
How much coaching did you receive in your first 
supervisory roles? How much coaching do you o�er 
employees as they move into their first people 
manager roles? More times than not, the answer to 
these questions is “not as much as I had hoped.”

We spend a lot of time in the business world creating 
executive succession plans, spending time and money 
on our top leaders. The process is necessary and 
valuable, but it’s also o�en expensive, complex and 
intense. For a 1st time manager, it would be completely 
overwhelming, not to mention unnecessary. When you 
ask organizations about their succession concerns, 
common response is “we need to get our 
mid-managers ready, our bench is not yet ready.” 
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DEAL is a cost-e�ective, 
self-service resource to 
develop your employees 
as leaders



Focusing on the bench

Develop Your Employees from 
Team Members to First-Time Managers 

Driving towards ideal behaviors

The scale pivots the conversation

While investment in senior leadership is essential, so 
too is the need to spend time developing our 
employees as leaders. That’s why I created DEAL, a 
self-service technology for early- to -mid-career 
employees who are moving into management. It is 
a�ordable, understandable, relatable and easy to 
implement. 

Simply put, DEAL connects an emerging leader with

a real-time feedback from his/her manager to 
guide career development and more critically 
encourage the conversation between manager 
and employee.  The feedback is based on 8 core 
competencies that are industry agnostic and 
critical behaviors for anyone moving into 
leadership. The feedback easily converts into an 
action plan and provides a dynamic 
development toolkit. 

At the core of process is a scale that reflects the 
consistency of a behavior across environments. Rather 
than focusing on a rating, where the conversation can 
get stuck, it focuses on increasing consistency of an 
ideal habit or behavior. With a numeric rating scale 
one can get stuck in “what good looks like.” 
Moreover, the employee may lack engagement in a 
robust development discussion as his/her concern 
may center on “what will it take to move my 
manager’s rating from a 3 to a 5” (assuming a 5-point 
scale). The frequency scale ranges from rarely to 
always and yields a red, yellow or green flag output 
that makes it easy to digest. 

As this is a scale about helping people make change 
and with the recognition that change is not easy, I 
relied on my social scientist background to explore 
other assessments and interventions (yes, 
interventions) used in the clinical world. Consider the 
applied side of psychology in the areas of childhood 
behavior disorders and addiction. We assess the  

conditions when the adaptive or maladaptive 
behavior is present or absent. Take, for example, 
an addict who has relapsed. A therapist will not 
tell the person he or she is now a 1 on a 10-point 
scale. Instead they have a conversation that looks 
at situational factors, what was going on that 
wasn’t consistent with recovery, and what can we 
do to get back to the good behaviors. 

Or, consider childhood behavior disorders. The 
conversation centers around when the behavior 
happens and when it doesn’t happen, and how to 
replicate the positive more consistently. We ask 
questions about the habits that will help them be 
healthy across di�erent environments and how 
can we help them get back to those. As 
psychologists we focus on providing support to 
help motivate change and growth. The notion of 
supporting and working on behavioral 
consistency rather than grading a behavior is 
deeply embedded in DEAL.

So instead of solely focusing on moving from a 2 to a 
5, an employee and manager can have a 
conversation about how to fuel the habits that make 
them e�ective leaders more consistently. It is a 
coaching discussion rather than a focus on numbers.

Keep in mind there is math driving the output,  

calculating blind spots and highlighting areas for 
action.

Regardless of what tool you use, we can all benefit 
from more focused and meaningful development 
of emerging leaders. The important thing is having 
the conversation, and having it consistently. 
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For more information, contact info@avantleadership.com.

For more information about DEAL, visit https://www.avantleadership.com/deal/.

For more than 30 years, Avant has advanced leadership and organizational 
performance with Fortune 500 companies. Author: Kristin L. Ihle, Ph.D.


