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If you’re a new leader or one transitioning from another organization, you’re undoubtedly eager to 
“meet the team” and demonstrate your ability to manage. Becoming an effective leader, though, 
requires a deep understanding of the things and people outside yourself – not only your direct 
reports, but colleagues, managers, senior leaders and support staff, as well as how the company 
operates and its place within the industry. 

The Leader Fast Start program is designed to accelerate the learning process, guiding you through 
the first 30, 60 and 180 days so you’ll have the information and working relationships you’ll need to 
become a successful new leader.

This interactive onboarding guide explores the five key focus areas that are critical to your success:

Focus Area 1: Establishing a Relationship With Your Manager
Focus Area 2: Building Your Network
Focus Area 3: Getting to Know Your Team
Focus Area 4: Leveraging Your Support Team
Focus Area 5: Developing a Leadership Plan

Are you ready to become an effective leader? Let’s get started!
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FOCUS AREA 1FOCUS AREA 1FOCUS AREA 1 
Establishing a Relationship 

With Your Manager
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Activity #1 – Manager Meetings

•  Schedule weekly meetings with your manager 
focused only on your onboarding

•  Set expectations for the role your manager will play 
to help in your transition

•  Ask about his or her thoughts on key focus areas for 
you and your team

•  Review business results regularly

•  Discuss your transition progress and challenges

•  Share your observations with your manager, 
including challenges and opportunities

•  After the first few weeks, identify success factors – 
what to watch for, how to measure success

•  Share your leadership plan with your manager 
(see Focus Area 5) an discuss how it aligns with the 
organization’s leadership principles

As a new or transitioning leader, it 
is paramount you meet with your 
manager right away to lay the 
groundwork for your leadership 
plan. After all, your manager 
will not only be a key source of 
information on the business and 
the team, but he or she will also 
be instrumental in helping you 
map out your responsibilities, 
expectations and definitions of 
what success looks like. The sooner 
you both are on the same page, the 
sooner you’ll be able to put your 
leadership skills to good use.

Activity 1 covers some of the 
questions to discuss with your 
manager as you begin the 
onboarding process. Ideally, these 
meetings would be face-to-face  
and begin as soon as possible.
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Questions for your manager:

1. The State of the Business
 •  What is your manager’s high-level  

view of the business? 

 •  What are the current challenges and 
opportunities?

 •  What are the business’s primary success metrics?

2. Key Players
 • Who are your team’s external stakeholders?

 •  How can these stakeholders outside your 
immediate team help your onboarding process?

3. Outlook for the Future 
 •  Partner with your manager to conduct a SWOT 

(Strengths, Weaknesses, Opportunities, Threats) 
analysis of your organization. How does your 
organization compare to the competition?

 • What pitfalls should you try to avoid?

 •  Which relationships need to be built or improved?

4. Your Role and Working Relationship
 •  What does your new manager expect of you? How 

should you be spending the majority of your time?

 • What are his or her criteria for success?

 •  How does your manager prefer to  
communicate (e.g., email, face-to-face, phone)?

Your manager will be your initial source of information on a wide range of topics you need to 
become familiar with. To make these manager meetings as effective and efficient as possible, 
make a list of the questions you want to ask ahead of time. The following discussion topics can 
get you started, though interactions with your peers and direct reports might also spur new 
topics of conversation, that you should also consider.



THE EDGE ADVANTAGETHE EDGE ADVANTAGETHE EDGE ADVANTAGE
Many people view their manager through one  
lens—often as the person who needs to sign off on any 
initiatives they feel are important. However, there are 
many facets to your relationship with your manager, 
and all of them need to be explored if you’re to be an 
effective leader. EDGE can provide you with all the 
coaching, tools and personality assessments you 
need to get the most out of this key relationship.
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FOCUS AREA 2FOCUS AREA 2FOCUS AREA 2 
Building Your Network
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Your success as a leader will largely depend on the relationships you forge with key constituents 
– not only your direct reports, but also with leaders in other areas of the organization and with  
stakeholders (both internal and external). By building a network that extends outside your team’s 
hierarchy, you can get different perspectives on the business and the organization as well as candid 
feedback your direct reports may be reluctant to share with you.

