
 
 
 

The Advancement Conversation Toolkit 

Instructions: This toolkit provides ready-to-use scripts and frameworks for the advancement 
conversations you've been avoiding. Practice these before you need them-when advancement 
opportunities arise, you'll have confident responses instead of defensive reactions. 

Part 1: Conversation Framework Foundation 

The A.D.V.A.N.C.E. Method: 

Acknowledge their aspirations genuinely Discuss current readiness honestly​
 Validate their potential clearly Assess development needs specifically Negotiate timeline 
realistically Commit to support actions Establish follow-up accountability 

Core Principles: 

●​ Lead with their interests, not your convenience 
●​ Be honest about gaps without being discouraging 
●​ Make specific commitments, not vague promises 
●​ Focus on what you'll do to help, not what they should do differently 

Part 2: Team Member Conversation Scripts 

Scenario 1: Initiating Career Development Discussions 

Opening Script: "I want to talk about your career goals and how I can support your 
advancement. I realize I haven't been proactive enough about this, and that needs to change. 
What does growth look like for you over the next 1-2 years?" 

Follow-up Questions: 

●​ "What advancement opportunities interest you most?" 
●​ "What skills do you want to develop that you're not using in your current role?" 
●​ "How can I better prepare you for the next level?" 
●​ "What barriers do you see to your advancement, and how can we address them?" 

Scenario 2: Responding to Advancement Requests 

When They Ask About Promotion: "Thank you for bringing this up directly. Let's talk through 
what advancement looks like and how we can make it happen. First, tell me what's driving your 
interest in moving up right now." 
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Assessment Script: "Based on what you've shared, here's what I see as your strengths for 
advancement: [specific examples]. The areas we should focus on developing are: [specific 
gaps]. Here's how I plan to help you with those: [specific actions]." 

Timeline Discussion: "Given where you are now and what development you need, I think a 
realistic timeline for advancement opportunities is [specific timeframe]. Here's what we'll 
accomplish in the next [90 days/6 months] to get you ready." 

Scenario 3: Addressing Advancement Anxiety 

When You're Hesitant: "I want to be transparent—part of me is concerned about losing 
someone with your capabilities. But I also know that holding you back would be wrong for you 
and ultimately bad for our team. Let's focus on how to position you for advancement while 
ensuring a smooth transition." 

Part 3: Upward Advocacy Scripts 

Scenario 1: Recommending for Promotion 

Email Template: "I'm writing to recommend [Name] for [specific opportunity]. Over [time period], 
they have demonstrated [specific achievements]. Their readiness for advancement is evident in 
[specific examples]. I believe they would excel in this role because [specific qualifications]. I'm 
happy to discuss their qualifications further and will ensure a smooth transition from my team." 

In-Person Advocacy: "I want to discuss [Name]'s readiness for advancement. They've 
consistently [specific examples] and shown [leadership behaviors]. While I value their 
contribution to my team, I believe advancing them is the right decision for the organization and 
demonstrates our commitment to developing talent." 

Scenario 2: Addressing Upward Resistance 

When Leadership Hesitates: "I understand the concern about disrupting a successful team. 
However, employees with advancement opportunities are 75% likely to stay versus 56% who 
don't advance. By promoting [Name], we demonstrate that strong performance leads to growth, 
which actually strengthens retention across the organization." 

When Asked "Can't You Keep Them?" "I could try to keep them, but 63% of employees who 
quit cite lack of career advancement as the primary reason. Keeping them without advancement 
would likely mean losing them anyway, but to a competitor instead of developing them within our 
organization." 
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Part 4: Difficult Situation Navigation 

Scenario 1: When You're Not Sure They're Ready 

Honest Assessment Script: "I want to support your advancement goals, and I also want to set 
you up for success. Right now, I see some gaps in [specific areas] that could impact your 
success at the next level. Let's create a development plan to address these over the next 
[timeframe], and then revisit advancement opportunities." 

Development Planning: "Here's what I'll do to help you get ready: [specific actions]. Here's 
what you'll need to focus on: [specific development areas]. Let's meet monthly to track progress 
and adjust the plan as needed." 

Scenario 2: When They Threaten to Leave 

Response Framework: "I don't want to lose you, and I understand your frustration about 
advancement. Rather than making decisions based on ultimatums, let's focus on what it would 
take to create the growth opportunities you're seeking. Help me understand exactly what you 
need." 

Problem-Solving Approach: "If advancement here isn't immediately possible, what other 
development opportunities would be meaningful to you? How can we make your current role 
more engaging while we work toward advancement? What would convince you to stay while we 
build toward your next opportunity?" 

Scenario 3: When There Are No Immediate Openings 

Alternative Development Script: "You're right that there aren't immediate promotion 
opportunities in our department. Let me explore options in other areas and see what 
development experiences we can create here. I'm also going to connect you with [specific 
people] who might have insights about advancement paths you haven't considered." 

Part 5: Response Strategies for Common Pushback 

When They Say: "You never talk about our careers" Response: "You're absolutely right, and 
that's my fault. I should have been more proactive about your development. Let's change that 
starting now. I want to understand your goals and make a concrete plan to support them." 
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When They Say: "I don't think you want me to advance" Response: "I can see why my 
actions might have given that impression, and I apologize. My reluctance hasn't been about 
your potential-it's been about my comfort with change. Your advancement actually reflects well 
on my leadership, and I want to do better supporting it." 

When They Say: "Other managers help their people advance" Response: "You're right, and 
I need to step up my leadership in this area. Tell me what you've seen other managers do that 
you'd like me to do differently. I'm committed to being the kind of leader who actively supports 
advancement rather than passively hopes people stay content." 

Part 6: Conversation Preparation Checklist 

Before Any Advancement Conversation: 

●​ [ ] Review their recent performance and achievements 
●​ [ ] Identify specific development areas and how you'll address them 
●​ [ ] Research internal and external advancement opportunities 
●​ [ ] Prepare specific timeline and action commitments 
●​ [ ] Plan follow-up schedule and accountability measures 
●​ [ ] Check your emotional state—are you prepared to support their growth? 

After Advancement Conversations: 

●​ [ ] Document commitments made and follow through 
●​ [ ] Begin advocacy actions immediately 
●​ [ ] Update succession planning based on discussion 
●​ [ ] Schedule regular follow-up conversations 
●​ [ ] Celebrate their advancement progress publicly 

Closing Reality Check: 53% of employees want more career conversations but say their 
managers are too busy. The advancement conversations you avoid having, they're having with 
recruiters. Your choice isn't whether to discuss their future-it's whether to be part of planning it or 
surprised by their departure. These scripts help you lead the conversation instead of reacting to 
their ultimatums. 

Remember: Every avoided advancement conversation is a missed opportunity to demonstrate 
leadership and build loyalty. Start the conversations before they start looking elsewhere. 

 


