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Manager Onboarding Checklist

A comprehensive, step-by-step guide for new and transitioning managers to navigate their first 90 days with clarity, confidence, and

measurable impact. Whether you are stepping into your first leadership role or taking over an existing team, this resource gives you the

frameworks, checklists, and practical tools to hit the ground running — and earn trust fast.
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What This Guide Covers

Becoming a manager is one of the most significant transitions in a professional career. The shift from individual contributor to leader
requires a fundamentally different mindset, skill set, and operating rhythm. Research consistently shows that the first 90 days set the
tone for a manager's entire tenure — teams form early impressions, stakeholders make quick judgments, and organisational credibility is
either built or lost in these critical weeks.

This guide is structured around five core phases of manager onboarding, giving you a clear roadmap from Day 1 through Month 3 and

beyond. Each phase contains sequential checklist items, practical tips, real-world examples, and common pitfalls to avoid.

Phase 1: Pre-Start Preparation

Before your first day — set yourself up for success

Phase 2: First Week

Listen, observe, and build early relationships

Phase 3: First 30 Days

Understand the team, processes, and priorities

Phase 4: Days 31-60

Diagnose, align, and begin shaping direction

Phase 5: Days 61-90

Execute, delegate, and establish your leadership rhythm
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=) PRE-START

Phase 1: Pre-Start Preparation

The best managers do not wait for Day 1 to start preparing. In the days and weeks before you officially step into your new role, there is a
tremendous amount of groundwork you can lay — gathering context, reviewing available information, and mentally preparing for the

transition. This phase is about arriving informed, not just present.

Administrative & Logistics

e [J Confirm your official start date and reporting structure

e [JUnderstand your direct reports — names, roles, tenure

e [JReview any available org charts, team documentation

e [JSetup access to key tools (HRIS, project management, comms)
e [JRequest last 6-month performance reviews if available

e [JReview team's recent deliverables or project history

Mindset Preparation

e [JAccept that your job is now to multiply others, not just perform individually

e [JResist the urge to prove yourself by immediately changing things

e [ Prepare a personalintroduction that is warm, honest, and concise

e [Jldentify 2-3 personal leadership values you want to lead with

e [JRead yourteam's previous manager's notes or handover document if available

e [JClarify expectations with your own manager before Day 1

() Pro Tip: Ask your hiring manager or HR partner for a "listening tour" briefing — a structured overview of team dynamics,

current challenges, and key stakeholder relationships. This single conversation can save you weeks of discovery.
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¢ WEEK 1

Phase 2: Your First Week

Your first week as a manager is not about making decisions — it is about making connections. The most common mistake new managers
make is arriving with an agenda before they have built the trust needed to execute it. Your primary job in Week 1 is to listen deeply,

observe carefully, and signal to each team member that they matter individually.

Day 1: Orient & Introduce

e [JSendawarm welcome message to your team before or on arrival
e [J Meet with your own manager to align on 30-day expectations

e [JSchedule 1-on-1intros with every direct report this week

e [JWalk the floor — introduce yourself to adjacent teams

Days 2-3: Listen & Learn

e [JConduct 1-on-1 intro meetings with each direct report

2 e [JAskopen-ended questions — what's working, what's frustrating
e [JAttend team stand-ups, syncs, or rituals as an observer

e [JTake detailed notes on themes, tensions, and energy

Days 4-5: Synthesise & Plan

e [JReview notes from all 1-on-1s for patterns

e [Jldentify your top 3 early-win opportunities
e [JMeet with key cross-functional stakeholders

e [JShare a brief "getting to know you" update with your team

"The new leader's first task is to build trust — and trust is built through listening, not talking." — Michael Watkins, The First 90
Days
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First Week 1-on-1: The Right Questions to Ask

Your introductory 1-on-1s are your single most valuable intelligence-gathering tool. Do not waste them on small talk alone. Come

prepared with a structured set of questions that invite honest, thoughtful responses. Keep the tone conversational — you are not

interrogating, you are genuinely curious. Below is a proven question framework used by top managers entering new roles.

Category

Role Clarity

Team Health

Pain Points

Career Goals

Manager Expectations

Organisational Context

Question to Ask

"What do you spend most of your time

on each week?"