ACTIVITY 2: YOUR NETWORK
ROLE NAME(S) INTERACTION & RELATIONSHIP BUILDING PLAN

Management / Senior Leadership. 
Key leaders within your organization

Direct Reports / Team 
All associates you directly oversee

Peers  
Team members as well as other peers.
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ROLE NAME(S) INTERACTION & RELATIONSHIP BUILDING PLAN

Internal Allies 
Leaders and contributors outside of your 
team or department

Customers, Clients

Vendors / External Partners

Business Groups 
Informal networks, committees,  
industry associations, etc.

Others 
Who else would you add to this list?

ACTIVITY 2: IDENTIFYING YOUR NETWORK (continued)
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By taking the time early on to develop a network 
outside your direct team, you can preempt many of 
the barriers to a smooth leadership transition. The 
challenge is turning busy peers actively pursuing their 
own careers into partners invested in your success as a 
leader. EDGE can help you establish and strengthen 
these important relationships through a series of 
conversation guides and action items.  



FOCUS AREA 3FOCUS AREA 3FOCUS AREA 3 
Team Fast Start:  

Getting to Know Your Team
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Once you establish a relationship with your manager and identify the key people who will make up 
your network, it’s time to start building relationships with the members of your team. Ideally you 
would begin your Team Fast Start within the first 90 days.

Team Fast Starts are one- or two-day team meetings that will discuss several of the topics you’ve 
identified in Focus Area 1, including the latest organizational strategy, organizational model, brand 
and culture, as well as your transition plan. The Team Fast Start Process comprises the following 
four phases:

PHASE 1: Overview
Sit down with your direct reports and explain the Team Fast Start process, emphasizing 
candid and open communication. (15 to 20 minutes)

PHASE 2: Feedback
Your direct reports meet with a facilitator and discuss their personal, interpersonal and 
organizational concerns and observations. The facilitator will restate each response to 
guarantee accuracy and anonymity. (1 to 2 hours)
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PHASE 3: Review
You and the facilitator review what was discussed in Phase 2, focusing on the concerns 
that were raised and not who raised them. (1 to 2 hours)

PHASE 4: Discussion 
The facilitator reconvenes the entire group and turns the session over to you, giving 
you the opportunity to react and respond to the concerns and observations of 
the group. This phase can serve as the basis for an action plan that addresses any 
concerns raised during the process. (2 hours)

By taking part in the Team Fast Start process, you are beginning to establish a tone of openness 
and engagement, signaling to your direct reports that you are interested in them both as 
professionals and as human beings.
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ACTIVITY 3: TEAM FAST START CONVERSATIONS

Below are some sample questions used in real-life Team Fast Starts.  
What else would you want your direct reports to consider?

1. What do you want most from your manager? What concerns do you have?

2. What does the new manager need to know about you?

3. What significant issues does the new manager need to address right away?

4. What is the one thing you would do to make your team function more effectively?

5. What is going well that you would like to keep? 

6.  __________________________________________________________________________________________________________  

7.  __________________________________________________________________________________________________________

8.  __________________________________________________________________________________________________________

9.  __________________________________________________________________________________________________________

10.  __________________________________________________________________________________________________________



THE EDGE ADVANTAGETHE EDGE ADVANTAGETHE EDGE ADVANTAGE
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Getting the most out of your Team Fast Start  
requires a skilled facilitator who can quickly develop a 
rapport with your team and encourage their trust and 
candid responses. EDGE has facilitated workshops  
like these with organizations across the country  
and has a developed a series of Team Fast Start  
exercises and activities that promote honest and 
effective feedback.



FOCUS AREA 4FOCUS AREA 4FOCUS AREA 4 
Leveraging Your Support Team
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As a new or transitioning leader, you must identify your core support team who can help accelerate 
your onboarding. Below are roles common to many organizations that may be able to help you in 
your new role.

