Changing the mindset from individual
contributor to Team Leader:

Are Organizations Doing
Enough?
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Congratulations!
You have been promoted.
A message that every employee strives to achieve! A wonderful experience to be in
charge of your set goals, yet so nerve-wracking to lead a team to promising heights.

In the fast-paced world today, it is not
uncommon to see individual contributors
being promoted to managerial role with barely
any preparation. No doubt in the absence of
formal training, the leap can sometimes be
intimidating. At this particular juncture, there
are multiple contradicting schools of thought.
One school puts forward the argument that
each individual manager should actually build
their own skills. If people aspire for managerial
positions, they should ready themselves.
While the another school counters it with the
hard-hitting fact that the growth of the
company goes hand-in-hand with the growth
of its people. If the organization is targeting to
strengthen its core employee base, it needs to
first equip its frontline managerial champions
with the right capabilities to act as primary
guides.
A 2014 survey of Gallup shows that managers
account for at least 70% of variance in employee
engagement scores across business units. This
variation is in turn responsible for severely low
worldwide employee engagement. Obviously the
impact is huge!
So what really changes? What hinders the
smooth transitioning of roles? The answer is
hidden in the basics of how the roles are
described and what expectations are set from
the employee.An individual contributor (IC), as the
name implies, is a professional employee without
management duties who works independently in

“What you got here wont get you there.”
- Marshall Goldsmith

support of an organization’s objectives and
mission. Being in charge of people is indeed
a big step up from being a solo contributor.
What helped the employees succeed as
individuals may not help them succeed as
managers. They will need to unlearn and
relearn former skills and adopt the mindset
of a manager.
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Why it’s not so easy.
Adopting the Manager Mindset becomes the
primary stepping stone for the employee. So
what exactly does this mean? Manager Mindset
basically refers to replacement of Me-first with
We-first attitude. It entails changes not just in
roles and responsibilities but also in the
dynamics of relationship management, time
management and creative freedom. Initiating
and adhering this change is indeed a daunting
task for the employees. As the saying goes, old
habits die hard, many a times employees fail to
make conscious efforts. They end up needing
adequate nudges in the right directions. The
bosses, who are one level above, can nudge
them using tried and tested method of
continuous feedbacks.

Yet this never suffices to mold the employee to
be a perfect fit into the role. They fall short of
critical managerial competencies such as
self-management, situational leadership etc. The
need to formally train them in such capabilities
becomes the need of the hour.

Critical Manegerial Competencies

Self awareness and
self management

Situational
Leadership

Individual Contributor

Effective
Communication

Conﬂict
Resolution

Empathy and trust

Mentoring others

First time managers

Responsible for planning for own timeline.
Expected to provide individual deliverables.
Technical or functional focus.

Achieving results through others.
Set goals, Delegate tasks and provide feedback
to entire team.
Help others plan their career goals.
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What organizations are doing
to address this?
While the need for training the ﬁrst-time managers is
evidently immense, are organizations doing enough to
address the hype and gap?
If you survey the annual learning calendars across
organizations, you would notice the leadership
trainings are being listed for sure. But quite a fair
amount of them fail to be targeted in their intent
and approach.
A recent article published in HBR, stated the fact
that while the average age of people stepping into
managerial/supervisory roles is 32. Yet it’s about
after a decade of managing people, they receive
company sponsored formal training. Leadership
training for new managers often takes a backseat
owing to time scarcity and work pressure. They are
left to fend for their own in most cases, which, in
the long run, proves detrimental for the business.

The new managers often come with their own set
of beliefs about how to manage others. In general,
they either tend to micromanage their direct
reportees or end up having a laissez-faire
approach in directing them. This has its own
repercussions as in demotivated employees, low
engagement and an ultimate decrease in team
performance. But things are changing. In the
recent times, there are numerous instances of
organisations going beyond their traditional
practices such as basic technical/soft skills
training. Few examples are : one-on-one
mentoring session, leading by example, open
discussion peer groups etc.

When do managers first get Leadership training?
On average about 42- after 10 years after supervising people

25 and
under

2.5″%

26 - 30

7.8″%

31 - 35

13.6″%

36 - 40

18.5″%

41 - 45

19.0
15.9

46 - 50

13.1

51 - 55

6.7

56- 60
60 and
Over

2.9

SOURCE: ZENGER/FOLKMAN TRAINING DATABASE
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The Industry Buzz

As someone operating in digitally
disrupted banking sector, we not
only focus on role readiness, but
on change readiness and
leadership readiness as well!

From an IT industry perspective,
building managerial capability is
critical. Only Great Managers can
ensure Great Employee
Engagement and in turn, greater
achievements!

