Master Your
Next Move

Transitions into new roles are the most challenging times in the
professional lives of leaders. That’s a bold statement, but it’s true
and backed up by more than a decade of research and practice. If
you are successful in rapidly scaling the learning curve, building
key relationships, and getting early wins, your momentum will
propel you through the rest of your time in your new role. But
early missteps can create bad first impressions, leading to negative
feedback loops in which you look increasingly unsuited for the
job. Left unchecked, you could end up in a downward spiral it
might be difficult or impossible to recover from.

I wrote The First 90 Days, the book for which Master Your Next
Move is the essential companion and resource guide, because I'd
seen too many leaders get into needless trouble early on in their
new roles. They made common mistakes—not learning enough
about their new organization’s culture and politics, coming in
with “the answer,” trying to do too much too soon, not aligning
expectations—and they paid the inevitable price in derailment or

underperformance.
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So I set out to create a framework and tools that could be ap-
plied by leaders in virtually any transition into a new role. In
doing so, I looked for what’s common in transitions, not what’s
different, and I distilled things down to an eight-element frame-
work and supporting set of tools that leaders at all levels can apply
to speed up their transitions, summarized in the box “The First
90 Days Framework.”

To succeed in a new role, you must:

1. Accelerate your learning. Efficient and effective learning is a
necessary foundation for making a successful transition. The
faster you learn about the technical, cultural, and political di-
mensions of your new position or assignment, the more you'll
be able to accomplish in the critical first months.

2. Match strategy to situation. Different types of business situa-
tions require you to make significant adjustments in how you
approach your transition. A clear assessment of the business
situation is an essential prerequisite for developing your transi-
tion plan.

3. Negotiate success. You need to figure out how to build a
productive working relationship with your new manager (or
managers). This means planning for a series of critical conver-
sations about the situation, expectations, working style, and

resources.

4. Achieve alignment. Armed with a deeper understanding of the
business situation, your manager’s expectations, and the inter-

ests of key stakeholders, you can define your vision and core
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Introduction

The Challenges of Different Types
of Transitions

Since The First 90 Days was published, I've worked with thousands
of leaders who have applied the concepts and tools in the book to
accelerate their transitions. While thankful for the support, many

objectives. Then you can develop your strategy to realize that

vision and achieve your goals.

5. Build your team. Like most leaders taking on a new role, you
probably don't get to build your own team; instead, you inherit
your predecessor’s. You must rapidly assess and reshape the
team, and then align, organize, and energize it to achieve your

goals.

6. Secure early wins. Getting early wins is essential in order to
build your credibility and create momentum. Wins create virtu-
ous cycles that leverage the energy you put into the organiza-
tion. They create a sense that good things are happening.

7. Create alliances. You can’t accomplish much on your own;
you need to build alliances to support your key initiatives. This
means identifying the most important people whose support
you need and developing a plan for getting them onboard.

8. Manage yourself. Throughout your transition you must work
hard to maintain your equilibrium, manage your energy, and
preserve your ability to make good judgments. You need to
be disciplined in deciding what you will and won’t do, and you
must invest in building and leveraging the right network of

advisers.
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also posed challenging questions, most of which revolved around
how to apply the book’s basic principles in the diverse types of
transition challenges they faced.

“I've been promoted from VP of marketing to country
managing director, and I'm struggling to know what I
need to focus on.”

“I've moved from an operating role to a regional HR posi-
tion and feel like 'm wading in quicksand.”

“I've been transferred to a supply chain role in Indonesia

and haven’t a clue how to operate in [this new] culture.”

Master Your Next Move is my answer to their questions. Where
The First 90 Days is about common principles for making success-
ful transitions, this book is about the unique challenges of differ-
ent types of transitions and how to apply those principles in the
specific situation you're facing. The First 90 Days framework can
be applied in every transition, but the way you apply it is entirely
different when you have been promoted to a higher level than it is
when you are joining a new organization or taking a role in a dif-
ferent country. If you fail to understand the unique demands of
the specific transition you are experiencing, you can set yourself
up for a derailment.

What are the most common types of transitions leaders face as
they take on new roles? After much consideration, and based on
my research and experience, I selected eight classic types of tran-
sitions. Each is the subject of a chapter in this book.

1. The promotion challenge: Moving to a higher level and
understanding what you need to do to be successful there,
including issues of focus, delegation, developing leadership
competencies, and demonstrating “presence.”
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2. The leading-former-peers challenge: An important variant
of promotion in which you have been elevated to manage
a team including your former peers, with the associated
challenges of establishing authority and reengineering
existing relationships.

3. The corporate diplomacy challenge: Moving from a posi-
tion of authority to one in which you need to be effective
in influencing others and therefore need to map the influ-
ence landscape, identify powerful people and their agen-
das, and build supportive alliances.

4. The onboarding challenge: Joining a new organization
and grappling with the need to understand and adapt to
the new culture, develop the right political “wiring,” and
align expectations with your new boss, peers, and other key
stakeholders.

5. The international move challenge: Leading people in an
unfamiliar culture while at the same time moving your

family and creating a new support system.

6. The turnaround challenge: Taking over an organization that is
in deep trouble and figuring out how to save it from failure.

7. The realignment challenge: Inheriting an organization
that’s in denial about its need for change and creating a
sense of urgency before simmering problems force it into a

turnaround situation.