"What do you think the team does really

well together?"

"What slows you down or frustrates you

most?"

"What does growth look like for you in

the next year?"

"What do you need most from your

manager to do your best work?"

"What should | know that | probably

won't be told officially?"

What You're Learning

Actual vs. intended responsibilities

Existing strengths and pride points

Systemic obstacles and quick-win

opportunities

Individual motivations and retention risk

Leadership style preferences

Hidden dynamics, culture, history

() Important: Treat everything shared in these conversations with discretion. If someone trusts you with something sensitive in

Week 1, how you handle it will define your trustworthiness for months to come.

https://www.planetspark.in/resources



() PLANETSPARK

Phase 3: First 30 Days — Understand Everything

The first 30 days are your deep-dive period. You are now past initial introductions and into genuine discovery. Your mission is to develop a
clear, evidence-based picture of your team's capabilities, the state of current projects, the quality of cross-functional relationships, and

the organisational expectations placed on your function. Resist the temptation to fix things yet — understanding must precede action.

Team Assessment Checklist

e [JComplete 1-on-1s with every direct report (30-min minimum)
e [JReview each person's recent work output and quality

e [Jldentify your top performers and those who need support

e [JUnderstand each person's current projects and workload

e [JMap out team skills — strengths and capability gaps

e [JUnderstand team morale and engagement signals

e [JReview any recent team survey or pulse data

Process & Operations Checklist

e [JUnderstand how work flows in and out of your team
e [JReview current projects: status, risks, timelines

e [JAttend every recurring meeting at least once

e [JUnderstand how decisions are made and by whom
e [Jldentify bottlenecks and repeated friction points

e [JReview team KPIs and how they are tracked

e [JUnderstand budget ownership and spending authority

https://www.planetspark.in/resources 5
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Stakeholder Mapping: First 30 Days

Effective managers know that success is never achieved in isolation. Every team operates within a web of stakeholders — peers, senior

leaders, clients, supporting functions — whose support, input, or sign-off directly affects your team's ability to deliver. Your first 30 days

must include a deliberate effort to map and begin cultivating these relationships.

\/

Your Manager

Clarify what success looks like for you in this role. Understand their communication preferences, key priorities, and pet

peeves. Establish a regular 1-on-1 cadence and agree on how you will escalate issues.

Peer Managers

Identify which peer managers your team depends on — and who depends on your team. Build goodwill early. A peer

manager who trusts you will go out of their way to help you; one who doesn't will create invisible friction.

Key Cross-Functional Partners

Finance, HR, Legal, Product, Engineering — whoever your team interacts with regularly. Learn what they need from you,

what frustrates them about working with your team, and how you can make their lives easier.

Senior Leadership

Understand the priorities and communication style of leaders above your direct manager. Know what they measure, what

they value, and how they prefer to receive updates. Visibility matters at this level.

https://www.planetspark.in/resources 6
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Understanding Team Health: A Diagnostic

Framework

Before you can improve anything, you need an honest baseline. In your first 30 days as a manager or team leader, your priority should

not be making immediate changes just to prove impact. Instead, focus on understanding the current reality of your team as clearly and

objectively as possible. The strongest leaders begin by diagnosing before prescribing.

Use a simple but structured diagnostic framework to evaluate your team’s current state across four critical dimensions: performance,

communication, alignment, and morale. These areas will give you a practical snapshot of how the team is functioning today — not how

it appears on the surface, but how it actually operates under pressure, collaborates, and delivers results.

Performance

T <
//gf

L]

Engagement
&7

High & s LOW R

Process Maturity

E‘g :

Structured B s Chaotic

Team Dynamics

gy )
Strong ¢

Fragile

Plot your team honestly across these four dimensions. A team that is high performance but low engagement is a retention risk. A team

with strong dynamics but chaotic processes is an efficiency risk. Your action plan in Days 31-60 should directly address the lowest-scoring

quadrant first.
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Phase 4: Days 31-60 — Diagnose, Align & Shape
Direction

By Day 30, you should have a solid understanding of your team, your stakeholders, and the broader landscape you are operating
in. At this stage, your role begins to shift. The first month was about listening, observing, and building context. Now, Days 31-60 are about

turning that insight into direction.

