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The Case for Reimagining Manager
Development

The modern enterprise faces a management capability crisis of its own making. For decades,
organizations have treated manager development as an event — a two-day workshop here, a
leadership offsite there — rather than as the sustained, systemic, personalized capability-building
investment that the complexity of modern management actually demands. The result is entirely
predictable: managers who are technically capable but developmentally stranded; teams that
underperform not for lack of talent but for lack of skilled leadership; and organizations that perpetually
reinvent their management programs without ever addressing the structural failures that render them
ineffective.

This whitepaper makes a direct, evidence-based case for a fundamentally different approach to
manager development in the modern enterprise. Drawing on the latest research in adult learning,
organizational capability, and the science of behavior change, it offers CHROs, L&D; leaders, and HR
business partners a comprehensive blueprint for building a manager development ecosystem that is
continuous, personalized, data-driven, and measurably effective.

"Organizations that invest systematically in manager development generate 3.4x
greater ROl on their people investment than those that rely on episodic training
programs. The gap is not marginal — it is transformational."

The imperative is urgent. Gallup data shows that managers account for 70% of the variance in
employee engagement scores — making manager quality the single largest controllable variable in
organizational performance. Yet 98% of managers report wanting more development support than they
currently receive. The investment gap between what organizations spend on manager development
and what the evidence suggests they should spend is, in most enterprises, a factor of three to five.

The pages that follow provide the strategic rationale, the practical frameworks, and the operational
roadmap to close that gap — permanently.
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The Manager Development Crisis — Why the
Status Quo Fails

The failure of traditional manager development is not a failure of intent. Most organizations genuinely
want better managers. They invest in programs, commission surveys, and periodically redesign their
leadership curricula. Yet the fundamental pattern persists: managers are underdeveloped, teams are
underled, and the gap between management capability and organizational aspiration remains
stubbornly wide.

The Five Structural Failures of Traditional Programs

e The Event Fallacy: Traditional programs treat development as a discrete event — a workshop, a
course, a bootcamp — rather than a continuous process. Adult learning research is unambiguous:
single-event learning produces retention rates of 10-30% within 30 days without reinforcement. The
behavioral change that genuine development requires cannot be compressed into a two-day
workshop, however well-designed.

» The Generic Content Problem: One-size-fits-all curricula fail to address the specific capability gaps
of individual managers at their particular development stage. A first-time manager navigating her
first difficult conversation has fundamentally different needs from a senior manager redesigning her
organizational structure. Treating them identically is not efficiency — it is waste.

» The Transfer Gap: Research by the Association for Talent Development found that only 15% of
training content is successfully transferred to on-the-job behavior change. The remaining 85% is
lost to insufficient practice, absence of managerial reinforcement, and organizational cultures that
do not support the behaviors being taught.

« The Timing Failure: Most organizations deploy development programs on calendar cycles — annual
leadership conferences, quarterly workshops — rather than at the moments of greatest learning
readiness. The manager navigating a team conflict today does not benefit from a workshop
scheduled for next quarter.

The Measurement Vacuum: The majority of manager development programs are evaluated on
satisfaction scores (did participants enjoy the program?) rather than behavioral outcomes (did
manager behavior actually change?). Kirkpatrick Level 3 and Level 4 evaluation — behavior change
and business impact — remains rare despite being the only measures that matter.
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"We keep measuring whether managers liked the training. We should be
measuring whether the people they manage experienced a different quality of
leadership six months later."

The Cost of Underdeveloped Managers

COST CATEGORY QUANTIFIED IMPACT

Voluntary turnover (manager-attributed)

Disengaged employee productivity loss

Failed manager transitions (first year)

Missed innovation from low-safety teams

Absenteeism in poorly managed teams

Avg. 1.5-2x annual salary per departure
Gallup: $3,400 per $10,000 salary

38% of new managers underperform vs.
expectations

Harvard: 2.3x fewer improvement suggestions

Gallup: 37% higher absenteeism rates
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Redefining What Manager Development
Means

Reimagining manager development begins with a fundamental reconceptualization of what
development is — and what it is not. Development is not training. Training transfers knowledge and
builds specific skills through structured instruction. Development is the broader, deeper process by
which a person's fundamental capabilities, judgment, identity, and perspective evolve in ways that
enable them to operate effectively in increasingly complex environments.

