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Building an organization that can grow without depending on you
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Use this workbook to identify leadership dependency, choose a measurable 90-day outcome, and assign the actions that will move it forward.


	Leadership Dependency


Start with the question that reveals where your organization is most vulnerable.

If you stepped away for 30 days, what would break first?

What would stop, slow down, or wait for your approval?
	







Where does the organization rely most heavily on your presence?
☐  Approvals and decisions
☐  Customer or community relationships
☐  Scheduling and staffing
☐  Cash or financial decisions
☐  Knowledge that has not been documented
☐  Another dependency: ______________________________

What would the team need to keep moving without you?
	






The dependency I most need to reduce is
	





	The Growth You Actually Want


Choose an outcome worth building the next 90-day plan around.

In 12 months, what should be measurably better?
☐  Financial strength: profit, operating surplus, cash flow, or reserves
☐  Community impact: visitor experience, reach, or mission results
☐  Capacity and freedom: a capable team with less dependence on one person

Describe the result in plain language
	






Why capable organizations get stuck
☐  The leader becomes the approval system
☐  Urgent work crowds out strategic work
☐  Important numbers are reviewed too late
☐  Plans disappear into daily operations

The greatest constraint on our growth is
	






	Environmental Scan


Look outside daily operations before setting the next plan.

Consider political, economic, social, and technological changes. Focus on developments that could affect demand, staffing, funding, partnerships, or the visitor experience.
	What is changing?
	How could it affect us?
	What should we test during the next 90 days?

	



	



	




	



	



	




	



	



	






The change we should watch most closely
	





The capability we should develop before circumstances force the change
	






	Numbers That Drive Decisions


Select a few measures that reveal progress early enough to act.

Possible measures include monthly visitors, revenue per visitor, repeat visitor rate, group bookings, online reviews, cash reserves, and staffing capacity.
	Measure
	Current result
	90-day target
	Owner
	Review date

	

	

	

	

	


	

	

	

	

	


	

	

	

	

	


	

	

	

	

	


	

	

	

	

	




Which measure would warn us first that the plan is falling behind?
	





How often will we review these numbers?
	





	Goal Strategy and Action


Translate the outcome into measurable work with clear ownership.

	GOAL
	The measurable result we are pursuing

	STRATEGY
	The approach we will use to address the constraint

	ACTION ITEMS
	The work, owner, deadline, and success measure



Strategy math

CURRENT RESULT     TARGET RESULT     DEADLINE
Current result
	



Target result
	



Deadline
	



How will we know the result has improved without creating a new quality problem?
	






	Your 90-Day Plan


Limit the plan to one meaningful goal and the work required to achieve it.

Goal  What measurable outcome will you achieve?

	



Strategy  How will you address the constraint?

	



Action items
	Action
	Owner
	Deadline
	Measure
	Status

	

	

	

	

	


	

	

	

	

	


	

	

	

	

	


	

	

	

	

	



Accountability partner
	


First review date
	




	Your 90-Day Commitment


Leave with one action, an owner, and a review date already decided.
The result I want
	



The three measures I will review
	




The first action
	


	Owner


	Accountability partner



	First review date


	Seven-day completion date




The leadership dependency this plan will begin removing
	




Will this action help the organization keep moving when you are not in the room?
Recommended reading: The Ideal Team Player, Patrick Lencioni   |   The 12-Week Year, Brian Moran and Michael Lennington   |   Scaling Up, Verne Harnish   |   The Science of Scaling, Benjamin Hardy and Blake Erickson

The plan only matters if you act on it. Commit to your next step, own the result, and keep moving toward your true north.[image: ]
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