
W H A T  Y O U ' R E  S E E I N G

Someone on your team is great at
the work, so you promote them.
A few months later, they're still doing the work, on top of
leading, and they're tired. They avoid the hard conversation
with the person who used to sit next to them. And they check
with you on decisions you expected them to make on their
own.

59.3%
of first-time managers named
adjusting to people management
and displaying authority as a top
challenge1

~60%
said they never received any
training when they moved into
their first leadership role1

W H A T  T H E  W O R K  F O C U S E S  O N

01 Having the hard conversation with a former peer.

02 Handing off work without needing to be the one who does
it all.

03 Giving feedback early, before a problem turns into a crisis.

04 Making decisions at the level you promoted them to.

H O W  I T  W O R K S

L I M I T E D  P I L O T

$3,000
per seat, 6 per cohort

After the pilots: $5,000 per
seat

Limited pilot. Up to three engagements at $3,000 per seat, six per cohort. Pilots don't need a referral. After the pilots, $5,000 per seat, six
per cohort. Quarterly follow-up for the rest of the year is included at both. Enterprise group pricing is available.

P E R F O R M A N C E  I D E N T I T Y  S Y S T E M B Y  R E F E R R A L

Emerging Leadership
From Within
For the people you promote who are great at the work and still finding their
feet as leaders.

W H A T  G E T S  M I S S E D

Most of what's offered to new leaders teaches skills.
Those skills matter. But if the leader still sees themselves
as the person who was great at the old job, they'll fall
back on that job when the pressure's on.

Mindset is like an app. Identity is like
the operating system.

My work is built on a simple sequence. Identity shapes
how a person perceives a situation, what they perceive
shapes what they decide, and what they decide shapes
what they do.

Identity → Perception → Decision → Action

Underneath the struggles the research names, I see the
same question.

Who am I in this role now?

Conversation
It starts with a 15 to 30
minute Zoom
conversation. If it's a
match, I'll take the time to
assess with you.

Orientation
Each leader is oriented
before the work begins.

12 weeks
Built on SHIFT I.O.S.,
applied to the situations
they're facing that week.

Quarterly
Quarterly follow-up for
the rest of the year,
included.

Know someone who was just promoted?
After the pilots, every leader in this program is referred in by someone who sees what they're capable of. That's
an honor, and it's where their commitment starts. If someone in your world is great at the work and still finding
their feet as a leader, reply to me directly. For a pilot engagement, reply the same way.

Bill Foss, Performance Identity System performanceidentitysystem.com About Bill: billfoss.com

Source: 1. Center for Creative Leadership, "Understanding the Leadership Challenges of First-Time Managers" (research paper).
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https://www.ccl.org/wp-content/uploads/2026/02/leadership-challenges-first-time-managers-research-paper-center-for-creative-leadership.pdf
https://www.ccl.org/wp-content/uploads/2026/02/leadership-challenges-first-time-managers-research-paper-center-for-creative-leadership.pdf
https://billfoss.com
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