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Frontline leaders play a critical role in driving organizational performance, as they are 
responsible for managing the day-to-day operations, engaging employees, and delivering 
results. In today’s fast-paced and highly competitive business environment, empowering and 
developing frontline leaders has become a strategic imperative for organizations looking to 
build a strong leadership pipeline, improve employee engagement and retention, and achieve 
sustainable growth.

However, many organizations struggle to identify and nurture leadership potential among 
frontline employees, provide them with the necessary training and support, and create an 
environment that encourages them to take ownership and drive change. To address these 
challenges, organizations need to adopt a strategic and holistic approach to frontline leadership 
development, one that encompasses a range of best practices and initiatives aimed at 
empowering and developing this critical talent segment.

This report features five critical questions — and answers — that leadership development 
leaders must address to empower and develop frontline leaders. Click on any of the topics 
below to go directly to that topic. The five topics are:

Introduction

Identifying and nurturing leadership potential among 
frontline employees

Creating a supportive environment that encourages 
frontline leaders to take risks and learn from mistakes

Training and development opportunities for frontline 
leaders to enhance their effectiveness

Coaching and mentoring programs to accelerate 
the growth of frontline leaders

Recognizing and rewarding the contributions of frontline 
leaders to employee engagement and productivity

By reviewing the five questions and answers you will get a blueprint, based on Brandon Hall 
Group™ research, for empowering and developing frontline leaders. At the end of the chapter, 
see additional resources and information about the Brandon Hall Group™ Certified Leadership 
Development Specialist program.
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Identifying and nurturing leadership potential among frontline employees is a critical step in 
building a strong leadership pipeline and ensuring the long-term success of the organization. 
Frontline employees who demonstrate leadership potential can be groomed for higher-level 
roles, bringing valuable insights and experience from the frontlines to inform strategic decision-
making.

However, many organizations struggle to identify leadership potential among frontline 
employees, as traditional assessment methods may not be well-suited to this population. To 
overcome this challenge, organizations need to adopt a more holistic and proactive approach 
to talent identification, one that looks beyond job performance and considers a range of factors 
such as aptitude, motivation, and learning agility.

Here are five key strategies for identifying and nurturing leadership potential among frontline 
employees:

How Can Organizations Identify 
and Nurture Leadership Potential 
Among Frontline Employees?

1

Define Key Leadership Competencies

	✦ Identify the key leadership 
competencies that are critical for 
success in frontline roles and higher-
level positions. 

	✦ Develop clear and concise definitions 
for each competency, along with 
behavioral indicators and proficiency 
levels. 

	✦ Communicate the leadership 
competencies to all employees and 
integrate them into performance 
management and development 
processes.

Implement a Multi-Faceted Assessment 
Process

	✦ Use a variety of assessment methods 
to identify leadership potential, such 
as 360-degree feedback, personality 
assessments, and situational judgment 
tests. 

	✦ Train managers and HR professionals 
on how to conduct assessments and 
interpret results. 

	✦ Use assessment data to inform talent 
management decisions, such as 
succession planning and development 
planning
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Provide Stretch Assignments 
and Cross-Functional Projects

	✦ Identify high-potential frontline 
employees and provide them with 
stretch assignments and cross-
functional projects that allow them to 
develop new skills and gain exposure to 
different parts of the business. 

	✦ Assign mentors or sponsors to guide 
and support high-potential employees 
through these assignments. 

	✦ Debrief with employees after each 
assignment to discuss learnings and 
provide feedback and coaching.

Offer Leadership Development 
Programs

	✦ Develop leadership development 
programs specifically designed for 
frontline employees, focusing on key 
competencies such as communication, 
problem-solving, and emotional 
intelligence. 

	✦ Use a variety of learning methods, such 
as classroom training, online courses, 
and experiential learning. 

	✦ Provide opportunities for participants 
to apply their learnings on the job and 
receive feedback and coaching.

Foster a Culture of Continuous 
Learning and Development

	✦ Encourage all employees to take 
ownership of their development and 
seek out learning opportunities. 

	✦ Provide access to a range of learning 
resources, such as books, articles, and 
online courses. 

	✦ Recognize and reward employees 
who demonstrate a commitment to 
continuous learning and development.

Identifying and nurturing leadership 
potential among frontline employees 
requires a strategic and sustained 
effort, but the benefits are well worth 
the investment. By implementing these 
strategies, organizations can build a 
strong bench of future leaders who are 
well-equipped to drive business success 
and navigate the challenges of an ever-
changing business landscape. However, it 
is important to recognize that developing 
frontline leaders is an ongoing process 
that requires commitment, resources, and 
support from all levels of the organization.
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What Training and Development 
Opportunities Should be Provided to 
Frontline Leaders to Enhance Their 
Effectiveness?

