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Senior Leader 90 day “On Boarding” Plan 
The purpose of this 90-day game plan is to provide the new Senior Leader with a clear sense of the company’s culture, it’s vision, goals, strategy and the priorities along with getting on board with the company way of doing business. 

Prior to Hire: The Basics 
Pre-employment: New Leaders must sign the ________ Non-disclosure and Confidentiality Agreement prior to first day on the job.
License:  A valid class C driver’s license, which must be maintained throughout employment in this job classification, is required at the time of appointment.  

Working Conditions:  Work is predominately in an office environment with associated noise, space, and computer screen exposure.  Some work may be conducted from home.  Some travel to client locations, job sites, and meeting sites is expected as part of this position.

Background Investigation: Senior Leaders must have a reputation for honesty and trustworthiness.  Misdemeanor and/or felony convictions may be disqualifying depending on type, number, severity, and recency.  Prior to appointment, candidates are subject to a background investigation and/or drug test.

Development: Must maintain active involvement in at least one trade or professional organization.  
Review Job Summary and GROW Card
Review Job Position Summary plus the GROW Card expectations including the skills, success behaviors, core values and results expected for this position.
Review Performance Process

Review performance review process/ form and expectations of this position with skills, behaviors and results.  

Review Compensation and Bonus Program 
Show the pay ranges for the levels for this position. Determine criteria needed to receive increases to base and key metrics to be measured and performance expectations needed for bonus.   
Prior to Hire: Meet and Greet

Have multiple employees interview the candidate so the potential new hire can get a feel of what it’s like to work at the company. Allow time for casual conversations where the prospective leader can ask questions about the culture candidly.
Be honest and up front. Thoroughly explain the good, the bad, and the ugly. It’ll save everyone time in the end. (no company is all rainbows and butterflies.)

Spend some time making sure their new workspace is well stocked with everything they’ll need (e.g., pens, pads, business cards — an espresso machine, if you want to be extra nice).
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Week One  
Goals: 

· Have new leader set up with all administrative basics/ paperwork; Hire Package 
· All tools and forms listed are reviewed and understood  

· Establish a workspace  

· Toured the facility: Bathroom location and protocol, lunch areas, conference room, offices etc. 
· introduce to the ________ team: ______  ____ ___ ____ and any others you feel would be appropriate 
Make them FEEL welcomed and you are super glad they are here!  
The Most Important Goal is for the new leader to feel that this is going to be a great career here and that the opportunity for growth is outstanding and they feel confident they are working with the best company in the region. The more organized and choreographed the onboarding process is in the beginning the better!   

In the Beginning 

First impressions do mean a lot. The happier your new leader feels on their first day, the more likely they’ll hold your organization in high esteem right off the bat.

Remember, leaders are employees too- it takes time for them to get used to your company’s processes and procedures. 

First ease them into their daily tasks. Then as they become more comfortable with their routine, they can handle the larger projects.

Onboarding isn’t only about training. While the new leader needs to understand the work they’ll be dealing with, they also need to understand the organization: its history, what makes it tick, its successes and failures.

Be sure to pencil in enough time to discuss your organization’s culture in a comprehensive fashion. Bring in others from the team to be more inclusive.  

The First Day

The first day and even the first week is a critical time for onboarding. There is much to be covered but most important is to have the new leader feel comfortable and that they feel they made the right choice to come here to be the leader. Figure one week for covering the very basics. 
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Day 1 (Note: This could actually take 2 days with all of this to cover) 
Provide the Following: The Basics 
· Welcome aboard letter    
· Bios and employee history of direct reports 

· Fill out required applications and forms: I9, W2, etc. etc. 
· Employee Handbook 

· Non- Compete Form

· Background Review Authorization

· Job Summary

· GROW Card 
· Performance Review

· Insurance Package 

· 10-15 Report / Coaching “Touch Base” Program 
· Order Business Cards 

· Get Vehicle assigned
· Timecard / Electronic: How to submit for payroll
· Org Chart  

· Laptop and Phone 
· Credit Card 
· Any company swag like shirts, hats, even safety vests etc. 
Note: Add anything else here also consider a press release when the time is right

Tour the Facility

Do a little walk around showing the lay of the land. Tour the property, offices, rest rooms, lunchrooms, conference rooms, where to park, where and how to get supplies etc.  
Introduce them!
To break the ice, arrange for your new leader to meet the management and senior members of their new teams, and even employees as soon as you can. Set up some coffee dates, lunch outings — you name it! You’re all going to be working together for the foreseeable future, so the sooner you are comfortable, the better.

