
Situation S- Start-up
You’re launching a new team
or project and will have to 
organize and implement the 
various pieces needed for 
success. 

T- Turnaround
You’re coming into a 
crisis that requires 
immediate action to 
recover or redirect.

A- Accelerating 
Growth
Managing a rapidly 
expanding team.

R-Recalibration
Re-energizing a 
previously successful 
team that now has 
some problems.

S- Sustaining 
Success
You’re coming into a 
successful team.

Opportunities Start-ups are often defined by a lot 
of energy and ambition. You’ll have 
the opportunity to shape key facets 
of the work.

Everyone recognizes
change is needed. A little 
success can go a long 
way.

Growth can be very 
motivating and 
invigorating.

Team usually has 
significant strengths you 
can build on. People want 
to continue to see 
themselves as successful.

A successful team is 
probably in place, with 
people motivated to 
continue the history of 
success. You have a 
strong foundation to 
grow from.

Challenges Start-ups can be plagued by a lack of 
structure or focus, and may have 
limited resources.

Urgency may require you 
to make decisions with 
less information than is 
ideal. Turnarounds 
usually require difficult 
conversations with some 
staff.

You have to maintain
vision and success factors 
while putting structure 
and processes in place 
that allow for scaling. 
Onboarding and 
integrating staff into an 
existing team requires 
time and attention.

You may struggle to instill 
a sense of urgency or 
inspire motivation for 
change.

You may have a sense 
that you’re working in the 
shadow of a former 
leader who was highly 
regarded. Success can 
slide into complacency 
and stagnation, or you 
may have to play defense 
to avoid being committed 
to too many new 
initiatives.

STARS Framework for Situational Analysis



Conversation Goal

What’s the situation? Co-create context. Understand how your new boss, team, and others see the 
business situation. Apply the STARS framework, recognizing there may be multiple 
situations and perspectives.

Communication & style Understand how people prefer to interact on an ongoing basis and communicate 
your own needs. Create or confirm meeting schedules and purpose. Create or 
revisit group agreements with team. 

Expectations & goals Understand and negotiate expectations with your manager, team, and other 
stakeholders. Learn what you are you expected to accomplish, and what 
constitutes success. Identify opportunities to secure early wins.

Resources Learn and advocate for what you need to be successful. Resources can include 
funding, staff, materials/equipment, and technology. They can also be intangible 
things like presence and support. 

Learning & Development Identifying learning and development needs for yourself and your staff. This 
includes mandatory and optional trainings and creating or supporting 
opportunities for on-the-job learning.

Five conversations

Source- The First 90 Days by Michael Watkins

https://hbr.org/books/watkins
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