The Three Levels of Manager Development

Robert Kegan's constructive-developmental framework, adapted for management contexts, identifies
three distinct levels at which manager development can operate:

» Skill Level: The acquisition of specific, observable management behaviors — how to conduct a
one-on-one, how to deliver SBI feedback, how to facilitate a performance conversation. Most
traditional programs operate exclusively at this level. Necessary, but radically insufficient.

e Mindset Level: The development of the mental frameworks, assumptions, and belief systems
through which managers interpret their role, their authority, and their relationships. A manager who
sees their role as control-and-direct will not consistently apply coaching skills regardless of how
much coaching training they receive. Mindset development is the prerequisite for sustainable skill
application.

* Identity Level: The deepest layer — the manager's fundamental sense of who they are as a leader.
Managers who have not made the identity transition from 'expert individual contributor' to 'developer
of others' will unconsciously revert to individual contributor behaviors under pressure, regardless of
their skill or mindset development.

"Most development programs teach skills to people whose mindsets will prevent
them from using those skills. Transformational development changes how people
think — not just what they do."

From Transaction to Transformation

Transactional development programs deliver content to passive recipients. Transformational
development programs create experiences that challenge managers' existing assumptions, provide
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structured reflection on those challenges, and build new frameworks through which managers interpret
and respond to their world.

The distinction is not merely academic. Organizations whose development programs operate at the
transformational level — developing mindset and identity alongside skill — consistently report higher
behavioral transfer, longer-lasting change, and greater cultural impact than those whose programs
operate exclusively at the transactional level.

TRANSACTIONAL DEVELOPMENT TRANSFORMATIONAL DEVELOPMENT

Focuses on skill transfer Develops mindset, identity, and judgment
Event-based (workshop, course) Continuous ecosystem of experiences
Generic content for all managers Personalized to individual context and gap

. . Measured by behavioral change and business
Measured by satisfaction scores

impact
HR-owned and delivered Co-owned by manager, their manager, and HR
One-time investment Sustained annual capability-building system
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The Modern Manager Capability Framework

A reimagined manager development system requires a reimagined capability framework — a clear,
evidence-based articulation of the competencies that distinguish excellent modern managers from their
average counterparts. The framework presented here draws on research from Google's Project
Oxygen, Gallup's Manager Development studies, McKinsey's Management Capability research, and
the Center for Creative Leadership's decades of leadership assessment data.

The Five Capability Domains

e« Domain 1 — Human Connection: The relational foundation of management effectiveness.
Encompasses psychological safety creation, trust architecture, empathy in practice, active listening,
conflict navigation, and the ability to see and value the whole person behind the role. Research
consistently identifies this as the domain most strongly predictive of team engagement and
retention.

e« Domain 2 — Performance Enablement: The operational core of the management role. Goal-setting
and cascade, performance conversation quality, feedback delivery, accountability without blame,
underperformance intervention, and recognition practice. The domain most frequently taught in
traditional programs — and most frequently misapplied without Domain 1 as its foundation.

« Domain 3 — Talent Development: The manager as developer of human capability. Coaching skill,
stretch assignment design, career conversation quality, sponsorship behavior, learning culture
creation, and the ability to identify and cultivate potential. The domain with the largest return on
investment when developed effectively.

« Domain 4 — Strategic Thinking: The manager's ability to see beyond immediate operational
demands to the broader strategic context. Translating organizational strategy into team priorities,
anticipating change, navigating ambiguity, connecting team work to customer and organizational
impact. The domain most correlated with manager promotion and long-term career trajectory.

« Domain 5 — Self-Leadership: The meta-capability that enables all others. Self-awareness,
emotional regulation, bias recognition, values clarity, resilience, and the reflective practice that
converts experience into wisdom. The domain most resistant to traditional training approaches —
and most responsive to coaching, mentoring, and structured reflection.