Spend some time talking about the culture and other basic policies 

Maybe a lunch break and take some time to talk about the past, the present and the future of the company. Share some success stories and some lessons learned stories. Keep sharing the vision!  Share the dos and don’ts within the culture. 
Assign a Coach / Buddy 

Get the leader a coach and use the 10-15 report weekly to touch base and take their “temperature” Take at least 30 minutes per week with NO interruptions and in a quiet spot preferably off campus. Perform 10-15 weekly for the first 90 days.  
Debrief of Day 1 and/ or Day 2 
Do a debrief from day one and or day two. Review some of the key takeaways, what was learned about the company and the people they will be working with here? Do they have any questions? 
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First 30 Days – 45 Days  
Schedule Pertinent Meetings to Expedite the Onboarding Process

Build schedule for each week using the four areas listed here: 
· Know the Team

· Know the Jobs

· Know the Customers

· Attend Regularly Scheduled Meetings / Observe: Staff, Sales, Operations, Safety, Zoom Meeting at 2:00, Sperber / Company Meetings, Software Conversion  

Additional Areas for Schedule: 
· Estimating Jobs 

· IT / Software Training 
· Preparing Proposals 
· Dispatch Observation
· Safety Meetings

· Software Training
· Marketing and Sales Campaign and Strategy  

· Shadow Abby and Randy doing their thing with marketing, sales, financials, software conversion  

Have a debrief each day to “touch base” on what was covered, learned, observed or any ideas or suggestions they may have for the organization.
Know the Team 
Select the key direct reports and arrange for a shadow day or half day for the leader to spend with them. Make sure the person the leader will be meeting has their “show and tell” ready to show the leader what they do, how they go about it and how they will be interacting with the new leader. The leader should learn the structure and learn the names of all key employees and also learn about the crews as well. 
Try to space these out to maybe every other day or maybe even dedicate 2 days per week to this during the first four weeks of orientation. 
Know the Jobs 
During shadow days take the opportunity to look at and review actual job sites. Walk around the jobs and observe the workforce in action. Introduce the leader to team members whenever possible. If possible, introduce the Quality Counts scoring process and see how the jobs rate. 
Know the Customers
Where appropriate and wherever possible schedule to meet with key clients. Review Client Profiles. Observe how the team members interact with the customer. Learn their needs, expectations, try to learn their level of satisfaction.  
Attend and Observe the Organization in Action:                                                                                                           Observe the Business in Action with Meetings, Estimating Jobs, Customer interaction/ Conflict resolution, Sales presentations / Proposals   
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Sample Onboarding Daily Schedule  

Date ___________

Meeting with ______ + ________ + _________
Topics/ Areas to be covered or learned 
· _________

· _________

· _________
Today’s Schedule:
______ AM  - ______ PM 
_____ to _______

______ to _______ 
Debrief Meeting 
What was covered? 

________________________________________________________________________________________________________________________________________________________

What was learned? 

________________________________________________________________________________________________________________________________________________________

What thoughts, questions, comments or suggestions do you have? 

________________________________________________________________________________________________________________________________________________________

What additional Key Areas need to be reviewed and scheduled? 

________________________________________________________________________________________________________________________________________________________

Review of Upcoming Schedule / Adjust where needed

________________________________________________________________________________________________________________________________________________________
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The 10-15 Report (or at first it might be the 15 – 20 Report). This simple weekly debrief tool should be completed at the end of each week for the first 90 days. This will help with a solid “touch base” or temperature reading on how the onboarding is going. 
10-15 Report for week of __________

Answer the following questions (10- 15 minutes) then review w/ your coach:  (15- 20 min)

My morale this week is, describe _____________________________________ Rate 1-5 ___
What can I do to keep it at a 5 or get it to a 5?

What can the company do to keep it at a 5 or get it to a 5? 

What I learned this week 

____________________________________________________________________________
____________________________________________________________________________
Recommendations I have for the Company 

________________________________________________________________________________________________________________________________________________________
Coach’s Corner: Observations, Coaching Areas

________________________________________________________________________________________________________________________________________________________

Notes:

________________________________________________________________________________________________________________________________________________________

Tasks Assigned/Follow Up:

Action Item(s):  
________________________________________________________________________________________________________________________________________________________     
Assigned to: _________________                                            

Date to complete by: __________     
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The First 45 Days Overview
By this time the following should be covered understood and dialed in:

· Leader knows the names and roles that each key player plays and their goals

· Met with all key customers and knows their names, roles, expectations and level of satisfaction 

· Has attended all regularly scheduled meetings and is now an active participant 

· Has a good understanding and appreciation of the culture 

· Visited all of the maintenance accounts and knows the boundaries, challenges and level of QC
· Learned the basics of maintenance operations: Dispatch, Schedules, Punch Lists, Plant Care 
· Understands and has buy in with the vision of the company

· Visited all current jobs being installed and knows the basics of how jobs are installed