8. The business portfolio challenge: Leading an organization
in which different units are in different modes—start-up,
turnaround, accelerated growth, realignment, and sustain-
ing success—and figuring out where to focus your atten-
tion and how to build momentum.
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This is by no means a definitive list of all the possible types of
transitions you could experience over the course of your career.
Absent are the challenges of succeeding in a newly created role,
moving from one business function to another, and taking on
a cross-functional role for the first time. Also missing are some
specific challenges associated with organizational change, such as
sustaining success, integrating an acquisition, or shutting down a
failed operation.

In the end, however, I had to balance the competing demands
of completeness and compactness. The eight types are a reason-
ably comprehensive list of the most challenging transitions you
will make now and over the course of your career. They are nearly
universal in today’s leadership careers; their ubiquity and time-
lessness means leaders who can deal with them effectively will be
much more successful. In fact, if you can succeed in these eight
types of transitions, you can deal with virtually any transition
challenge!

How to Use This Book

Master Your Next Move was designed to be used in tandem with
The First 90 Days. That book provides the general framework
and tools for making successful transitions. This book will help
you gain deep insight into how to apply the principles and tools
laid out in 7he First 90 Days in the specific types of transitions
you are facing. You will get detailed advice about how to succeed
when you are moving to a higher level or leading former peers or
joining a new organization or dealing with a new type of business
situation.

If you are taking on a new role now, it’s likely that a num-
ber of the chapters will be immediately relevant. My research has

259774_00b_001-010_r1.indd 6 @ 1710119 12:50 PM



Introduction

shown that leaders taking new roles almost always experience two
or more of these types of transitions az the same time. So start
by identifying which of the types you are experiencing now and
focus first on those chapters. The assessment in the box “Diag-
nosing Your Transition Challenges” will help you do that. How-
ever, sooner or later, as you progress through your career, you will
probably want to read them all.

The first five chapters—on promotion, leading former peers,
leading without authority, onboarding, and international moves—
deal with common types of personal adaptive challenges. These are
situations in which you, the leader taking on a new role, need to
work on yourself to be successful. If you are experiencing a personal
adaptive challenge, you need to ask: Given my history, mind-set,
and capabilities, what are my most important development prior-
ities? What do I need to do differently if I've been promoted, or
joined a new company, or moved internationally, or some com-
bination of these situations? What do I need to do more of and
less of? What new competencies do I need to develop? What ad-
justments in my leadership style do I need to make? These five
chapters not only provide detailed advice for meeting each type of
personal adaptive challenge; they also provide you with tools you
can apply in this specific type of situation and elsewhere.

The last three chapters of this book deal with distinct types
of organizational change challenges. Here the key is to figure out
how to adjust your approach to leading change to the type of
business situation (or mix) you have inherited. In 7he First 90
Days, 1 developed a framework called the STARS model to help
leaders taking new roles do this. STARS is an acronym for five
common situations transitioning leaders may find themselves fac-
ing: start-up, turnaround, accelerated growth, realignment, and sus-
taining success. The STARS model outlines the characteristics and
challenges of, respectively, launching a venture or project; getting
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Most moves to new roles involve multiple types of transitions occur-
ring at the same time. The more types of transitions you are experienc-
ing simultaneously, the greater the overall challenge.

How many of the types of transitions listed below are you

experiencing in your new role?

1. Start by circling Yes or No to determine whether each type of

transition applies to you.

2. Assess the relative difficulty for you of each type of transition
you identified, using a scale of 1 (not difficult) to 5 (very diffi-
cult). For example, if you have been promoted and joined a new

company, which transition is tougher?

3. Total the numbers you circled in the third column to calculate
a rough index of the magnitude of your overall transition
challenge.

4. Now focus on reading the chapters in this book that are about
the types of transitions you are experiencing and finding most

challenging right now.

an organization back on track; dealing with rapid expansion; re-
energizing a previously strong organization that’s now facing se-
rious problems; and sustaining the success of a high-performing
organization and perhaps following in the footsteps of a highly
regarded leader. The chapters provide specific strategies for
leading change in three of the most common scenarios: turn-
around, realignment, and dealing with a complex mix of STARS

scenarios.
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Relative
Applies Difficulty
Type of Transition to You? for You
1. Promoted to a higher level Yes No 1234
2. Leading people who were formerly Yes No 1234
your peers (assuming you have been
promoted)
3. Moving to a role where you need Yes No 1234
to lead without authority
4. Joining a new company or moving to Yes No 1234
a different unit in the same company
5. Moving internationally Yes No 1234
6. Turning around a failing organization Yes No 1234
7. Realigning an organization that is Yes No 1234
heading for serious problems
8. Dealing with a complex mix of Yes No 1234

types of STARS challenges

Total the numbers to estimate the overall

magnitude of your transition challenge.

Finally, in the conclusion, I step back and explore the im-

plications of focusing on types of transitions for businesses as

a whole. Transitions into new roles go on all the time in most

organizations. Cumulatively, their success or failure has a major

impact on overall organizational performance. Given that in-

dependent research has shown that the right transition support

can yield 50 percent reductions in the time required for leaders

to reach optimal performance in their new roles, organizational
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systems for accelerating transitions at all levels are an essential
element of enterprise risk management and a potential source of
competitive advantage. So I look at how companies can best sup-
port these leaders, laying out some basic principles for creating
enterprise-wide transition acceleration systems.

In summary, this book is about how leaders can survive and
thrive when dealing with the classic types of transitions that
virtually everyone faces on their journey to the top. The chap-
ters that follow build on my work in 7he First 90 Days but delve
much more deeply into the specific transition challenges you are
facing now and will continue to face in the future. You will be
given clear road maps—advice and tools—to excel in your next
move . . . and in every move after that.

259774_00b_001-010_r1.indd 10 @ 1710119 12:50 PM