This is the point where you move from pure listening mode into a more active, shaping posture. That does not mean making dramatic
changes or rushing to prove yourself. It means beginning to form a clear point of view about what the team needs, what is working, what

is holding performance back, and where your leadership can create the most value.

Synthesise Your Findings

Compile your observations into a written "State of the Team" summary — even if only for your own use. Identify top 3

strengths, top 3 risks, and 2-3 priority areas.

2 Align on Priorities

Share your synthesis with your manager. Validate your read on the situation and agree on which priorities to focus on first.

Avoid going rogue — alignment at this stage is critical.

Communicate to Your Team

Share your direction with your team. Be transparent about what you are prioritising and why. Teams respect managers

who communicate openly about their thinking — even when the picture is imperfect.

nf Begin Making Changes

Start with low-risk, high-visibility improvements — process tweaks, clearer meeting formats, removing blockers. Save

bigger structural changes for after Day 60.

https://www.planetspark.in/resources 8
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Days 31-60 Priority Checklist

This checklist covers the specific actions that should happen between Day 31 and Day 60 of your onboarding. By this point, you are
expected to have a clear perspective on the team and begin operating with more independence and initiative. Use this as a weekly review
tool to ensure nothing critical is being missed.

People & Performance

e [JEstablish aregular 1-on-1 cadence with every direct report

e [JSetorvalidate individual performance goals for each person

e [Jldentify your top performer — ensure they feel seen and challenged
e [Jldentify anyone at risk of disengagement — intervene early

e [JHave a candid conversation with anyone underperforming

e [JBegin building a development plan for at least 2 team members

Team Rituals & Communication

e [JEstablish or refine the team meeting structure
e [JCreate clear norms for how the team communicates (channels, response times)
e [J Set expectations for how work is tracked and reported

e [JShare a written update with your manager on your first 30-day learnings

Strategy & Alignment

e [JConfirm team OKRs or KPIs are clear, measurable, and aligned to business goals
e [JEliminate or deprioritise low-value work where possible

e [Jldentify 1-2 "quick wins" your team can deliver this period

e [JAlign with key stakeholders on upcoming deliverables

e [JUnderstand the budget position of your team / function

Your Own Development

e [JRequest feedback from your manager on how you are showing up
e [Jldentify a peer mentor or leadership community to connect with
e [JReflect on your top leadership strengths and blind spots

e [JSchedule a mid-point check-in with your own manager

https://www.planetspark.in/resources 9
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Setting Goals With Your Team: The Right
Framework

One of the most impactful things you can do in your first 60 days is ensure your team has clear, meaningful, and achievable goals. Goals

provide direction, motivation, and a shared standard for success. Without them, even talented teams drift and underperform. Use the

framework below to set goals that actually drive results.

S — Specific
Define exactly what needs to be achieved. Vague goals like "improve customer satisfaction" are useless. Replace with

"increase CSAT score from 72 to 80 by end of Q3."

M — Measurable

the target before the goal is finalised.

Every goal must have a clear metric. If you cannot measure it, you cannot manage it. Define the indicator, the baseline, and

A — Achievable
Goals should stretch the team without breaking morale. Validate feasibility with the people who will actually do the work

— they know what is realistic better than anyone.

R — Relevant

Connect team goals to wider business priorities. When people understand how their work contributes to the larger

mission, engagement and ownership increase significantly.

T — Time-Bound
Every goal needs a deadline. Open-ended goals create ambiguity and procrastination. Establish milestones — not just a

final due date — to create checkpoints along the way.

O

Real-World Tip: Involve your team in the goal-setting process rather than dictating from the top. Co-created goals generate

significantly higher buy-in and accountability than goals that are simply handed down.

https://www.planetspark.in/resources
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Phase 5: Days 61-90 — Execule, Delegate & Lead

By Day 60, the "new manager grace period" is largely behind you. Stakeholders and team members now expect you to be operating at full

capacity — making decisions, driving results, and demonstrating visible leadership. This does not mean you have all the answers; it

means you are no longer an observer. You are an active leader with a perspective, a plan, and the confidence to execute it.