CAPABILITY DOMAIN KEY COMPETENCIES PRIMARY BUSINESS IMPACT

Human Connection Trust, safety, empathy, listening Engagement & retention impact
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Performance Enablement Goals, feedback, accountability Productivity & results impact
Talent Development Coaching, growth, sponsorship Capability & succession impact
Strategic Thinking Vision, translation, anticipation Organizational agility impact
Self-Leadership Awareness, regulation, reflection Authenticity & resilience impact

Maturity Levels: Mapping Development Stages

Each capability domain has four maturity levels — Foundational, Developing, Proficient, and Advanced
— enabling organizations to assess current state, identify priority gaps, and design development
interventions that are appropriately targeted. A first-year manager at the Foundational level in
Performance Enablement requires different development from a five-year manager at the Developing
level in Strategic Thinking. The framework makes these distinctions precise and actionable.
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From Events to Ecosystems — Redesigning
the Model

The most fundamental structural change required in manager development is the shift from
event-based programs to development ecosystems. An ecosystem is not a program with more
components — it is a fundamentally different architecture: continuous rather than episodic, pull-based
rather than push-based, embedded in the flow of work rather than separated from it, and designed to
meet managers at their specific development stage and immediate need.

The Five Pillars of a Development Ecosystem

e Pillar 1 — Formal Learning (10%): Structured programs, courses, and workshops that build
foundational knowledge and shared frameworks. In the ecosystem model, formal learning is the
foundation — not the entirety — of the development offer. It is redesigned to be modular (30-90
minute learning sprints rather than multi-day programmes), just-in-time (triggered by development
need rather than calendar), and blended (combining digital, live, and cohort-based elements).

Pillar 2 — Experiential Learning (70%): Stretch assignments, cross-functional projects, crisis
management, peer coaching triads, and action learning sets that build capability through deliberate
practice in real organizational contexts. The 70-20-10 principle — that 70% of meaningful
development occurs through challenging on-the-job experiences — demands that development
programs deliberately design and assign developmental experiences rather than relying on organic
exposure.

Pillar 3 — Social Learning (20%): Mentoring relationships, peer cohorts, manager communities of
practice, leadership team learning, and structured feedback networks that amplify experiential
learning through shared sense-making and relationship-based support.

Pillar 4 — Embedded Nudges: Micro-learning moments, reflection prompts, behavioral nudges, and
just-in-time resources that maintain development momentum between formal learning events.
Research on habit formation confirms that regular small prompts are more effective at sustaining
behavior change than infrequent large interventions.

Pillar 5 — Data & Feedback Loops: The continuous measurement infrastructure that enables the
ecosystem to be personalized, adaptive, and evidence-based. Manager effectiveness data, team
health metrics, 360-degree feedback, and behavioral observation data feed back into the
development system to ensure that interventions remain targeted and effective.
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"A development ecosystem does not replace great programs — it provides the
context in which great programs actually produce lasting behavior change."

The Manager's Development Journey: From Appointment to Mastery

STAGE DEVELOPMENT FOCUS SUCCESS INDICATOR

Foundation skills, role clarity, first

90-day plan Readiness & confidence

Pre-Appointment (0-3 mo)

Core capability in all 5 domains,

. Functional effectiveness
coaching, feedback

First Year (3-12 mo)

Deepening judgment, team culture

Years 2-3 o Management proficienc
building, strategy 9 P y
Talent development, , .

Years 4-6 . b . Senior effectiveness
cross-function, leadership of mgrs
Enterprise capability, succession,

Year 7+ P P Y Management mastery

culture stewardship
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Personalized Development at Scale

The central tension in enterprise manager development is the paradox of scale and personalization:
organizations need to develop hundreds or thousands of managers simultaneously, yet adult learning
research is unambiguous that generic, undifferentiated programs produce significantly inferior
outcomes compared to personalized, contextually relevant development experiences. Resolving this
paradox is one of the most important design challenges in modern L&D.;

The Personalization Dimensions
Effective personalization in manager development operates across four dimensions simultaneously:

« Role Context: A manager of engineers in a product company has different development needs than
a manager of frontline retail staff. Development content, examples, and case studies that resonate
with the manager's actual daily context produce significantly higher engagement and transfer than
generic management content.

e Development Stage: As described in Chapter 4, managers at different stages of their management
journey have fundamentally different learning needs. A first-year manager needs foundational
capability across all five domains. A senior manager needs depth in Strategic Thinking and talent
development, and breadth in enterprise leadership.

e Capability Gap Profile: Individual assessment data reveals the specific capability gaps that
represent each manager's highest-leverage development opportunities. Personalizing development
to these gaps — rather than requiring all managers to complete the same curriculum —
dramatically improves development efficiency and impact.

e Learning Preference: Research on adult learning styles confirms significant individual differences in
how managers learn most effectively — some through structured reading and reflection, others
through social dialogue and peer exchange, others through immediate application and feedback.
Development ecosystems that offer multiple modalities for each capability area accommodate these
differences rather than forcing all learners through the same channel.

