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empoweringLEADERS™ LLC focuses on leadership development for technical professionals.  Our partners came from many years as senior technology leader at software/hardware product companies and small/medium IT consulting companies.  They helped those firms to not only deliver outstanding solutions but to build outstanding teams in partnership with their business and HR partners.  Their passion is using these proven processes to help clients develop high performance technology teams that deliver outstanding business results. They have certifications from the International Coaching Federation along with others.  
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Executive Summary

The Office of Management (OM), Food Safety and Inspection Service, USDA organization is continuing on a transition that began in 2011 with the agency-wide restructuring effort and expanded when their new Assistant Administrator, Jacqueline Myers, joined the organization.  The Office of Management has experienced significant changes in the past several years. Several leadership transitions have occurred over the last 12 months, including the Assistant Administrator, Deputy Assistant Administrator and Director of the Office of Human Resources, for the Office of Management.  In addition, new leaders have transitioned in the positions of Director of Administrative Services, Assistant Director of LERD, and Assistant Director of Human Resource Operations. These changes have highlighted the need for a more standardized approach to transition management and to an intentional plan and support for the introduction of new leaders into the organization.  

The Office of Management has committed to “Establish a leadership transition model for the orientation of new senior leaders in OM by 2013” as part of Result 4 Actions in support of Goal 7 of their strategic plan.  This strategic direction is informed by several studies and audits, which were performed over the past several years.  Appendix A includes copies of key reports, such as the 2009 KnowledgeBank Report, which highlighted several areas of improvement needed within the OM organization.  In support of this activity, empoweringLEADERS LLC is leveraging their work with OM which began in 2012 to assist in the transition of senior executives in key OM positions.  It is intended that a broader role of supporting transitions will support change initiatives and help foster a more unified and effective Office of Management.  Training to support this concept has already started with sessions on strategic leadership development, supervisory strategic planning, smart teambuilding, conducting crucial conversations and customer service. All of these sessions help position the entire OM organization (whether they are located in the DC area or in a field location) to function as one organization.  Additional support for this cultural transition will provide the foundation needed as the OM organization becomes a Center for Excellence and Shared Services Center.
Purpose
Over the past several months, several elements have been part of the “transition strategy” including training on emotional intelligence, change and transition, and communications.  Individual support and coaching has been provided to transition leaders.  In addition, interviews of key leaders, managers, supervisors, and customers have combined to create a body of knowledge around transition best practices.  These best practices, presentations, questions and answers have all been collected in this document.  The purpose of this document is to provide a transition roadmap and timeline to follow with suggested best practices. It is intended that these materials be a resource for current and future leaders who are involved in a transition.  In order to ensure that this document will be a useful tool for transitioning leaders, we are circulating a draft to key leaders for their input.  Their feedback, as well as that of the transitioning leaders, will help this document be a “living” resource.
Below is a graphic showing the Leadership Transition Model that has emerged from this process, and will be reviewed and annotated in each successive section.  It is planned that this document will continue to evolve and add new insight, approaches, and best practices as each new leader transitions successfully with its use.
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How to Use
Congratulations.  You have been selected to transition into the USDA FSIS OM organization.  As such, you are at the Blue triangle above – just having found out that within a few weeks you will be taking on a new role.  You are probably just starting to think about what lies ahead of you, and probably starting to think about the last time you were making a similar transition.  This document is intended to supplement your own best practices, and jog your memory to remember things you did that worked, and more importantly things that didn’t.  

Your target is the blue Box on the far right hand side and the blue arrow that will allow you to benefit the next person to use this process.  As you begin to work through the process, please take notes of what helped, what was confusing, and the documents and processes you developed along the way to contribute to the continuing growth of the organization.  The red triangle is Day One – the day that all the preparation that you have completed with this document will really start to pay off.