The most important shift in this phase is the move toward systematic delegation and team empowerment. The most effective managers

do not try to do everything themselves — they build systems and develop people so the team can deliver without constant manager

involvement. Your time should increasingly be spent on higher-leverage activities: strategy, coaching, stakeholder management, and

removing obstacles at scale.

\/

[] Establish Your Weekly Operating Rhythm

Formalise your team meeting structure, 1-on-1 schedule, and personal time blocks for deep work. Consistency creates

psychological safety and operational predictability.

[1 Delegate Intentionally

Identify tasks you are still doing that should be owned by team members. Document clear handoffs. Delegation is not

dumping — it is developing. Match tasks to growth opportunities.

[0 Conduct a 9o-Day Review With Your Manager

Request a structured 90-day check-in. Come prepared with your achievements, learnings, areas of concern, and a 6-month

plan. This demonstrates ownership and initiative.

[] Share Your Vision With the Team

By Day 90, your team deserves to know where you are taking them. Communicate your medium-term vision — what you

are building toward and how each person fits into that picture.

[ Solicit Feedback on Your Own Leadership

Ask your direct reports for candid feedback on how you are showing up as their manager. Use a simple anonymous survey

or structured conversation. Act on what you hear.

https://www.planetspark.in/resources 11
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Days 61-90: Advanced Checklist

This final phase of the 90-day plan is where good managers separate themselves from great ones. It is where strategy meets execution,
where relationships deepen into genuine partnerships, and where your leadership identity begins to crystalise. Use this checklist to

ensure you are operating at the level your team and organisation need from you.

Execution & Delivery

e [JConfirm all team members are clear on their H2 goals and deliverables
e [JReview project portfolio — identify anything at risk and intervene

e [JDeliver at least one visible "quick win" as a team

e [JRemove at least two recurring process friction points

e [JEstablish clear accountability for every major deliverable

e [JlImplement orimprove a team performance tracking mechanism

People Development

e [JComplete individual development plan (IDP) conversations with all direct reports
e [Jldentify high-potential team members and create stretch opportunities

e [JBegin coaching conversations — not just status updates — in 1-on-1s

e [JRecognise and celebrate team wins publicly and specifically

e [JAddress any unresolved team conflict or interpersonal tension directly

Strategic Presence

e [JPresent a team update to senior leadership if not yet done
e [JBuild your point of view on the team's 6-month roadmap
e [JStrengthen key cross-functional relationships through value delivery

e [JArticulate your team's value proposition to the broader organisation

https://www.planetspark.in/resources 12
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The Manager's Operating Rhythm: Weekly
Template

One of the most underrated practices of effective managers is the intentional design of their weekly schedule. Without structure,

manager time gets consumed by reactive work — urgent emails, unplanned meetings, last-minute escalations. By designing a repeatable

weekly rhythm, you protect time for the highest-leverage activities that actually drive team performance.

Day

Monday

Tuesday

Wednesday

Thursday

Friday

Non-Negotiable Blocks

Team Kickoff / Weekly Sync

1-on-1s (2-3 reports)

Deep work block (2 hrs)

1-on-1s (remaining reports)

Manager check-in +

Reflection

Focus Activity

Align on priorities, surface blockers

Coaching, performance,

development

Strategy, planning, key deliverables

Coaching, performance,

development

Stakeholder update, week close

Output / Deliverable

Shared weekly plan, cleared

blockers

Action items per person, trust built

Meaningful strategic output

Full team touched every week

Weekly written update, personal
debrief

[J Adjust to Your Context: This template is a starting point, not a rigid prescription. Adapt the structure to your team size,

meeting culture, and personal working style. The goal is intentionality, not compliance.

https://www.planetspark.in/resources
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Conducting Effective 1-on-1s: The Manager's
superpower

Regular, well-structured 1-on-1 meetings are the single most powerful tool in a manager's arsenal. They are not status update meetings —
they are relationship-building, performance-management, and coaching conversations all in one. Research from Gallup shows that
employees who have regular, meaningful 1-on-1s with their managers are nearly three times more engaged than those who don't.

Let the employee set the agenda

Send a shared doc before each meeting and ask your report to add their topics first. This signals that the 1-on-1 is their

time, not a manager check-in. You add your topics after.