Control freaks people! Let go
and focus on building a Culture
of Trust! Strengthen your local
management teams if you want
to build excellence on a global
level!

It’s like a cricket test match! You have to
get comfortable with the idea of things
happening overnight. And that’s where
you would need Resilience,
Self-confidence and in tune with recent
times, off course Empathy!

2022 © Think Talent Services Conﬁdential

5

Challenges we hear.
Given the unprecedented challenges of the
recent times, it’s commendable to see many
organizations striving to not just train their
people with new skills but also prepare them with
right capabilities, be it as simple as analytical
decision making or as complex as
transformational leadership. Many are seeking
external channels to instrumentalize their
objectives.However the task is quite herculean
considering the innate challenges restricting the
design and delivery of learning programs.

It’s commendable to see
many organizations striving
to not just train their people
with new skills but also
prepare them with right
capabilities

Ours is a classroom-based program.
We can’t do away with the human
factor of the program!

In the age of reels, it’s
impossible to gain
attention of the millennials!

We are missing out on covering
a major chunk of our employee
base due to location issues!

Our employees have
restricted access to the
internet!

Our program content
and assessments need
a revamp!

We are running on a
low budget!

We are unable to
retain trained
employees!

We don’t see any ROI
with such investments!
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How we helped a leading IT major revamp its
Capability Development Program for
First-time Managers.
One of our leading clients, who is a global IT
major, have been running an internal program
for First Time Managers. This was a
classroom-based program and was covering
1/10th of the actual cohort of employees who
were being promoted to managerial position
globally.
The numbers aimed at 4000+ prospective
participants based in 40+ countries per year.
Most of them were based out of client offices.
Most of them did not have access to external
sites due to their nature of work. The program
lacked a proper qualitative structure, one that
would justify the utmost importance of it and
actively engage a primarily millennial audience.
So, this gap of low reach prompted discussions
around how to scale-up the program globally,
of-course with a low turnaround time, tight
logistics and budgetary constraints.

The transition from an
Individual Contributor to a
First Time Manager is a
pretty enervating
experience. The frontline
managers play a crucial role
in employee engagement
and championing
innovation. So how do we
better equip our People with
the right skills and
perspectives to ensure a
smooth transition?

Designing the intervention
This was the central issue put upfront the
Think Talent team. We went on to have
extensive consultations to understand their
organizational culture and challenges as well
as how they did not want to miss out on the
human touch-point factor. After multiple
considerations, we designed a
comprehensive and innovative intervention
in which cohorts of participants would
undergo a shared learning journey. The
features of the same are as follows:

The learning journey for each batch
extended over a period of 4 months with
the participants experiencing the entire
process in a mix of both physical and
virtual.
While the majority of the program was
designed to be delivered virtually, it used a
unique pedagogy that combined online
self-learning with facilitator-hosted
interactive sessions, virtual assessment
centers, and other activities inclusive of
feedback to provide a more immersive
experience to participants.
The entire program was delivered through
the Think Talent digital platform NEXT.
Participants could access the entire
Program content anytime-anywhere. This
helped provide a seamless experience and
create continuous connect with
participants during the program period.
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First Time
Manager Program
Comprehensive virtually-delivered
development journey followed by
an end-of-program certification
assessment.

Certification

Assessments

Feedback

Online
Courses

Interactive
Sessions
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Shared
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8

The program aimed at continuous engagement with the
participants through learning, activities, discussions and
feedback. The above image depicts the program ﬂow, based
on which clear structured communication channels were
laid out. The playbook essentially comprised of Learning
about leading Self, Learning about leading Others and a
ﬁnal certiﬁcation assessment.

Leading Self

Leading
Others

Comprised of
self-awareness
assessment, online
courses, interactive
sessions and
in-basket exercise.

Comprised of
leadership courses
and multiple
interactive sessions.

Assessment

Certiﬁcation

Final assessment
conducted virtually,
consisting of Case
Studies, Quizzes;
followed by
individual reports

Individual
Certiﬁcation after
successful
completion of
program
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How The Program Evolved
Over the years, we continuously worked together with the client
team to analyse performance results, behavioural insights as
well as feedback received, with a common aim of improving the
program features. Aforementioned are few milestone
feature enhancements done:
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The SSO interface was
introduced to give participants a
seamless experience while
navigating learning content on
Think Talent Next.

Bite-sized Videos
Aiming to capture the
fleeting attention of a
majorly millennial audience,
bite-sized learning videos
were curated.