Technology as Personalization Enabler

Modern learning experience platforms (LXPs) and Al-powered development tools now make
personalization at scale practically achievable. These platforms can synthesize capability assessment
data, behavioral observation inputs, team health metrics, and individual learning history to generate
personalized development recommendations that are genuinely tailored to each manager's specific
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context, gaps, and preferences — and that adapt dynamically as managers develop.

TRADITIONAL (GENERIC) REIMAGINED (PERSONALIZED)

Generic programme for all managers Capability-assessed, gap-targeted pathways
Same content regardless of role Role-contextualized content and examples
Same pace for all learners Adaptive pacing based on demonstrated mastery

. . Dynamic content refresh based on effectiveness
Annual curriculum review

data

Manager-owned, HR-enabled development

HR-directed development )
planning

© 2026 SuperManage AGI | Enterprise Development Series | supermanager.co



SuperManage AGI | REIMAGINING MANAGER DEVELOPMENT IN THE MODERN ENTERPRISE

The Role of Technology & Al in Manager
Development

Technology is not a substitute for the human dimensions of manager development — coaching,
mentoring, feedback, and the authentic developmental relationship between a manager and their
manager's manager remain irreplaceable. But technology is an extraordinary amplifier of
human-centered development when thoughtfully integrated into the ecosystem design. And artificial
intelligence, specifically, is creating new possibilities that were not practically achievable even five
years ago.

The Technology Stack for Modern Manager Development

e Learning Experience Platforms (LXPs): Modern LXPs go far beyond traditional LMS functionality
to provide curated, personalized, social learning experiences. They surface relevant content based
on manager behavior and stated need, enable peer learning and knowledge-sharing, and integrate
with other talent systems to ensure development is connected to performance data.

« Manager Effectiveness Analytics: Platforms that aggregate team engagement data, 360-degree
feedback, retention indicators, and behavioral observation data to give managers — and their HR
partners — a real-time view of management effectiveness. The shift from annual to continuous
feedback data is one of the most powerful developments in the field.

e Al Coaching Assistants: Al-powered coaching tools that provide managers with on-demand,
contextually relevant guidance on specific management challenges — how to structure a difficult
feedback conversation, how to navigate a team conflict, how to re-engage a disengaged team
member. These tools do not replace human coaches; they extend coaching support to the
managers who cannot access regular human coaching.

e Behavioral Nudge Systems: Automated, contextually triggered micro-interventions that prompt
managers to apply specific skills at high-relevance moments. A nudge to conduct a check-in with a
team member who has not had a 1:1 in three weeks. A prompt to recognize a team member's
contribution following a significant project delivery. Small interventions, compounded over time,
produce significant behavioral change.
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"Al will not develop your managers. But Al-powered tools will make it possible to
provide every manager in your enterprise with a level of personalized, timely,
contextually relevant development support that was previously available only to
the C-suite."

What Technology Cannot Replace

The limits of technology in manager development are as important as its possibilities. Technology
cannot replace the developmental relationship between a manager and a skilled coach who knows
them as a person. It cannot replicate the transformational impact of a well-facilitated cohort experience
where managers grapple together with genuinely complex leadership challenges. And it cannot
substitute for the organizational culture that either enables or undermines the development behaviors it
facilitates. Technology is a powerful tool within a human-centered ecosystem — not a replacement for
one.
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Building a Culture of Continuous Manager
Growth

A development ecosystem embedded in an organizational culture that does not value, model, or
reward continuous learning will produce disappointing outcomes regardless of program quality. Culture
is the water in which development programs either flourish or wither. Building a culture of continuous
manager growth is therefore not a supporting initiative alongside the development program — it is a
prerequisite for it.

The Four Cultural Enablers

e Senior Leader Modeling: Nothing signals the value of manager development more powerfully than
senior leaders who visibly invest in their own development — who talk openly about what they are
learning, who seek feedback publicly, who acknowledge the limits of their current capability.
Development cultures are top-down or they are not cultures at all.