Start with energy, not work

2 Open with a genuine check-in: "How are you doing this week — really?" Managers who take 60 seconds to ask about the

whole person create dramatically stronger relationships and surface problems before they escalate.

Ask forward-looking questions

Shift from "how did the project go?" (backward) to "what do you need to make this project go well?" (forward). Coaching

questions unlock growth; status questions just consume meeting time.

Close with a clear commitment

Every 1-on-1 should end with 1-3 explicit commitments — from you and from your report. Document them. Following

through on your commitments builds trust faster than any other manager behaviour.

https://www.planetspark.in/resources 14
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Common Manager Onboarding Mistakes — And
How to Avoid Them

Even experienced professionals make predictable mistakes when transitioning into a new management role. The good news: most of
these mistakes are entirely avoidable with awareness and a bit of intentional planning. Study this list not as a warning, but as a shortcut

— each item below represents a lesson learned the hard way by managers before you.

Y Changing things too fast

Mistake: Implementing changes before earning trust or understanding context. Fix: Follow the 30-day listen-first rule.

Even if you can see what is broken, resist acting until you understand why it is broken.

2 Y Being too friendly or too distant

Mistake: Trying to be everyone's best friend — or being so professional you are unapproachable. Fix: Aim for "warm

authority." Be genuinely caring and clear about expectations. The two are not mutually exclusive.

> Not managing up

Mistake: Focusing entirely on the team and neglecting your relationship with your own manager. Fix: Keep your manager

informed, ask for feedback regularly, and be proactive about flagging risks upward before they become visible problems.

m Y Avoiding hard conversations

Mistake: Letting underperformance or conflict fester because direct conversations feel uncomfortable. Fix: Address issues

early, specifically, and with care. The longer you wait, the harder and messier it gets.

https://www.planetspark.in/resources 15
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More Pitfalls to Watch Out For

The list of manageable mistakes does not end at four. Here are four additional failure patterns that frequently derail new managers —
particularly those who are technically strong but new to leading people. Recognising them in yourself early is the most powerful

corrective action you can take.

X Micromanaging

Hovering over every task destroys trust, demoralises high performers, and signals that you do not trust your team. Delegate outcomes,

not methods. Define the "what" clearly and give people freedom on the "how."

>{ Assuming the previous manager was wrong

Every manager inherits context. What looks like a bad decision from the outside often had good reasoning behind it. Approach the past

with curiosity, not contempt. Your team will notice how you talk about their previous manager.

X Neglecting your own development

New managers are so focused on their team that they forget to invest in themselves. Block time weekly for reflection, reading, or

connecting with a mentor. Great managers are also always learners.

X Measuring success by activity, not impact

Being busy is not the same as being effective. Track outcomes: team delivery, engagement, stakeholder trust, talent development. If you

cannot articulate your team's value clearly, that is a gap to close immediately.

https://www.planetspark.in/resources 16
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Building a High-Trust Team Culture

Trust is the bedrock of every high-performing team. Without it, even the most capable and talented group of individuals will struggle
to perform at their best. Communication becomes guarded, collaboration weakens, accountability feels threatening, and people begin to
prioritise self-protection over shared success. When trust is low, teams often appear functional on the surface while quietly

underperforming beneath it.

For a new manager, trust should not be treated as something that develops accidentally over time. It should be built intentionally and
consistently from the very beginning. Your first interactions, decisions, responses, and behaviours will all shape how your team
experiences your leadership. People will be asking themselves, often silently: Can I speak honestly here? Will | be treated fairly? Does this
manager follow through? Is it safe to make mistakes, ask questions, or challenge ideas?

That is why your early leadership approach matters so much. Trust is not created through charisma, friendliness, or trying to be
universally liked. In fact, confusing trust with popularity is one of the most common mistakes new managers make. This is not about
being liked — it is about being reliable, respectful, clear, and consistent. People trust leaders who create stability, communicate

honestly, set fair expectations, listen without defensiveness, and respond with integrity even in difficult moments.