2

Providing frontline leaders with the right training and development opportunities is critical for 
enhancing their effectiveness and driving business results. Frontline leaders are responsible for 
managing teams, communicating with customers, and executing on strategic initiatives, and they 
need a diverse set of skills and knowledge to be successful in these roles.

However, many organizations struggle to provide frontline leaders with the training and 
development they need, often relying on one-size-fits-all approaches that fail to address the 
unique challenges and needs of this population. To overcome this challenge, organizations need 
to adopt a more targeted and personalized approach to frontline leader development, one that is 
aligned with business priorities and individual development needs.

Here are five key training and development opportunities that should be provided to frontline 
leaders:

Leadership Skills Training

	✦ Provide training on key leadership skills 
such as communication, delegation, 
coaching, and conflict resolution. 

	✦ Use a variety of learning methods, such 
as classroom training, online courses, 
and simulations. 

	✦ Provide opportunities for participants 
to practice their skills and receive 
feedback and coaching. 

Business Acumen Training

	✦ Provide training on key business 
concepts such as financial 
management, strategic planning, and 
market analysis. 

	✦ Help frontline leaders understand how 
their roles contribute to the overall 
success of the organization.

	✦ Provide opportunities for participants 
to apply their learnings to real-world 
business challenges.

Customer Service Training

	✦ Provide training on customer service 
best practices, such as active listening, 
empathy, and problem-solving. 

	✦ Help frontline leaders understand the 
impact of customer service (internal 
and external) on business outcomes 
such as customer loyalty and revenue 
growth. 

	✦ Provide opportunities for participants to 
practice their skills through role-plays 
and simulations.
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Change Management Training

	✦ Provide training on change 
management principles and practices, 
such as stakeholder engagement, 
communication, and resistance 
management. 

	✦ Help frontline leaders understand their 
role in driving and supporting change 
initiatives. 

	✦ Provide opportunities for participants 
to apply their learnings to real-world 
change scenarios. 

Continuous Learning and Development

	✦ Encourage frontline leaders to take 
ownership of their ongoing learning and 
development. 

	✦ Provide access to a range of learning 
resources, such as books, articles, 
online courses and microlearning. 

	✦ Offer opportunities for frontline leaders 
to attend conferences, workshops, and 
other external learning events.

Providing frontline leaders with the right training and development opportunities is essential 
for driving business success and building a strong leadership pipeline. By implementing these 
strategies, organizations can help frontline leaders develop the skills and knowledge they 
need to be effective in their roles, while also fostering a culture of continuous learning and 
development. However, it is important to recognize that training and development is not a one-
time event, but rather an ongoing process that requires sustained investment and support from 
all levels of the organization.
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How Can Employers Create a 
Supportive Environment that 
Encourages Frontline Leaders to Take 
Risks and Learn from Mistakes?

3

Creating a supportive environment that encourages frontline leaders to take risks and learn from 
mistakes is critical for fostering innovation, creativity, and continuous improvement. Frontline 
leaders are often the closest to the customer and the day-to-day operations of the business, 
and they are well-positioned to identify opportunities for improvement and drive change.

However, many organizations struggle to create a culture that supports risk-taking and learning 
from mistakes, often prioritizing short-term results over long-term growth and development. 
To overcome this challenge, organizations need to create a psychologically safe environment 
where frontline leaders feel comfortable taking calculated risks and learning from their failures.

Here are five key strategies for creating a supportive environment that encourages frontline 
leaders to take risks and learn from mistakes:

Encourage Experimentation and 
Innovation

	✦ Encourage frontline leaders to 
experiment with new ideas and 
approaches, even if they may not 
always be successful. 

	✦ Provide resources and support for pilots 
and proof-of-concept projects. 

	✦ Celebrate and reward innovation and 
risk-taking, even when the outcomes 
are not as expected. 

Foster a Growth Mindset

	✦ Promote a growth mindset that 
emphasizes learning, development, and 
continuous improvement. 

	✦ Encourage frontline leaders to view 
failures and setbacks as opportunities 
for learning and growth.

	✦ Provide training and coaching on how 
to cultivate a growth mindset and 
overcome fear of failure.

Provide Psychological Safety

	✦ Create a psychologically safe 
environment where frontline leaders 
feel comfortable speaking up, asking 
questions, and admitting mistakes. 

	✦ Encourage open and honest 
communication, and avoid blaming 
or punishing individuals for failures or 
setbacks. 

	✦ Provide training and coaching on how 
to create psychological safety within 
teams.
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Offer support and resources

	✦ Provide frontline leaders with the 
resources and support they need to 
take risks and learn from mistakes. 

	✦ Offer coaching, mentoring, and training 
to help frontline leaders develop new 
skills and knowledge. 