WHO RESPONSIBILITIES

Accounting and Finance • Reviews organizational results and finance systems
• Discusses business challenges
• Guides the organization’s budget process

Human Resources
• Business Partner
• Manager
• Associate 
• Generalist

• Reviews talent management processes
• Discusses upcoming hiring decisions
• Reviews organization’s challenges, strengths, history and talent
• Helps you prepare for talent reviews 
• Helps you understand organizational policy, procedure, and precedent

Organization Senior Leader • Provides coaching on building relationships with senior management
• Provides context for the organization’s culture and results
• Helps you connect to key firm associates

Peer Manager • Provides coaching for internal issues
• Teaches you about firm strengths, challenges and priorities

Talent Development Resources 
(may also be provided by Human Resources)

• Assesses and responds to development needs
• Creates customized solutions
• Provides ongoing support 
• Assesses and determines training and skill gaps
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Name(s) Role Relationship Development Plan

Accounting and Finance

Human Resources

Organization Senior Leadership

Peer Managers

Other Specialized Departments

What partners do you want in your personal support team?

ACTIVITY 4: YOUR PERSONAL SUPPORT TEAM
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As with your network of peers from Focus Area 2,  
getting your support team’s buy-in will be critical to  
your success as a transitioning leader. EDGE can help 
you establish these early relationships and provide 
you with guidance and action items on maximizing 
the value they can provide.



FOCUS AREA 5FOCUS AREA 5FOCUS AREA 5 
Developing a Leadership Plan
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By the time you reach Day 30 of your Leader Fast Start plan, you should have started building 
relationships with your manager, network, direct reports and support team. These conversations 
will likely have given you a strong sense of your priorities, the state of your department, the  
talent on your team and direction you want your team to go. Now it’s time to develop your 
leadership plan! 

YOUR LEADERSHIP PLAN

At its core, a leadership plan answers two very important questions:

1.  What goals do you want your team to accomplish?

2.  How they are going to achieve these goals?

The first question is informed by the information you obtained from the first four Focus Areas: 
your understanding of the organization, where your team fits in your organization’s operation, the 
challenges your organization faces and the strengths and weaknesses of your team. The second 
question speaks to your vision for the team, your understanding of your team’s strengths and 
weaknesses and your own leadership skills.
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Your completed leadership plan should be able to answer the following questions:

•  What are the strengths and weaknesses of your organization? What opportunities 
and threats do they face?

•  What are the strengths and weaknesses of your team? What opportunities and 
threats do they face? 

•   What is your team’s mission? What vision do you have for them? What end goal 
are you trying to achieve?

•  What metrics will you use to track your team’s progress and success?

•  Are there any “quick wins” your team can pick up right away?

•  What support will you need to attain your objectives?

WHAT DOES A LEADERSHIP PLAN LOOK LIKE?
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Begin building your leadership plan by asking yourself the following questions:

•  What value does my department or function bring to the organization?

•  What are the mission and vision of the organization?

•  What specific products or services does it deliver?

•  Who are its internal and external customers or clients?

•  How does the organization measure success / customer or client satisfaction?

•  What are the key key stakeholders issues and trends?

•  What is the organization doing to improve its relationship and reputation with its 
customers or clients? How does my department / function fit in? 

•  What really drives my department or function? Is it our customer or client focus, 
quality, teamwork, execution or work-life balance? (You can find the answer to this question  
by asking about recent decisions and what factors were considered as part of that decision-making process.)

ACTIVITY 5: Your Leadership Plan
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•  What in the external market is affecting the organization? (Consider any political, 
environmental, social, technological, legal, or economic factors.)

•  What are the organization’s three biggest challenges?

•  What changes are needed in strategy, structure, people and processes?

•  What are the top three processes (both cross-functional and functional) by which 
work gets done in the organization?  What needs to get fixed?  What needs more 
awareness?

•  What’s working well that can be showcased and leveraged?

As you develop your leadership plan, be sure to request informal feedback from your direct reports, 
peers, manager and other colleagues about your performance, management style and engagement. 
We can help facilitate feedback that is both candid and relevant.