Keep Commitments

Deliver on promises
consistently

——

Be Transparent

—  Share context and rationale
openly
Acknowledge

Mistakes —

Own errors and learn openly

Advocate Team

— Support and remove

. blockers
Recognise

Contributions

Celebrate efforts and wins

These five behaviours, practiced consistently over your first 90 days, will lay the foundation for a high-trust culture that drives sustainable
performance. Note that trust is slow to build and fast to lose — a single high-profile breach (such as breaking a confidence or taking credit

for someone else's work) can set back months of trust-building progress.
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Giving Feedback That Actually Works

Feedback is one of the most important tools in a manager's toolkit — and one of the most commonly avoided. Many managers either
avoid giving critical feedback entirely (too conflict-averse) or deliver it in ways that create defensiveness rather than change. The goal is
not to be honest or kind — it is to be both simultaneously. Great feedback is specific, timely, focused on behaviour not character, and

always delivered in service of the other person's growth.

Situation

Describe the specific situation or context. Avoid generalisations like "you always" or "you never." Be precise: "In the client

meeting on Tuesday..."

Behaviour

2 Describe the observable behaviour — what you saw or heard, not your interpretation of it. "You interrupted the client

twice while they were speaking" rather than "you were rude."

Impact

Explain the impact of the behaviour — on you, the team, the client, or the business. "The client looked frustrated and

ended the meeting early. We may have damaged that relationship."

Ask

Invite the person to share their perspective before jumping to solutions. "What was going on for you in that moment?"

Often there is context you are not aware of that changes the picture.

Forward

Agree on a specific, concrete behaviour change for next time. "In future client calls, let's make sure the client finishes their

full thought before we respond. Can you commit to that?" Document the agreement.

https://www.planetspark.in/resources 18
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Delegating Effectively: The Manager's Leverage

Tool

Delegation is not a management technique — it is a management philosophy. Managers who delegate well build stronger teams, develop

better leaders, and free themselves to operate at a higher strategic level. Managers who do not delegate either burn out trying to do

everything themselves or create a team of order-takers who never develop real ownership or capability.

The key to great delegation is matching the right task to the right person at the right level of autonomy. Not every task can or should be

fully delegated — some require oversight. The Delegation Levels Framework below gives you a simple model for calibrating how much

authority to grant on any given piece of work.

Level

Level 1

Level 2

Level 3

Level 4

Level 5

Description

Do exactly what | say

Research and report back

Give me options with a recommendation

Decide and inform me

Full autonomy — you own it completely

When to Use

Brand-new team member, very high-stakes task

with no margin for error

Team member building knowledge; you retain the

decision

Developing decision-making skill; you validate

and approve

Trusted team member; you want visibility but not

involvement

Senior, high-trust team member; repeatable, well-
understood work

[ Growth Principle: Your job as a manager is to progressively move people from Level 1 to Level 5 over time. When someone

consistently delivers at one level, begin giving them Level 4 and 5 opportunities. This is how you build leaders, not just

performers.

https://www.planetspark.in/resources
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Managing Performance: The Ongoing
Conversation

Performance management is not an annual review — it is an ongoing conversation. The most effective managers create a culture of
continuous feedback and clear expectations where formal reviews hold no surprises because the work of performance management

happens in every 1-on-1, every project debrief, and every coaching conversation throughout the year.

\/

Set Clear Expectations

Define what good looks like for every role. Document it. Revisit it when priorities shift.

Observe & Document

Track performance evidence in real time — wins, misses, behaviours. Never rely on memory for formal reviews.

Give Regular Feedback

Deliver specific, timely feedback in 1-on-1s. Praise publicly, coach privately, correct immediately.

Review Progress

Monthly or quarterly check-ins against goals. Adjust targets if context has changed significantly.

Reset & Realign

After each review cycle, update goals and development plans. Keep the cycle continuous, not episodic.

https://www.planetspark.in/resources 20
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Quick Reference: Manager Onboarding Cheat

Sheet

Use this one-page reference as a rapid reminder of your most critical actions across the full 90-day onboarding journey. Pin it somewhere

visible. Review it at the start of each week to check where you are and what is coming next.