¢ Manager-of-Managers Investment: The single most powerful lever for improving manager
development outcomes is the quality of the relationship between a manager and their own
manager. Research by Gallup shows that managers who receive regular coaching from their own
manager are 26% more likely to conduct regular coaching conversations with their reports.
Development cascades — or it stagnates — at the manager-of-managers level.

» Psychological Safety for Development: Growth requires the willingness to try new behaviors, fail
occasionally, and reflect honestly on what happened. Organizations that punish developmental
failure — that treat a manager's imperfect first attempt at coaching as evidence of incompetence
rather than evidence of learning — systematically suppress the risk-taking that development
requires.

 Structural Reinforcement: The incentive system, promotion criteria, and performance management
processes must visibly reward manager development investment. When managers who invest in
the development of their teams are promoted at higher rates than those who do not, the cultural
message is unambiguous. When development investment is not visible in promotion and reward
decisions, the cultural message is equally clear — and equally powerful.

Practical Culture-Building Actions for CHROs

ACTION CULTURAL SIGNAL SENT
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communications

Include team health metrics in manager
performance reviews

Create manager communities of practice at every
level

Require skip-level feedback as part of manager
assessment

Sponsor annual manager excellence recognition
program
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Models vulnerability; makes development visible at
scale

Signals that how managers lead is as important as
what teams deliver

Builds peer learning culture; reduces development
isolation

Ensures development is evaluated by those most
affected by it

Celebrates development investment; reinforces
cultural values

026 SuperManage AGI | Enterprise Development Series | supermanager.co




SuperManage AGI | REIMAGINING MANAGER DEVELOPMENT IN THE MODERN ENTERPRISE

Measuring Manager Development ROI

The failure to measure manager development rigorously is both a symptom and a cause of the
underinvestment in the field. Organizations that cannot demonstrate the return on their development
investment are unable to make the business case for expanding that investment. And organizations
that measure development exclusively through satisfaction scores are systematically deceiving
themselves about program effectiveness.

The Kirkpatrick-Phillips Measurement Framework

The extended Kirkpatrick model — augmented by Jack Phillips's ROl methodology — provides the
most comprehensive and widely adopted framework for measuring development effectiveness:

MEASUREMENT LEVEL WHAT IT MEASURES & HOW

Did participants find the programme relevant,
Level 1: Reaction engaging, and applicable? (Satisfaction scores —
necessary but insufficient)

Did participants acquire the intended knowledge,
Level 2: Learning skills, and mindset shifts? (Assessment,
simulation, skill demonstration)

Did manager behavior actually change on the job?
Level 3: Behavior (360 feedback, behavioral observation,
manager-of-manager assessment)

Did team performance, engagement, and retention
Level 4: Results improve? (Engagement surveys, turnover data,
performance metrics)

Did the financial value of results exceed the cost of
Level 5: ROI development? (Benefit-cost analysis, ROI
calculation)
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"Organizations that measure at Level 3 and above consistently make better
development investment decisions, build stronger business cases for L&D;
budgets, and produce better manager outcomes than those that stop at Level 1."

The Manager Effectiveness Index

Best-in-class organizations build a Manager Effectiveness Index — a composite scorecard that
aggregates team-level outcomes attributable to management quality. The MEI typically includes: team
engagement score (eNPS), voluntary turnover rate, internal mobility rate (a proxy for talent
development quality), goal achievement rate, 360-degree behavioral assessment scores, and
skip-level satisfaction rating. Tracking MEI longitudinally — and correlating it with development
investment — provides the clearest available evidence of development program impact.

Organizations that systematically track and report MEI data at the organizational, function, and
individual manager level create the accountability infrastructure that transforms manager development
from an HR initiative into a business priority visible to the board.
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The CHRO & L&D; Leader's Implementation
Playbook

Reimagining manager development at the enterprise level is a significant organizational change
initiative — not merely a program redesign. It requires executive sponsorship, cross-functional
alignment, stakeholder management, pilot design, and sustained implementation discipline over a
multi-year horizon. The playbook presented here provides the strategic and operational architecture for
that journey.

Phase 1: Diagnose & Design (Months 1-3)

¢ Commission a manager development audit: assess current program effectiveness, manager
capability gaps, development investment levels, and cultural enablers/inhibitors.

 Define the target capability framework: adapt the five-domain framework to your organizational
context, culture, and strategic priorities.

Map the manager population: segment by role, level, experience, and capability maturity to inform
personalization architecture.