As you review this document and prepare for your transition into a new organization and a new position, start by reviewing the transition roadmap and timeline.  This document has been organized into the following sections:
· Before the Transition (T-30 Days)

· Early in the Transition (Day One, First 30 Days)

· Mid-Transition (60 Days and 90 Days)
· Post Transition

Each part of the transition timeline (Before, Early, Mid and Post Transition) has a Summary that summarizes the concept of the section and provides specific best practice steps for you to follow in your own transition.  In addition, you will find key resources that are available to you in appendices (one or more) that support each of the sections.  
For example, Appendix A - Background Materials, supports the best practice which is normally started in the “Before the Transition” section and contains supporting documentation such as the OM Annual and Strategic Plans, organization charts, audits and assessments that provide you with data about your new organization.  These documents are specific to the Office of Management and are used for example purposes.  You may need to find the appropriate resources for your specific transition.
As you move through your transition, you will find different concepts and best practices in each section or you will find that you will expand on practices you used in an earlier section.  Be sure to make this document your own by adding your own best practices that have worked for you in other transitions.  As you review the document, reach out to key resources, including your Transition Liaison, your mentor or “buddy” and your managers for support.
One key resource for you is the work of Michael Watkins.  In his books, The First 90 Days and The First 90 Days in Government, with Peter Daly, he describes the concept of a new manager’s breakeven point, the point at which you begin to give back to the organization and become a productive leader.  In his books, Watkins identifies several techniques to accelerate this process, including clarifying expectations with your boss, direct reports and key stakeholders, assessing and diagnosing your organization’s situation, and collecting information to learn about the organization.  This Leadership Transition Model will help you do that in a structured and methodical way.
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Before the Transition 
In this section, we have collected best practices to guide leaders before their start date in the new organization.  If you are hiring new leaders or are a leader transitioning into a new role and a new organization, you will find suggestions on how to prepare for your first day at the new job.  
One of the key aspects of transition to a new position is transitioning out of your old position.  Discuss your transition out plans with your prior supervisor and understand who will take on your old responsibilities so that you can fully transition into your new job at OM.
During this stage of transition, the leader is in information gathering and learning mode, collecting, reading and absorbing anything available about the new organization.  A leader’s key objective during this time is to be in “Learner Mode” which means being curious, asking lots of questions, thinking about the big picture and holding back from judging the situation.  While it is critically important that the leader eventually assess the organization, it can be detrimental to move to assessment too quickly or without a thorough understanding of all of the factors at play.  In this learning mode, transitioning leaders can be ready to look for and receive information that will be invaluable as they grow into their position.  
Your new boss, direct reports and the outgoing leader are all key contacts for you during this phase. In order to help with this process, OM has established an OM Transition Liaison, an individual who will assist your transition into the organization. This individual is responsible with you that the transition plans identified in this document occur, that there is accountability within the process and that the new leader has support and resources they need during their transition.  This position can be filled by the Administrative Officers in the organization or, by default, the new leader’s supervisor.  
The key skills required at this stage are active listening and powerful, open-ended questions.  These topics are both covered in more detail at a high level later in this section and are included in Appendix B  - Communication Practices.  

Best practices and tips before your first day include:

In the 30 days preceding your announcement – 

· Develop and communicate the transition “out” plan with your prior organization 

· Understand the organization you are joining by collecting information before you arrive (See Appendix A – Background Materials)

· Become familiar with the organization’s current strategic plan, the annual plan, the communication plan, organization chart, and re-organization plans if any
· Review any organization surveys, Civil Rights reports, the CARE Review
· Review any current or past assessments and audits

· Meet with and “interview” key individuals in the organization, including your new boss, direct reports and the outgoing leader (see Appendix B – Communication Practices)
· Meet with your OM Transition Liaison
· Begin to develop your own early communication plan for your new organization (See Appendix B)

· Design and implement your own announcement process (using tips from this document) – including writing your own biography and announcement email (See Appendix B)

· Consider your own and your new team’s reaction to change and transition (See Appendix C – Change and Transition) 

In the 10 days immediately preceding your first day on the job – 

· Secure administrative support including office, resource files, IT and other support
· Your announcement (created above) should be released in Outlook, including biographical information

· Become familiar with the organization chart by name

· Refine your Communication Plan and meeting strategy

· Schedule appointments for your first two weeks – who to meet with, when and how frequently (see Appendix B)

· Determine your preferred calendar schedule – taking into account the culture of the new organization, as well as your own preferences

Key concepts and resources during this timeframe include:

Before your on-board date, reach out and begin to develop relationships with certain individuals in the new organization including your new boss, your direct reports and the outgoing leader.  Receive a briefing from the former leader (if possible) to help you understand your new team, any issues and opportunities from their point of view.  

Active Listening and Open-Ended Questions
As you meet with each of these key individuals, you might employ active listening and ask open-ended questions.  Many barriers exist to good listening, including distractions, mentally preparing our own response, and our lack of interest in the topic.  It’s no wonder that listening is so difficult since we listen at 125-150 words per minute and think at roughly ten times that speed.  

