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1. Review your Strategic Plan with your leaders…or better yet, invite them to a 

strategic planning meeting where you will collectively update (or build) your 1-2 year strategic 

plan.  

2. Ask your leaders 1-1 about their Career Goals and aspirations. Take note of future role or 

project opportunities they can take on or grow into.  

3. Refresh or create your job description, responsibility list or your own performance criteria 

then assess each leader against that. Where are the gaps? Where are they strongest?  

4. Delegate some of your areas of responsibility to your leaders. Train them, set expectations, set 

check in milestones, and then let them do it!  

5. List out the most important responsibilities in the business. Which things MUST get done well 

to deliver your goals and strategies. How well are those responsibilities being delivered? Where 

are the gaps in results and performance? 

6. Analyze the cause of performance gaps for key roles/responsibilities: examples include: 

allocation of work load, undefined expectations, poor fit, missing skill sets, ineffective systems, 

cultural dynamics, etc…  

7. Identify 3 – 5 leadership experiences your successor(s) need. Do they need to manage people? 

Lobby in Washington DC? Sell? Take each experience and break it down into the specific steps 

you need to take or coaching you need to provide to prepare them properly to get the right 

experience. Schedule them in to the year.   

8. Assess your leaders using competency, personality, and other assessment instruments to get 

outside perspective and to open conversation about strengths and opportunity areas.  

9. Set very clear expectations for your leaders. Define what you expect them to learn, do, deliver 

in the next 3 months, 6 months, year.  

10. Take a cut at who are your high potentials and strong performers. Support your strong 

performers. Give them all the tools they need to do their job. Develop your high potentials. 

Some of your leaders will be both! Yay for you!  

11. Move a poor or average performer to a role where they can become a strong performer. If 

there is no role that fits, provide them with an exit strategy.  

12. List out the work that a new owner would need to understand, even if they would not need to 

know how to do. Have your other managers provide overview training.    

13. Create a SWAT team to address one of your most vexing problems. Pull people from across the 

organization to work on it. Assign a leader and set clear expectations for results and boundaries. 

14. Place your successor on a strategic nonprofit or association board and expect them to be 

active. They will get experience leading and interacting with others in a very different 

professional context.  

15. Do a ‘Day in the Life’. Have your leaders take a day to work deep in their organization, side by 

side with their team. Have them take a day to work deep in a colleague’s organization, especially 

if the colleague’s organization sends or receives information or production to this leader. The 

internal customer/supplier lessons can be profound.  

16. Put up white boards to see daily, weekly, monthly charts and other measurable results. Color 

code them (red, yellow, green) and have your leaders review results with you from the board 

regularly. Have them come with you when you do your visit to your other leader’s boards.  
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17. Ask your leader to learn something new and then train someone else on it! When we have to 

train others, we learn it in much more depth and retain it for much longer.  

18. Send your leader to work at your supplier’s or vendor’s office for a day or two. Ask them to 

take notes on what you can reapply; what you can do to help the vendor improve; new insights 

they got. Review with them and have them build an implementation plan for the key items.  

19. Expect a post mortem after every project is complete. Have your project leader pull the project 

team together to review what went well, what didn’t and what you will do to ensure you repeat 

the successes and eliminate negative outcomes next time. 

20. Give your leaders performance feedback. Direct, targeted and meaningful – related to their 

current role and the potential you see for them at next level.  

21. Send them to training classes that target the skill gaps they need to develop. Set the 

expectation on how they will use the newly introduced skills back at the office.  

22. Have them present at an industry conference or at a management meeting or anywhere that 

might stretch them. Coach them through the preparation, and then let them go make it happen!  

23. Set up a benchmarking visit to a best in class competitor in a different region or to a best in 

class who has a complementary business to yours. Go with your leader to discuss what you are 

learning. Ask them to develop a plan for improvements based on your visit.  

24. Enroll your leader in a local leadership program through your Chamber of Commerce. The time 

they invest in skills development, networking, community can deliver a great ROI.  

25. Have them run an event for the company: A trade show, a lunch n’ learn, a gala, a project 

kickoff, a roundtable, a master mind, a facilitated planning session.  

26. Send them to a networking event with your ideal target market or with strong referral sources. 

Set a goal for them on who to meet and how to present themselves and the company. Promise 

them when they meet their goal, they are free to leave.  

27. Have your key leaders describe the vision of the company using storytelling.  

28. Leverage the myriad of online learning available for free and low cost. Ask your leader to apply 

each learning to the business.  

29. Do the work! Doing their job can be great development if you encourage them to stretch. 

Expect continuous improvement from every role. Expect them to manage others (even peers), 

hold their team accountable, delegate, build and implement a work plan, review progress 

against the plan and adjust accordingly.  

30. Take a month off. You deserve it and it will give you a sense of the work that still needs to be 

done to prepare your leaders. If a month is easy, try three. 

 

 

And for extra credit… read my book, Straight Talk About Planning Your Succession: A Primer For CEOs. 

 

To learn more about my other books:  

128 Tips To Make You A More Effective Leader: Sixty Seconds A Day to Make Changes that Matter.    

Networking Works! Building Relationships. Building Business.  
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