	✦ Provide access to tools, technologies, 
and best practices that can help 
frontline leaders innovate and improve 
processes

Celebrate and share learnings

	✦ Celebrate and share learnings from 
both successes and failures. 

	✦ Encourage frontline leaders to 
share their experiences and insights 
with peers and other parts of the 
organization. 

	✦ Use learnings to inform future decision-
making and continuous improvement 
efforts. 

Creating a supportive environment that encourages frontline leaders to take risks and learn 
from mistakes is essential for driving innovation, growth, and continuous improvement. By 
implementing these strategies, organizations can foster a culture of experimentation, learning, 
and psychological safety, while also providing frontline leaders with the resources and support 
they need to be successful. However, it is important to recognize that creating such an 
environment requires a sustained effort and commitment from all levels of the organization, as 
well as a willingness to challenge traditional ways of thinking and working.
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What Coaching and Mentoring Programs 
Can be Implemented to Accelerate the 
Growth of Frontline Leaders?

4
Coaching and mentoring programs can be powerful tools for accelerating the growth and 
development of frontline leaders. These programs provide frontline leaders with personalized 
support, guidance, and feedback from experienced leaders and experts, helping them to 
develop new skills, gain new perspectives, and navigate complex challenges.

However, many organizations struggle to implement effective coaching and mentoring programs 
for frontline leaders, often lacking the resources, expertise, or commitment needed to make 
these programs successful. To overcome this challenge, organizations need to take a strategic 
and holistic approach to coaching and mentoring, one that is aligned with business priorities and 
individual development needs.

Here are five key coaching and mentoring programs that can be implemented to accelerate the 
growth of frontline leaders:

One-on-One Coaching

	✦ Provide frontline leaders with one-
on-one coaching sessions with 
experienced coaches or leaders. 

	✦ Focus coaching sessions on 
specific development areas, such as 
communication, problem-solving, or 
strategic thinking. 

	✦ Use a variety of coaching techniques, 
such as goal-setting, feedback, and 
reflection, to help frontline leaders 
develop new skills and insights. 

Group Coaching

	✦ Bring together groups of frontline 
leaders with similar development needs 
for group coaching sessions. 

	✦ Use group coaching to foster peer 
learning, collaboration, and support.

	✦ Focus group coaching sessions on 
specific topics or challenges, such as 
leading change, managing conflict, or 
driving innovation.

Mentoring Programs

	✦ Match frontline leaders with 
experienced mentors who can provide 
guidance, support, and advice. 

	✦ Encourage mentors to share their 
experiences, insights, and networks 
with mentees. 

	✦ Provide training and resources to help 
mentors and mentees build effective 
mentoring relationships.
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Reverse Mentoring

	✦ Pair frontline leaders with younger or 
more junior employees who can provide 
fresh perspectives and insights. 

	✦ Use reverse mentoring to foster 
intergenerational learning, collaboration, 
and understanding. 

	✦ Encourage reverse mentors to share 
their experiences and insights on topics 
such as technology, social media, and 
diversity and inclusion.

Peer Coaching

	✦ Encourage frontline leaders to form 
peer coaching relationships with 
colleagues who have complementary 
skills and experiences. 

	✦ Use peer coaching to foster 
collaboration, knowledge sharing, and 
mutual support. 

	✦ Provide training and resources to help 
peer coaches build effective coaching 
relationships and skills.

Implementing effective coaching and mentoring programs for frontline leaders requires a 
strategic and sustained effort, but the benefits are well worth the investment. By providing 
frontline leaders with personalized support, guidance, and feedback, organizations can 
accelerate their growth and development, while also fostering a culture of continuous learning 
and collaboration. However, it is important to recognize that coaching and mentoring programs 
are not a one-size-fits-all solution, and that different approaches may be needed depending on 
the specific needs and challenges of the organization and its frontline leaders.
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How Can Organizations Recognize 
and Reward the Contributions of 
Frontline Leaders to Employee 
Engagement and Productivity?

5

Recognizing and rewarding the contributions of frontline leaders to employee engagement and 
productivity is critical for driving business success and building a strong leadership pipeline. 
Frontline leaders play a key role in creating a positive work environment, fostering employee 
motivation and commitment, and driving team performance and results.

However, many organizations struggle to effectively recognize and reward the contributions of 
frontline leaders, often relying on traditional recognition programs that fail to capture the unique 
challenges and impacts of frontline leadership. To overcome this challenge, organizations need 
to adopt a more strategic and holistic approach to recognition and rewards, one that is aligned 
with business priorities and individual performance and development.