Active listening has four steps including -  asking clarifying questions;  reflecting on what you heard;  paraphrasing it;  and, gaining agreement that the speaker has been heard.  This cycle will be repeated several times in a normal conversation.  

Active listening tips include:

· Make sure you hear the words and understand the meaning behind them

· Have the intent to listen

· Focus on the speaker

· Provide verbal and non-verbal encouragers (nodding, etc.)

· Provide a feedback loop to ensure accuracy

Questions are an important part of the active listening process.  It’s important to use open-ended questions in our conversations, especially when we are trying to understand another individual’s opinions and thoughts.  As you meet with your new boss, your direct reports and key peers in your new organization, consider using open-ended questions that begin with “What”, “How”, “Tell me more”.  Unlike yes/no questions, open-ended questions will encourage anyone you are speaking with to share information with you and you will gain valuable knowledge in the process.  

Some typical open-ended questions that have been used in the transition process are:

· Tell me about your programs

· What is working well?

· What is not working?

· What challenges do you have?

· What are some inhibitors to doing your job?

· What is preventing you from being your best?

· What do I need to know?

· If you were in transition, what would you want to know?

In Appendix B – Communication Practices, you will find additional assessment questions that have been used for organization assessments, interviews with managers and staff and a template for a communication plan.

Change and Transition

A third key concept important to consider at this stage of transition is the meaning and experience of change and transition.  Change and transition are often thought of as being the same thing when, in fact, they are different in a critical way.  Change is the event that occurs (i.e. the new organization, the new job or moving to a new house), while transition is the emotional process of working through and reacting to the change.  

William Bridges defines the phases of transition in his book, Managing Transitions, as Ending, the Neutral Zone, and the New Beginning.   As you take a new job, you are ending your time in the old organization.  This loss of the old organization can cause you to feel grief and concern about the new organization.  You will spend some amount of time in the Neutral zone before you can fully accept the New Beginning.  While the Neutral zone can be a time of great productivity, it can also be a frustrating and confusing part of your transition.  Once you move through that stage, you will understand your new role and identify.  Leaders who are aware of their own reaction to change are better able to observe and recognize the reactions of their direct reports and peers.  

Successful changes are a balance between the people or human side of transitions and technical or structural changes taking place.   

As a leader, consider the four “Ps” of transition:

· Purpose – what is the reason and outcome for the change?
· Picture – what will the “New Beginning” state look and feel like?  What will it mean for me personally?

· Plan – what is my step-by-step plan to get to the outcome?

· Part – what is my role in the transition?  What is the role of everyone in my organization?
Other materials and resources for this stage of transition are:

· The First 90 Days, Michael Watkins

· Change your Questions, Change Your Life, Marilee Adams
· Transitions – Making Sense of Life’s Changes – William Bridges
· Managing Transitions – Making the Most of Change, William Bridges
· Leading with Authenticity in Times of Transition – Kerry Bunker and Michael Wakefield
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Early in the Transition
This part of the transition model focuses on your first day on the new job and then expands into actions for the first month.  As you can imagine, these are critically important days.  Michael Watkins, in his groundbreaking book, The First 90 Days, talks about the necessity of any newly transitioned leader to balance their “value consumed” with their “value created” at a breakeven point at about 90 days.  This process starts from Day One with strategic, thoughtful and informed actions that you take with your new boss, your peers, your direct reports and your customers or stakeholders.  During this timeframe, a new leader is concerned with introductions, initial meetings with your managers and other senior leaders, and your first All Hand’s Meeting with your team.  As you begin to understand your new colleagues, we encourage you to identify someone who can act as a mentor or a “buddy” to help you during your transition.  In addition, it is important during this timeframe, to begin to develop relationships with your stakeholders and customers by scheduling initial meetings to meet them and understand their needs. The work you spent prior to your first day on the job will now stand you in good stead and help you make sense of what you are experiencing.  