· Has observed the estimating and pricing process 

· Has attended and participated social / networking events 

· Understands the financials; What are the expected Gross Margins

· Understands how to use the software for their role and leading others 

· HR Basics Do’s and Don’ts  

At the end of 45 days the new leader really should be getting their bearings and know the basic ins and outs of the company. Over the remaining 45 days of onboarding the leader should now be focused on the key areas where they will be held accountable. 
It should then be determined what skills behaviors and results need to be addressed and focused on during the next 45 days. 
Game Plan for 45 - 90 days

Action Steps: 

· Review the GROW Card Performance Metrics 

· Identify 1-2 key areas needing improvement on the GROW Card
· Determine what skills need tuning up or resources needed to improve a measurable metric 

· Build game plan to improve 1-2 metrics. Roll out game plan to team. Begin execution on the game plan with oversite and approval of ____ or ______. Review status weekly 

And / Or 

· Determine a special project (s) that needs to be completed like: Starting Up a New Job, Getting off clean on a completed job, a major enhancement project estimate and proposal or ….  
· Assign the leader the project or GROW Card Metric and let them build a game plan, including the resources needed, a timeline etc. get_______ approval, then proceed. This will hopefully help the leader to know what resources are available and how to go about getting things done through good leadership practices.  

Decide what resources are needed and which team members need to be involved to help with the above.
Have the Leader also attend regularly scheduled meetings during this time frame. 
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45-90 Days 

Overview
GROW Card Areas 

· Select 1-2 key areas of focus from the GROW Card for additional training 

· Decide who can best help with the training needed 

· Build game plan and schedule for this to happen 

Special Project 
· Decide on a special project or process that could use some tuning up 

· Have the Leader build a game plan with the needed resources 

· Review and get input from Abby or Randy

· Have Leaders proceed and schedule regular reviews on progress 
Meetings and Communication 
· Have Leader attend and participate in all meetings that Abby or Randy are part of

· Abby to continue weekly 10-15 Touch Bases 
Continue with Shadow Time 
· Leader should be spending additional shadow time with key leaders to learn the fundamentals of how this business operates 

· Each team member that the leader shadows should have specific areas they will be reviewing with the new leader

Examples: Assign Trainers in the following areas 
______ : 

· Financials 

· Budgeting

· Cost Tracking 

· Insurance 

· Legal

_______: 

· Marketing/ Events
· Human Resources

· Basic Horticulture 
· Client Relations 

· Leadership: Vision, Culture 

_______
· Maintenance Operations
· Quality Counts Program

· Scheduling 

· Extra Work Proposals 

· Customer Relations 
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Leader Onboarding Overview 
Prior to Hire: The Basics 
· Pre-employment: Non-disclosure and Confidentiality Agreement prior to first day on the job.
· License: Verify valid Hawaii class C driver’s license

· Working Conditions:  Description 

· Background Investigation: Perform background check 
· Continual Development Requirements 
· Review Job Summary and GROW Card

· Review Performance Process 

· Review Compensation and Bonus Program 
· Meet and Greet: Have multiple employees interview the candidate 
Day 1 and 2: Cover all the Basics
· Paperwork: Hire Package  

· Tour the Facility
· Introduce them!
· Spend some time talking about the culture and other basic policies 
· Assign a Coach / Buddy 
· Debrief of Day 1 and/ or Day 2 
First 30 Days – 45 Days  
Schedule Pertinent Meetings to Expedite the Onboarding Process

Build schedule for each Key area to be covered   
· Know the Team

· Know the Jobs

· Know the Customers

· Attend Regularly Scheduled Meetings / Observe: Staff, Sales, Operations, Safety, Zoom Meeting at 2:00, Sperber / Company Meetings, Software Conversion  

Additional Areas for Schedule: 
· Estimating Jobs 

· IT / Software Training 

· Preparing Proposals 

· Dispatch Observation

· Safety Meetings

· Software Training

· Marketing and Sales Campaign and Strategy  

· Shadow ____ and ______ doing their thing with marketing, sales, financials, software conversion  

Perform a Daily Debrief 

Attend and Observe the Organization in Action                                                                                                        
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45-90 Days 

GROW Card Areas: Review and target 1-2 areas needing review and adjustment  

· Decide who can best help with the training needed 

· Build game plan and schedule for this to happen 

Special Project 
· Decide on a special project or process that could use some tuning up 

· Have the Leader build a game plan with the needed resources 

· Review and get input from _______ or _______
· Have Leaders proceed and schedule regular reviews on progress 

Meetings and Communication 
· Have Leader attend and participate in all meetings that Abby or Randy are part of

· Abby to continue weekly 10-15 Touch Bases 
Continue with Shadow Time 
· Leader should be spending additional shadow time with key leaders to learn the fundamentals of how this business operates 

· Each team member that the leader shadows should have specific areas they will be reviewing with the new leader
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