¢ Benchmark against best practice: identify the 3—5 organizations whose manager development
programs represent the benchmark you are targeting.

» Design the ecosystem architecture: define the five pillars, technology stack, content strategy, and
measurement framework.

Phase 2: Pilot & Validate (Months 4-9)

« Select a pilot population of 50-100 managers across 2—3 business units representing the diversity of
your manager population.

Deploy the full ecosystem for the pilot cohort, with intensive feedback loops and rapid iteration based
on effectiveness data.

« Measure rigorously at Levels 1-4 from day one: do not wait for program completion to begin
measurement.

« Gather manager, manager-of-manager, and HR business partner feedback monthly throughout the
pilot.

« Build the business case from pilot data: calculate ROI, document behavioral change stories, quantify

team outcome improvements.
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Phase 3: Scale & Embed (Months 10-18)

 Design the enterprise rollout sequencing: prioritize highest-impact manager populations (new
managers, managers of managers, high-potential managers).

« Build internal facilitator and coach capability to enable sustainable delivery without external
dependency.

« Integrate the development ecosystem with existing HR systems: performance management,
succession planning, talent acquisition.

 Launch the cultural enablement program: senior leader modeling campaign, manager community of
practice infrastructure, MEI reporting.

Establish the ongoing governance rhythm: quarterly program reviews, annual capability framework
refresh, bi-annual ROI reporting to the board.
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Case Principles — What World-Class
Programs Do Differently

While specific program designs vary by organization, industry, and culture, the most effective manager
development programs in the world share a set of structural and philosophical principles that
distinguish them from their peers. These principles represent the distilled learning from decades of
best-practice research and practitioner experience.

The Ten Principles of World-Class Manager Development

e 1. Manager-of-manager ownership: The best programs make the manager's own manager the
primary developer — not HR. Development is a line responsibility, enabled by HR, not an HR
function delivered to the line.

« 2. Starts before the role: Development begins before appointment — ideally 90 days before —
when managers have the cognitive and emotional bandwidth to build foundations without the
pressure of immediate performance demands.

« 3. Cohort-based for the first year: First-year managers develop significantly more effectively in
cohorts — experiencing shared challenges, building peer support networks, and learning from each
other's real-time experiences.

e 4. Assessment-driven personalization: Every manager receives a capability assessment that
drives their personalized development pathway from day one. Generic pathways are a fallback, not
the default.

« 5. Psychologically safe practice environments: The highest-impact development experiences
create safe spaces for managers to practice new behaviors — through simulation, role-play, and
action learning — before applying them in high-stakes real situations.

e 6. Embedded in the rhythms of work: Development is woven into existing management rhythms —
team meetings, 1-on-1s, performance conversations — rather than scheduled as separate events
that compete with operational demands.

e 7. Senior leader as teacher: Senior leaders who teach in development programs — sharing their
own developmental stories, challenges, and hard-won insights — generate disproportionate impact.
Lived credibility cannot be replicated by external faculty.

8. Feedback loops that close quickly: The most effective programs build feedback infrastructure
that gives managers insight into the impact of their development within weeks, not months. Rapid
feedback loops accelerate behavior change.
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¢ 9. Connected to career consequences: Development investment that is explicitly connected to
promotion criteria, succession planning, and career opportunity creates intrinsic motivation that
generic programs cannot manufacture.

« 10. Continuously iterated: The best programs treat themselves as products — with regular user
feedback, data-driven iteration, and a genuine commitment to improving effectiveness over time.
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The 12-Month Enterprise Transformation

Roadmap

Translating the principles and frameworks in this whitepaper into organizational reality requires a

structured, sequenced 12-month roadmap that balances ambition with achievability, speed with

sustainability, and systemic change with early visible wins. The roadmap below provides the

operational architecture for that transformation.