ACTIVITY 5: DEVELOPING YOUR LEADERSHIP PLAN (continued)



THE EDGE ADVANTAGETHE EDGE ADVANTAGETHE EDGE ADVANTAGE
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Some of the biggest challenges to being a leader  
include the ability to objectively evaluate your 
surroundings—the state of the business, the people 
you work with, the opportunities and challenges 
your organization is facing—and elicit candid, useful 
feedback. EDGE can guide you through SWOT analyses 
(strengths | weaknesses | opportunities | threats) of 
your organization and team and provide individualized 
feedback training so you know you are basing your 
decisions on the most accurate, informed data.
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CONTINUING YOUR JOURNEY...

By completing the Leader Fast Start guide, you will have started building the important 
relationships you’ll need as a leader and developing your own leadership action plan to guide 
you and your team into the future. Of course, human beings are unpredictable, which is one of 
both the joys and challenges of leading. However, I think you’ll find the tools in this Leader Fast 
Start ebook will also help you adjust as your organization and team naturally evolve. 

EDGE has a wide variety of tools and services to help support emerging leaders, including 
personality assessments, organizational assessments, talent management, and much, much 
more. We also offer a wide variety of facilitated workshops and coaching services to help you get 
the most out of your team, including individualized training on such topics as conflict resolution, 
effective feedback and continued leadership development.

For a free consultation on how you can get the most out of your organization, your team and 
yourself, I encourage you to contact me using the information below. I’d be happy to talk with 
you!

Dan Freschi
President
dan@edgebmc.com
(414) 301-3343

www.whereleadershipbegins.com
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26APPENDIX
The following table outlines the specific responsibilities of the hiring manager, onboarding lead 
and new or transitioning leader.

Component Timing Hiring manager Onboarding Lead New or transitioning Leader

Establish A 
Relationship 
With Your 
Manager

Days 1 to 180 •  Review this toolkit with the  
Onboarding Lead

•  Rapidly establish the manager/
employee relationship by preparing 
for and holding regular meetings (see 
Focus Area 1 for key topics to discuss)

•  Ask the admin to set up meetings on 
new leader’s calendar before arrival

•  Customize the toolkit and review it with the 
hiring manager before arrival

•  Review objectives with the new leader

•  Prep the new leader for conversations, as 
needed

•  Rapidly establish the manager/em-
ployee relationship by preparing for 
and holding regular meetings (see 
Focus Area 1 for key topics to discuss)

Build Your 
Network

Days 1 to 30 •  Provide input into the network list

•  Provide context to the new leader 
ahead of the meetings

•  Work with the hiring manager to identify key 
contacts for the network list

•  Build the list into the onboarding plan

•  Send contacts a notification email to ask for 
active participation

•  Review the list with the new leader and 
provide context

•  Set up meetings with the contacts 
identified on the network list

• Prepare for meetings, as appropriate

Get To Know  
Your Team

Days 1 to 60 •  Provide input, guidance and  
support in the Team Fast Start

•  Debrief the new leader after the  
Team Fast Start

•  Facilitate, or identify a facilitator for, the 
Team Fast Start

•  Work with the new leader to schedule the 
session and design a session agenda

•  Discuss the Team Fast Start process 
and objectives

• Provide input to the session agenda

Leverage Your  
Support Team

Days 1 to 30 •  Help identify support  
team members

•  Check in with support team  
members as appropriate

•  Work with the hiring manager to identify 
participants who will serve as a support team

•  Set expectations  with the support team and 
emphasize the importance of their role

•  Review the list with new leader and explain 
team roles

•  Leverage the support team to learn 
about the business, culture, talent, 
and so on

•  Set up meetings with team members, 
as appropriate

•  Use your support team as your sound-
ing board

Develop A  
Leadership 
Plan

Day 30 and on-
going

•  Help drive development of the  
new leader’s Leadership Plan

•  Provide 60-day feedback to the  
Onboarding Lead

•  Consult with new leader on the development 
of a Leadership Plan

•  Gather informal 60-day feedback from key 
stakeholders and share the results with the 
new leader

•  Own development of your plan

•  Set up meetings with your hiring 
manager to review the plan and to ask 
for feedback

•  Update your Leadership Plan based on 
the 60-day feedback you receive