Daily Activity Tracker
Daily Trackers and Consolidated
Reports were configured and
scheduled to the client program
management team to keep track of
participant engagement on a
real-time basis

Program Branding
As per client demand, the look
and feel of the program was
changed with an intent of making
it a coveted flagship program.

Time-bound Content
Due to the ongoing pandemic pandemic, there
was a lag in course completion percent for
reasons such as ill health, attrition, structural
changes etc. So time-bound contents were
liberalized to give participants comfort and be
all inclusive.

Self-facilitated Learning Journey

Going Virtual
The ongoing pandemic
catalyzed the process of
going 100% virtual. The
entire program was
revamped to be conducted
online with greater scale
and better ease of access.

The close observations of the participants’
behavioral insights helped to change the way the
program’s initial design of time-bound frequency
to self-driven journey method. It encouraged
proactiveness among the participants.

End-of-Program Analysis
End-of-Program batch analysis were conducted
to understand overall participant performance,
engagement and profile as well as any scope of
improvement.

Feature Enhancements
Incremental upgradation and versioning
of the platform were done to provide
better participant experience, platform
navigation and behavioural insights.
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The Journey so far..
Our partnership with the client started from
April 2019 with launch of a Pilot Batch
consisting of 100 participants. We deployed the
hybrid model inclusive of both previous and
new design aspects of the program. The
program was successfully concluded in 4
months and feedback received was highly
positive. We went on to launch the program for
the first batch in August 2019 and subsequently,
for other batches as well sequentially.During the
launches, we kept on working on design and

delivery methodology Owing to ease of scale
and deployment, we decided to make the
program completely virtual in 2020. In fact, the
shared learning journey was fully actuated in
October 2020. What started as a HR-driven
learning journey, became a self-driven one and
gave the participants immense comfort in
learning speed and retention.
As on date, the program has become a flagship
learning program for the client and is
embedded in annual learning calendar.

A Timeline Of Learning Journeys
Pilot
Batch

Batch
1

Launch:
August 2019
Completion:
January 2020
Number of participants:
600

Launch:
April 2019
Completion:
August 2019
Number of participants:
100
Batch
2
Launch:
March 2020
Completion:
August 2020
Number of participants:
1000

Batch
4

Batch
3
Launch:
October 2020
Completion:
March 2021
Number of participants:
1200

Batch
5
Launch:
May 2021
Completion:
September 2021
Number of participants:
800

Launch:
October 2021
Completion:
February 2022
Number of participants:
800
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Success Metrics
We believe that successful virtual learning programs focus on learner-centric design & leverage
technology to craft seamless experiences with a fair degree of personalization for each
participant.

Establishing
Relevance

Personalization
at scale

Seamless
Experience

4500+
Participants

Learning
Calendar

Performance
Increment

We enabled the client
team to cover and certify
4500+ employees over the
calendar years through the
Program.

Due to continuous feature
enhancements, we
observed a steady
improvement in participant
performance over the
years. Notably, the year
2021 saw the highest
percentage of high scorers.

The program is now deeply
embedded in the annual
learning calendar based on
the success of the initial
pilot batch.

80%
Completion
Ratio

40+
Countries

We enabled the client to scale up from
covering from one country to
participants from 40+ countries across
time zones.

From a Participant Engagement point
of view, more than 80% of the
participants enrolled in the program
were active participants and went on
to successfully complete the program.
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Looking Into The Future
From a futuristic perspective, one has to be
cognizant of the ever-changing nuances of
learning and development sector. Even at
present, one can ponder upon multiple facets
of the same program and discover areas of
improvement. Few pointers are mentioned here
as well.
In fact, promotion based solely on performance
should be discouraged as a practice. One
should consider the primary career anchors of
the individuals before promotion, or even hiring
into a particular role. This will help in timely
building of a quality talent pipeline. Managers
should be taught to handle direct reportees
with task-relevant maturity, i.e., be hands-off or
hands-on based on their performance.
The future, no doubt, looks promising with
more and more organizations opting to

Completion
Course completion can be
attributed to percent
completion of e-learning
materials. This will ensure
participants don’t skip
through relevant content.

invest time and resources in building the right
set of leadership capabilities.
As they say-

“The Talent Pyramid will
stand strong and brave
the abrupt changes in
the business landscape,
if only its foundation of
frontline managers is
resilient enough.”

Nudges
Behavioral nudges, in the
form of improved
communication strategy
and learning blended with
trending topics, can be
used to improve
participant engagement.
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Validaton
Validation in terms of
interest, eligibility,
recommendation and so on
can be used to ensure all
enrolled participants are
completing the courses in
due time. Forced
nomination should be
avoided to reduce dropout
rates.
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