90-Day Plan

Brainstorm:  What are key capabilities/systems/results that you want to establish in your unit during the first 90 days?  e.g., Tng Mgt (Tng Mtg, Tng Plans), METL, TACSOP, FRG, Counseling, PT, LDP, 

________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
If you had to hone it down to the top 12 capabilities, what would they be?

___________________________________________________________________________________________________________________________________________________________________________
___________________________________________________________________________________________________________________________________________________________________________

DRAFT 90-Day Plan:
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90-Day Agenda (Excerpt from Taking the Guidon)

Your move into command is a major change for the unit.  You must have a plan to manage it. One great technique is to come into command with a three-month plan that lays out all the “big rocks” that you want to get established up front.
  The first three months will become the bedrock for your future success, but you must have a plan.  Initially, just come up with a generic 90-day plan, with one focus area per week.  These are the areas that you want to check, establish SOPs for, and teach, coach, and mentor your leaders about.  

As you draw closer to your assumption of command (preferably eight weeks out), you can begin taking your generic plan and laying it on the actual calendar.  Once you complete your initial unit assessment, you can further tailor your 90-day plan based on the specific needs and issues that you identify.    For example, if you discover that your subordinate leaders are extremely frustrated with PT, you might move this up in your plan and address it right away.  If you have a Division Maintenance Assessment coming up, you might adjust your plan so that you focus on maintenance right away.  

Below is an example three-month plan:  

	Month 1
	Month 2
	Month 3

	Unit Assessment
	PT SOP
	JRTC-focused PT

	Counseling Program
	Company Tactical SOP
	Know the Enemy (JRTC)

	Training Mgt 
	Maintenance SOP
	Deployment (POM, N-hr, etc.)

	METL
	OPD/NCOPD 

& Ldr Dev.
	FRG & BOSS

Newsletter


The chain of command knew what items were being addressed each week because the commander published his agenda up front.  The end result was that SOPs were reviewed or developed from scratch, the company was very focused, and the commander’s “big rocks” were implemented.  The typical alternative is to come into command with no real plan and simply try to execute the previous commander’s training schedule while you react to the overwhelming “urgent” things that dominate your days.


A crucial moment as you come into command is the meeting with your 1SG and XO in which you talk about roles and responsibilities.  Spend a lot of time with them to ensure that all three of you are heading in the same direction and that you aren’t duplicating work.  In general, you should be focused on commanding and training the company, while the 1SG runs it, and the XO resources and maintains it.  You must break down what that structure looks like with them and ensure that there is someone designated to be responsible for each critical system.

� Steve Delvaux played a big role in developing this “90-Day Agenda” concept.  While we were at the Infantry Officer Advanced Course (Now Captains Career Course), he spent hours with us brainstorming about how to build a winning team.