TIMEFRAME KEY MILESTONE PHASE OBJECTIVE

Month 1

Month 2

Month 3

Month 4-5

Month 6

Month 7-8

Month 9

Month 10

Exec sponsorship secured; audit
commissioned; project team
formed

Audit complete; capability
framework drafted; benchmark
visits conducted

Ecosystem architecture approved;
technology selected; pilot
designed

Pilot cohort onboarded,;
ecosystem deployed;
measurement baseline set

First 60-day pilot review; rapid
iterations based on effectiveness
data

Business case built from pilot
data; scale design finalized

Facilitator/coach capability built;
HR integration complete

Enterprise rollout begins: priority
manager populations onboarded

Governance & political foundation

Design foundation established

Blueprint signed off

Pilot launched

First learning cycle complete

Scale readiness confirmed

Internal capability ready

Scale phase initiated
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Cultural enablement campaign

Month 11 . - Culture integration active
launched; MEI reporting begins g
12-month ROI report; board

Month 12 presentation; Year 2 roadmap Proof of value & next cycle

designed

"Twelve months is sufficient to demonstrate measurable impact and build the
organizational momentum for sustained transformation. It is not sufficient to
complete the transformation. World-class manager development is a permanent
enterprise capability — not a 12-month project.”

Months to Blueprint Months to Scale Launch Months to First ROl Report Months to Full Maturity
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Frameworks, Assessment Tools &
Recommended Resources

Manager Capability Self-Assessment: 20 Questions

Rate each statement 1 (Never) to 5 (Consistently). Identify your three lowest scores across the five
domains as your priority development areas.

DOMAIN ASSESSMENT STATEMENT SCORE

| actively create psychological

HUMAN CONNECTION _ /5
safety in my team —
HUMAN CONNECTION | know.the career aspirations of /5
each direct report -
I flict directl
HUMAN CONNECTION address. conflict directly and /5
constructively -
HUMAN CONNECTION My team members feel genuinely /5

heard by me

PERFORMANCE ENABLEMENT Each team member has clear, /5
measurable goals they own

| give specific behavioral feedback

PERFORMANCE ENABLEMENT - 5
within 24 hours -
| address underperformance early,

PERFORMANCE ENABLEMENT /5
not late _

PERFORMANCE ENABLEMENT ! recggnlze Contrlbut'lons /5
specifically and publicly -
Each h ingful

TALENT DEVELOPMENT ach pefson has a meaningiu /5
stretch assignment this quarter -

TALENT DEVELOPMENT | actively sponsor team members /5

for opportunities
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| spend 20%+ of my time on

TALENT DEVELOPMENT . /5
development conversations -
I [
TALENT DEVELOPMENT connect people to mentors and /5
networks beyond my team -
STRATEGIC THINKING My team can articulate how our /5
work connects to strategy -
STRATEGIC THINKING | anticipate chaljge and prepare /5
my team proactively -
I I izational
STRATEGIC THINKING translate organizationa /5

ambiguity into team clarity -

STRATEGIC THINKING I make decisions that balance /5
short and long-term trade-offs -

| actively seek feedback on my

SELF-LEADERSHIP . /5
management effectiveness -
I man my emotional r ion
SELF-LEADERSHIP anage my emotional reactions /5
under pressure consistently -
| can articulate my core
SELF-LEADERSHIP management values and live by _ 15
them
| have a structured personal
SELF-LEADERSHIP development plan | review __ %

quarterly

Essential Reading for Development Leaders

TITLE & AUTHOR DEVELOPMENT RELEVANCE

. . The clearest technical-to-management

"The Manager's Path' — Camille Fournier . ) g
development guide written.

The deeply developmental organization and its

'‘An Everyone Culture' — Kegan & Lahey design principles
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‘The Fearless Organization' — Edmondson

'Drive' — Daniel Pink

'Mindset' — Carol Dweck

‘Developing the Leader Within You' — Maxwell

‘The Leadership Challenge' — Kouzes & Posner

'First, Break All the Rules' — Buckingham

Building psychological safety as a development
foundation.

The science of intrinsic motivation applied to
development design.

Growth mindset as the meta-competency for all
manager development.

The character dimensions of sustained leadership
development.

Evidence-based model of exemplary leadership
practices.

Gallup's foundational research on manager quality
and its drivers.

"The enterprise that commits to continuously developing its managers is not
merely making a talent investment. It is making a civilizational one — choosing to
build organizations in which human beings can consistently do their best work in

the care of leaders who are worthy of that care.”

Manager development is ultimately an expression of organizational values — a statement about

whether the enterprise believes that leadership can be learned, that people deserve to be led by

excellent managers, and that the investment in human capability is the most fundamental form of

competitive advantage available. Organizations that make that choice — and make it seriously,

systematically, and sustainably — do not merely outperform their competitors. They deserve to.
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