Key Best Practices for this timeframe:

· Day One - 

· Introductions and sharing initial information about you – why you were chosen and what is your major strategic view and direction

· Introductory meetings with your supervisor, your direct reports and other senior leaders (peers, stakeholders, customers)

· First 30 days – 

· Gather information not already collected prior to your arrival 

· Conduct individual leadership transition meetings with your direct reports.  See Appendix B for suggested questions to be used
· Review the position descriptions (PD), performance standards, individual development plans (IDP) and training plans for your direct reports and your organization

· Ensure you conduct appraisal closeout sessions with the former supervisor and employees as necessary 
· Get to know your people informally – engage with the leadership team first and then the staff and find out who they are and what they do
· Identify key allies and sources of organizational information
· Seek out a mentor or “buddy” within your new organization to assist you during your transition
· Conduct your first All Hand’s Meetings – see Appendix B – Communication Practices
· Focus quickly on any employees who reside “offsite”, such as the Minneapolis HR Operations group, and make them part of your overall communications
· Schedule/start the interviews of the critical stakeholders in the organization – see Appendix D – Stakeholder Management
· Schedule formal (focus group process) and informal time to meet all employees  - see Appendix E – Focus Group Questions and Summary
· Using questions within this document, begin to assess the organization – See Appendix B

· Observe and understand different personalities and leadership and communication styles
· Implement your communication management practices – especially one-one-ones – if not started already – Appendix B
· Reserve judgment – you are still in the assessment phase!
· Develop trust and find your “stars” – recognize the potential of your staff
· Understand the particular culture of your organization 

Communication Skills and Elevator Speech

Key skills needed during this phase of transition include some communication skills we have already discussed, like adopting a “learner mindset”, using active listening and powerful, open-ended questions.  Refer to the “Before the Transition” section, as well as Appendix B for more information on listening and questions. 

During this phase, you will be called upon to exercise your expanded presentation skills as you are introduced to your new team, including peers and stakeholders.  In preparation for those meetings, it may be timely to update your Elevator Speech.  This is a short 2-3 minutes summary or introduction of who you are as a leader, your personal values and your unique leadership characteristics, your communication style, and your expectations of your team.   Appendix B includes some presentations from OM leaders that may help you.  

Communication Plan Template and Management Practices

As a seasoned leader, you may already have a communication process for your team.  By that, we mean regularly scheduled one-on-one meetings with your boss and your direct reports.  These should be approximately one hour in length at some regular frequency – weekly or bi-weekly, focusing both on work and personal status updates.  Staff meetings with your direct reports is another way to communicate the action items and vision you are receiving from your boss that is applicable to everyone on your team, as well as giving your direct reports an opportunity to network and work together as a team.  You may also want to hold these weekly for 1 – 2 hours.  Regular All Hand’s meetings that are held quarterly are also an important way to communicate with all of your staff people, especially those that do not report directly to you. 

As you begin to communicate outside your immediate group, your communication plan will become more complex.  You will need to consider the four typical elements of a communication plan which are:

· Message – What do you want to communicate?

· Presenter – How do you want to present yourself in this communication?

· Audience – What does your audience know already or want to know?

· Plan – What is the best way to get your message across?
Once these aspects have been identified, it is equally important that you understand and create a plan to “cascade” any communication down to your team.  We recommend that you be very specific with your direct reports about what information should be shared and how quickly.  

For key focus areas, it may be helpful to write a communication plan document including a one-page “talking points” document, so that your team understands your communication direction and style.
Additional information and questions to help you develop a Communication Plan is included in Appendix B.

Stakeholder Management

As you join a new organization, it’s important to understand your stakeholders in your new job and organization.   These stakeholders will include your managers, your direct reports, your peers, key leaders in organizations that you serve (internally or externally), the “customers” of your service or product, and executives in your organization.  Understanding the needs and wants of each of these individuals or groups will help you build relationships, define your communications plan and inform your strategy.

As you consider your area of responsibility, you will have tasks and duties that are squarely within your control and you may have duties that can only be completed with the help of other peers in your organization.  In order to make sure that you, your team and the whole organization are successful, you will need to work closely with all parties to achieve a good solution.  This is particularly important when you are joining a new organization and feel that you will be implementing a new strategy, or a new way of doing business, i.e. transitioning this organization to the next level.  For example, consider that as you join an organization, you want to implement a new program.  Using a stakeholder analysis approach will allow you to consider who has direct control over this program (e.g., you, your manager, your direct reports), who will have a strong influence on the program (e.g. your manager’s manager, peers, customers), and who will only be interested observers (peers not involved in the program).

