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90-day onboarding plan
For an owner and a new COO or general manager. Fill it in together, with your side and theirs on the same page.
	NEW LEADER
 
	ROLE
 

	START DATE
 
	90-DAY REVIEW DATE
 


Before day 1: who decides what
List the decisions that matter in your business, like pricing a big job, hiring a manager or approving a purchase over a set amount. Mark who owns each one, and share the list with your leadership team before the start date.
	DECISION
	THEIRS DAY 1
	THEIRS BY DAY 90
	STAYS WITH OWNER

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 


Before day 1: the owner's list
☐  Tell your team about the hire yourself, before the announcement goes out.
☐  Have the desk, laptop, email, phone, vehicle and system access ready on day 1.
☐  Block an hour a day on your calendar for the first 2 weeks.
☐  Set a weekly meeting with the new leader: same day, same hour.


Days 1 to 30: learn
	THE OWNER
	THE NEW LEADER

	☐  Introduce them in person to your top customers, key vendors, banker and CPA.
☐  Walk through the last 2 years of financials, bad months included.
☐  Tell the history: the decisions you'd make again and the ones you wouldn't.
☐  Hold the weekly meeting. Ask what has surprised them and where they're stuck.
	☐  Spend a week in the field, on job sites or in the plant.
☐  Meet 1 on 1 with every direct report.
☐  Hold big changes until day 30.
☐  Bring a written list of what you'd change to the day-30 meeting.


Days 31 to 60: take over the work
	THE OWNER
	THE NEW LEADER

	☐  Hand over the meetings you used to run.
☐  Move decisions to them using the list above.
☐  Send your team to the new leader for anything that's now their call.
☐  Back them in public. Disagree in private.
	☐  Run the leadership meetings.
☐  Take on 1 problem that's real and fixable in 60 days.
☐  Report on it at the weekly meeting.
☐  Make your first hire or hard call, if one is needed.


Days 61 to 90: agree on the year
	THE OWNER
	THE NEW LEADER

	☐  Set the 12-month scorecard together.
☐  Tie the bonus to the same numbers.
☐  Talk with 3 or 4 people who report to the new leader.
☐  Hold the 90-day review.
	☐  Draft the scorecard before the owner's version.
☐  Bring what you've learned and what you'd change to the review.
☐  Name 1 thing the owner could do differently.
☐  Write your plan for the next 90 days.


The 12-month scorecard
4 or 5 numbers the new leader owns, such as margin, revenue, a people goal and the 1 thing that has to get fixed.
	MEASURE
	TODAY
	12-MONTH TARGET

	 
	 
	 

	 
	 
	 

	 
	 
	 

	 
	 
	 

	 
	 
	 


The 90-day review
What's working  	
What isn't  	
1 thing the owner will do differently  	
1 thing the new leader will do differently  	
Next review date  	
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