Here are five key strategies for recognizing and rewarding the contributions of frontline leaders 
to employee engagement and productivity:

Align Recognition with Business 
Priorities

	✦ Identify the key business priorities 
and metrics that frontline leaders 
impact, such as customer satisfaction, 
employee retention, or operational 
efficiency. 

	✦ Develop recognition programs that 
are aligned with these priorities and 
metrics, and that reward frontline 
leaders for their contributions to these 
areas. 

	✦ Communicate the link between frontline 
leader contributions and business 
success to all employees.

Use a Variety of Recognition Methods

	✦ Use a variety of recognition methods 
to acknowledge the contributions 
of frontline leaders, such as public 
recognition, awards, bonuses, or 
development opportunities. 

	✦ Tailor recognition methods to 
individual preferences and motivations, 
recognizing that different frontline 
leaders may value different types of 
recognition. 

	✦ Encourage peer-to-peer recognition 
and appreciation, as well as recognition 
from senior leaders and executives.
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Recognize Both Individual and Team 
Contributions

	✦ Recognize both individual and team 
contributions to employee engagement 
and productivity. 

	✦ Develop recognition programs that 
reward collaboration, teamwork, and 
shared success. 

	✦ Encourage frontline leaders to 
recognize and appreciate the 
contributions of their team members. 

Provide Meaningful Rewards

	✦ Provide meaningful rewards that are 
valued by frontline leaders and that 
support their ongoing growth and 
development. 

	✦ Consider rewards such as leadership 
development programs, stretch 
assignments, or exposure to senior 
leaders and executives. 

	✦ Ensure that rewards are equitable and 
transparent, and that they are based 
on clear criteria and performance 
standards.

Celebrate Successes and Learnings

	✦ Celebrate successes and learnings 
related to employee engagement and 
productivity. 

	✦ Share stories and examples of frontline 
leaders who have made significant 
contributions to these areas. 

	✦ Use successes and learnings to 
inform future recognition and rewards 
programs, as well as broader talent 
management and development 
strategies.

Recognizing and rewarding the 
contributions of frontline leaders to 
employee engagement and productivity 
is essential for driving business success 
and building a strong leadership pipeline. 
By implementing these strategies, 
organizations can create a culture of 
recognition and appreciation, while also 
supporting the ongoing growth and 
development of frontline leaders. However, 
it is important to recognize that recognition 
and rewards are not a one-time event, but 
rather an ongoing process that requires 
sustained investment and commitment 
from all levels of the organization.
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Do you want to learn 
more about delivering 
business impact as a 
leadership development 
strategist? Check out 
the Brandon Hall Group™ 
Certified Leadership 
Development Strategist 
program.

Resources

JOURNEY TO EXCELLENCE

Infopro Learning’s ASCEND for First-Time Managers: Best 
Development Program for Frontline Leaders

Walmart Manager Academy: Best Development Program for 
Frontline Leaders

Panda Restaurant Group’s Store Leadership Training Program

1

2

3

Certified
Leadership Development

Strategist (CLDS)
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About Brandon Hall Group™

With more than 10,000 clients globally and more than 30 years of delivering world-class research 
and advisory services, Brandon Hall Group™ is focused on developing research that drives 
performance in emerging and large organizations, and provides strategic insights for executives 
and practitioners responsible for growth and business results.

SOME WAYS 
WE CAN HELP

Membership 
Individual and Enterprise Membership 

options: Includes research assets, 
advisory support, a client success 

plan and more.

Excellence Awards
Three annual programs 
recognize the best 
organizations that have 
successfully deployed programs 
to achieve measurable results.

Professional Certifications
Self-paced certification 
programs. Virtual group 
sessions for companies. 
In-person conferences 
and summits.

SMARTCHOICE® PREFERRED 
PROVIDER PROGRAM

Uniquely places HCM service and 
technology companies at the top of 
organizations’ consideration list of 
vendors. It adds an unmatched level 
of credibility based on BHG’s thirty-
plus years of experience in evaluating 
and selecting the best solution 
providers for leading organizations 
around the world.

ENTERPRISE EXCELLENCE 
CERTIFICATION PROGRAM

Recognizes the best HCM programs 
that transform their organization and 
achieves breakthrough results. This 
designation is a step above the HCM 
Excellence Awards® which focuses 
on one program within a company. 
Enterprise Excellence is a hybrid of 
award winners who are also members.

AGENCY!
BY BRANDON HALL GROUP™

Provides comprehensive marketing 
solutions for human capital 
management solution providers. 
We offer strategic services to 
establish a strong foundation for 
your marketing efforts. 

Organizational
Excellence
Program

Organizational
Excellence
Program

Organizational
Excellence
Program

Advisory Offerings
Custom research projects, 
including surveys, 
focus group interviews 

and organizational 
needs assessments for 

transformation, technology 
selection and strategy.