In order to maximize your success with the transition or project, you may find that it’s helpful to create a stakeholder analysis to think through and strategize about each of these stakeholders.  
A stakeholder analysis is a process in which you:

· Identify individuals and groups inside and outside organizations that can impact the outcome of your business problem or strategy

· Identify their interest, support and power on the issue

· Identify any coalitions

· Develop strategies to increase probability of success

In Appendix D, you will find questions and a worksheet that will guide you through this process.  By doing this you can enhance your chances of success, determine who will support you, understand who may oppose you, develop coalitions, and consider and make use of relationships and networks.

Michael Watkins and Peter Daly, in their book, The First 90 Days in Government, refer to this process, in part, as “creating a learning plan”.  Their approach is one of understanding the organization to identify the best sources of knowledge, including “working level specialists” who are responsible for key functions within  your organization.  See pages 72-73 for some additional approaches and questions to guide your work.
Additional Resources for this part of the transition and beyond:
· The Leadership Challenge, Kouzes and Posner

· Crucial Conversations, Patterson, Grenny, McMillan and Switzler

· Fierce Conversations, Susan Scott

· Difficult Conversations, Stone, Patton and Heen

· Life-Changing Conversations, Rozenthuler
· The Wisdom of Teams, Katzenbach and Smith
· The Five Dysfunctions of a Team, Lencioni

· It’s Your Ship, Abrashoff

· The Distance Manager, Fisher and Fisher
[image: image5.png]60 - 90 Day

Stakeholder
Management
Leadership
Team Planning
Focus
—_—
Groups

Action Plan ——————

Communicate ———




Mid Transition   
By the end of your first two months on the job, you may feel that you are already “transitioned” into your immediate organization with communication plans and management practices underway.  The interviews and interactions with your supervisor and your direct reports have probably helped you identify what is working well and what needs your immediate attention.  Since these actions are now underway, it is time to turn your attention outward to your peers and your clients.  Understanding how your organization delivers service to clients (whether these are inside or outside of the larger organization) is key to your long-term success.  In this stage, you will be relying on your understanding of the unit’s strategic and annual plan, finding out more about program delivery and conducting site visits to ensure you have a thorough knowledge of the entire organization.
As with prior stages, adopting a “Learner” mindset when approaching peers and customers to ask for feedback about your organization is all-important.  The results of these interviews will give you valuable information on how to continue to implement plans that are already in place by your supervisor and your managers, as well as inform your future vision and strategy for change. 

Key Best Practices for this timeframe:

· 60 Days - 

· Engage with stakeholders through one-on-one interviews (in person when possible) – see Appendix D – Stakeholder Management 

· Continue to engage with your managers and have them do the same with their direct reports
· Conduct employee focus groups to stay in touch with the group’s morale  - see Appendix E – Focus Groups

· Begin to engage with program delivery teams, individual functional areas and teams to understand their processes
· Conduct site visits within your area of responsibilities
· Compile the results of all of these interviews and conversations and provide feedback to your managers, your employees, your supervisor and your peers.
· Start to develop a deeper understanding of strategic initiatives and program delivery elements
90 Days – 
· Continued implementation of your communication strategy, i.e. All Hand’s meetings, one-on-one meetings with supervisor, direct reports, quarterly meetings with customers, etc. (see Appendix B for examples)
· Develop your own vision/strategy and plot your leadership direction going forward
· Align your key stakeholder and support team

· Determine your own continuing communication and planning process going forward

· Assess your own progress and get feedback from your boss on how you are doing 

· Celebrate your first 90 days and thank those that have helped you transition

While you are still using the communication skills of active listening and open-ended questions, you are now completing your assessment phase of the organization in which you “accelerated” your own learning by interviewing individuals, performing a stakeholder analysis, and conducting focus groups with employees and others.  

Using Focus Groups

The concept of stakeholder management and assessing the organization were addressed in prior phases of your transition.  Conducting focus groups of employees is another way to gain additional information about organization morale and what is going on at the staff level.  

In a focus group, one or more executives can “lead” a discussion using a set of questions.  In an organization of 40 employees, 4 executives could each lead a discussion with 10 employees.  The role of the executive or leader is to listen to the comments, thoughts and suggestions from the employees without commenting.  The executive should avoid defending, justifying or explaining a position in response to a comment.  In order for the focus group leader/executive to be fully listening, they should identify a manager or staff person to take notes during the focus group.   The ideas from one or more focus groups are collected and then reviewed for common themes.  This is an excellent way to understand what is on the minds of your employees and what issues or new ideas need to be brought forward.   Appendix E – Focus Groups includes information on the focus group process, questions that have been used within OM (for the HR organization in Minneapolis) and a summary of those findings, as examples.  You will want to tailor your questions and process to your situation.

