the biggest challenges or opportunities in your area?
e What's already working well that should be preserved?
e What assumptions might you test before taking action?

Phase IlI: Align & Strategize

4. Craft and Share Your Vision

A clear, compelling vision builds credibility and momentum. Involve others early to co-create a strategy people
will rally around.

What input have you gathered from key stakeholders?

What is the bigger picture you want people to see and support?

How will you communicate your vision clearly and consistently?

5. Evaluate and Align Your Team

Your team is your biggest asset—or your biggest risk. Learn their strengths, gaps, and potential so you can lead
them effectively and fairly.

e Who consistently delivers results and models the right behaviors?
e  Where are the skill gaps or mindset misalignments?

e How can you build trust while setting clear expectations?
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6. Understand the Culture and Adapt

Every organization has a unique rhythm and code of conduct. Understanding—and thoughtfully adapting to—
this culture is key to early success.

e What values are consistently modeled and rewarded?
e  Who exemplifies the company culture, and what can you learn from them?
e How can you align your natural style with the way things are done here?

Phase Ill: Execute & Refine

7. Align With Key Players

Strong relationships accelerate your progress. ldentify who holds influence, both formally and informally, and
start building trust with them.

Who are the decision-makers, influencers, and connectors?
What are their goals and priorities?

How can you support their success while building mutual trust?

8. Avoid Political Landmines

Politics aren't always obvious—but they matter. Pay attention to undercurrents, pet projects, and sensitive dy-
namics that could derail your efforts.

e What initiatives or people seem to have protected status?

Where are the unresolved conflicts or power struggles?
e How can you stay neutral while still learning what matters?

9. Create a Growth Plan

No matter how experienced you are, every new role is a growth opportunity. Use early insights to shape your
leadership development plan.

e What feedback have you received (or can you seek out)?
e What new skills, knowledge, or relationships will set you up for long-term success?

e How will you invest in your own leadership while leading others?
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BUILDING IMPACTFUL LEADERS & THRIVING TEAMS

SUCCESS IN A NEW ROLE

Get answers to these core questions first, and then develop a plan for getting the rest answered.

_ What (metrics) How (process, tone, attitude)

How does the

job description
define success?

How does your
manager define
success for
your role?

How do you define
success in this job?
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Bonus Strategies for a Smart Start

These proactive habits can help you build momentum, avoid missteps, and lead with intention. These habits
aren’t just about starting strong—they’re about building a sustainable rhythm of reflection, learning, and lead-
ership. Post them somewhere visible and revisit them often.

1. Lead with Clarity, Not Certainty

You don’t need to have all the answers—but you do need to provide direction. Share what you know, what
you're still learning, and how others can help. This builds trust and shows your team what thoughtful leader-
ship looks like.

“Here’s what | know so far, here’s what I’m still learning, and here’s how you can help.”

2. Don’t Overpromise Early
Resist the urge to win people over by taking on too much too soon. People remember consistency more than
bold declarations. Focus on reliable follow-through and early wins that align with your priorities.

3. Balance Listening with Presence
Listening earns you insight, but presence earns you trust. Turn off distractions, make eye contact, and follow
up. People feel valued when they know they’ve been heard—and remembered.

4. Mind Your Bias

You're making judgments about your team, just as they’re judging you. Slow down. Notice your assumptions
and ask yourself:

“Am | reacting to reality—or just reacting?”

5. Spot Early Drift

Don’t wait for problems to escalate. Look for early signs of misalignment—missed details, hesitation, or vague
responses. Schedule brief check-ins around weeks 3 and 6 to ask:

“What’s been easy so far? What’s felt off or unclear?”

6. Narrate Your Thinking

Your team can’t read your mind. When you shift priorities or make a decision, take a moment to explain why. A
little transparency now prevents a lot of confusion later.

“We’re trying this path because it aligns with our goals and lets us learn quickly before scaling.”

7. Ask These 3 Questions Weekly

Build a self-check habit with these three prompts:
- What’s working well?

- What'’s confusing or frustrating?

- What could I do differently?

8. Build a Feedback Loop Early

Invite feedback from your team to model a culture of continuous improvement. Show that feedback isn’t a
threat—it’s a tool. Reflect, adjust, and model the kind of growth mindset you want from others.

“Is there anything | could be doing differently to support you better?”
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