Phase

Pre-Start

Week 1

Days 2-30

Days 31-60

Days 61-90

Primary Focus

Prepare & orient

Listen & connect

Understand & diagnose

Align & shape

Execute & lead

Top 3 Must-Do Actions

Review team info; clarify
expectations with manager;

prepare introduction

1-on-1intros with all reports;
attend key meetings; take

detailed notes

Complete full team assessment;
map stakeholders; identify

quick wins

Share synthesis with manager;
set/validate goals; establish

team rituals

Delegate intentionally; conduct
90-day review; share team

vision

https://www.planetspark.in/resources

Common Mistake to Avoid
Arriving on Day 1 with zero

context

Talking more than listening

Making changes before

understanding context

Failing to communicate your

direction to the team

Staying in "new manager"

mode past Day 60
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Key Metrics Every New Manager Should Track

What gets measured gets managed. As a new manager, part of establishing your credibility is being able to speak clearly and confidently
about your team's performance in concrete, measurable terms. The metrics below represent the core indicators that most managers
should be tracking regardless of function or industry. Adapt them to your specific context, but ensure you always have a clear read on

each dimension.

90 1:1

Day Check-In Weekly Cadence
Schedule a formal 90-day review with your manager to assess Every direct report should have at least one meaningful 1-on-1
progress and reset priorities conversation with you every week

3 100%

Quick Wins Goal Clarity
Aim to deliver at least 3 visible, team-level wins in your first 90 days ~ Every team member should be able to clearly articulate their goals
to build momentum and credibility and how they are being measured

In addition to team-level metrics, track your own management effectiveness indicators: 1-on-1 consistency (are you keeping them?),
feedback frequency (are you giving it regularly?), and upward communication quality (is your manager informed and never surprised?).

These three personal metrics are the foundation of management credibility.
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Key Takeaways: What Great Managers Do In
Their First 9o Days

After covering every phase of the onboarding journey, it is worth stepping back and distilling the most important principles into a set of

clear, memorable takeaways. These are the behaviours and mindsets that consistently separate managers who build lasting credibility

from those who struggle to gain traction in their new role.

©)
(=

Listen Before You Lead

The most important thing you can do
in your first 30 days is listen more than
you speak. Trust is built through

genuine curiosity, not expertise.

Do What You Say

Your most powerful trust-building
behaviour is simple: keep your
commitments. Every time you follow
through, you earn credibility. Every

time you don't, you lose it.

People Are the Job

Your output is now your team's
output. Invest disproportionately in

relationships, development, and

removing obstacles for your people.

Over-Communicate
Direction

Teams need to hear the direction more
than you think. State priorities clearly,
repeat them often, and connect every

task back to the bigger mission.

O

Build Systems, Not
Dependency

Design your team to function
excellently even without you in the
room. Delegate boldly, document
clearly, and develop people into

owners, not followers.
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Keep Learning & Reflecting

The best managers treat leadership as
a craft — always learning, always
improving. Block time weekly for
reflection and invest in your own

ongoing development.
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Your 9o-Day Manager Onboarding: A Final Note

Becoming a great manager is a journey, not a destination. The 90-day framework in this guide is designed to give you the structure and
confidence to navigate your transition with intention and impact — but the real work of leadership extends far beyond Day 90. The habits
you build in these first three months — listening deeply, communicating clearly, following through consistently, developing your team,

and managing your own growth — are the same habits that distinguish exceptional managers at every stage of their career.

The most important thing to remember is this: your team is watching you closely right now. Not to judge you, but because they want to
know if they can trust you, rely on you, and bring their best work to you. Every small action you take — the question you ask, the
commitment you keep, the difficult conversation you initiate instead of avoid — sends a signal about the kind of leader you are
becoming.

""Management is not a position. It is a practice. And like all practices, it rewards those who show up with both skill and genuine

care."

Use this checklist as a living document. Return to it weekly. Check off what is done, flag what is behind, and adjust your plan as you learn.

The goal is not perfection — it is continuous, intentional progress. Your team is counting on you. You are ready.

= Save This Guide ¥ Share With a Peer t=] Review & Reflect

Bookmark this document and review it If you know another manager who has At Day 30, Day 60, and Day 90, take 30

at the start of each week during your recently transitioned into a new role, minutes to review your progress against

first 90 days. Use it as your weekly share this guide. The best leadership this checklist. Honest self-assessment is

compass, not just a one-time read. development happens in community, one of the highest-leverage habits a
notisolation. manager can build.
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