Leadership Presence and Presentation Skills

In this timeframe, it’s a good opportunity to assess your own progress and ask others, particularly your boss, for feedback.  It can also be a good time to consider if you need or want to adjust your leadership style and presence to your new organization.  In addition, you may want to brush up your presentation skills and begin to create or update your vision and strategy.

You may already be aware of how your leadership style and presence are perceived by your boss and your peers.  If not, as you assess your own performance in this first 90 days on the job, consider what signals you are receiving from them and from others.  Do you feel that you are a “fit” in the organization?  How do you know this?  These are great questions to ask your boss, your direct reports and some key peers.  Based on their input, you may want to reflect on your style and presence.  Consider the values and leadership characteristics that you expressed in your “Elevator Speech”.  How can they come into play on a daily basis? The following questions can be used in general or before a specific meeting or presentation to help you focus on your presence:

· What’s my intention or purpose for the interaction?

· How do I want to show up to achieve that purpose?

· How do my values show up in this interaction?  

· Which of my leadership characteristics are in the forefront?

· What obstacles or negative thoughts or emotions might get in my way?  

Whether you are preparing for a meeting, a one-on-one discussion or a presentation to a larger group, the process of intention is critical.  Knowing how you want to “show up” and “what you want to achieve” will make all the difference in a successful interaction.   This same process can be used to get ready for a presentation.  Consider the following questions as you prepare:

· Why are you the person to give this presentation?

· What is it about the about the subject that you feel deeply about?

· What’s at stake?

· How can you make your message engaging?  How can you tell a story to illustrate your message?

· What do you know about your audience?

· What’s in it for the audience?  What do they need to know?

· What is your desired outcome for the presentation?

A few resources on the subject of presence and presentations are:

· Leadership Presence, Belle Linda Halpern and Kathy Lubar

· The Power of Presence, Kristi Hedges

· The Exceptional Presenter, Timothy Koegel
· Make to Stick, Chip Heath and Dan Heath
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Post Transition Recap/Replanning
By the end of your first three months on the job you should be well established in your new organization.  You should have built a successful foundation with your direct reports/leadership team that are now fully engaged and aligned with you.  You should have also gathered good insights, and have equally aligned relationships with the remainder of your key stakeholders.  Your entire team should have received the opportunity to contribute and to help you build a plan for the future.  You should also have ensured throughout that your boss is well aware of the way you and this team are aligned to their goals and visions, and are enhancing the vision they have for the entire organization.  It should be a time of reflection, a time of rewarding everyone for the hard work, and a time to build your (and the entire team’s) library of best practices for the next transition. 
Key Best Practices for this timeframe:
· Post 90 Days – 

· Reflect back through each phase of the transition (T-30, First 30, 60, 90)
· Update key deliverables used in each phase

· Contribute these samples back to the FSIS OM organization for use by future leaders

· Develop a handover book for the next new leader of this team
Reflection
Before continuing into the “doing” of the new role, stepping back and answering these questions will help you and others transition better next time. 
· What’s worked well?
· What would have helped it work better?

· What do I wish I would have known that I didn’t?  Who knew it?
A few resources on the subject of post transition reflection are:

· The Inner Game of Work, Tim Galway

· The Art of Possibility, Zander and Zander 
A Note on Exit Planning – preparing for “the last 90 days”…..

Every successful transition will be followed by more successful transitions as knowledgeable and well performing leaders increase their expertise and rise to high levels within the organization.
As you arrive at the conclusion of this transition, consider how you can capture and pass on the knowledge you have acquired about the organization and the transition process to others during your last 90 days.  This extends beyond just documenting your best practices and suggestions for other transitions.  It includes ensuring you have an updated Succession Plan in place for you and your direct reports.  It should highlight known gaps, and those gaps should be captured in the IDP’s of those listed in the Plan.  
Knowledge Management is another best practice to focus on:  what should be put in place to ensure that all knowledge is captured in a way that it is easily transitioned to others in the organization?  This plan should be reviewed with superiors and direct reports so there is no confusion or lack of clarity on where information is to be found in the case of a rapid transition.  

Preparing now for those last 90 days will make them much smoother for you and the organization, and free you and your team up for the inevitable growth that comes from a well managed leadership transition. 
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