
Talent Development
Developing Your Associates

Presenter
Presentation Notes
Associate development is an ongoing process and is just as important to our business success. As a manager, your role is to provide your associates with the support, tools and guidance they need to actively manage their career and develop themselves against their personal career goals. 



Developing Your Team
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Encourage associates to stretch beyond specific job 
requirements, to exhibit initiative and to actively 
progress skills and knowledge

Presenter
Presentation Notes
When we develop associates, we encourage them to stretch beyond their specific job requirements, to exhibit initiative and to actively progress their skills and knowledge in order to prepare for the next role in their career. 

How many people currently have development goals noted?

How many people have direct reports who also have development goals noted?

Why is developing your associates so important?  (FLIP CHART responses.)
For the associate?
For the team?
For the organization?

“Development” can be a variety of things, including classes like the one you are taking this week, coaching you receive from someone, a stretch assignment, etc.

What kinds of developmental experiences have you had personally?  

What types of developmental activities have you recommended to your associates?




Activity: How Well Do You Develop People?
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Take Online Quiz

https://tinyurl.com/QuizDevelop

Presenter
Presentation Notes
Take the 16 question quiz on how well you develop people?

Short Link: https://tinyurl.com/QuizDevelop
MindTools Long Link: https://www.mindtools.com/pages/article/team-development.htm

Do your development skills need improvement?

What do you think about this?  Was anything surprising?  Insightful?



Best Practices to Approach Development
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● Poor Performers

● HR Responsibility

● Up Corporate Ladder

● Send to training as a single 
solution

NARROW APPROACH

● Everyone

● Manager Responsibility

● New Challenges

● Training as part of the bigger 
solution

BROADER APPROACH

Presenter
Presentation Notes
So, what are some of the best practices to developing associates to keep in mind?  Let’s start by comparing a “narrow” approach to a “broader” approach subscribed to today.

Narrow- Only poor performers need development./
Broader- Everyone in an organization can be developed, especially high performers.

Narrow - Development is the responsibility of the human resources group./ 
Broader- Team member development is every manager's responsibility.

Narrow-  Career development focuses on moving capable associates up a predictable corporate ladder./ 
Broader- Career development focuses on moving associates through new challenges to strengthen their professional abilities.

Narrow-Development only means "training“ as a single solution (i.e., internal seminars or weekend workshops)./ 
Broader- Development is a collaborative process and is a mix of formal and informal training, on-the-job ways of learning, such as:
"Stretch" assignments, Job rotations, Self-paced e-learning, Action learning, Manager coaching and feedback and Mentoring

To develop your associates effectively, you must have certain skills, such as the ability to seek out opportunities, set goals, and provide feedback. Equally important, however, is your commitment to cultivating the potential of your associates. 

As you strive to develop your Team members, keep in mind that there is no one-size-fits-all approach. You must respond to your organization's unique business context and to your individual Team members' values, skills, and interests. 




Why Do Managers Avoid Development?

No budget?  Most growth occurs through on-the-
job experiences and interactions.

No opportunities?  Ask about professional goals 
even if  advancement options don’t exist today.

Job security?  The more talented your team is, 
the more talented you can be as a manager.

No time?  You don’t have time NOT to develop 
those you want to retain.

Presenter
Presentation Notes
Why do managers avoid/ neglect Team member development? (Capture list on FLIP CHART]

While an organization's Team member development program usually originates in the human resources department, the success of the program lies in its implementation by managers. Unfortunately, managers often fail to adequately address their Team members' developmental needs.

Review the bullets on the slide

So, why does this happen? Managers often feel that they don't have the time. In light of their busy schedules, they feel that, as long as their associates are meeting basic performance expectations, it is enough to address performance issues during annual or quarterly reviews. And unless associates actively seek them out, they often don't take the time to provide developmental resources. 

Additionally, managers often avoid associate development discussions because these discussions are frequently difficult conversations for a variety of reasons. For example:

Managers may feel uncomfortable talking to poor performers if they haven't figured out a clear plan of action for addressing their performance.

Likewise, if there are no opportunities available in their group, managers may avoid talking about career development to high performers, as they do not want to lose them.

Advancement opportunities – Are you waiting to ask your associates about their professional interests and goals until there is a promotion open on your team? Don’t. By proactively talking to your associates and understanding their interests, you can start providing the right type of development opportunities so they are ready if and when an opportunity arises.

Job security - Sometimes managers may feel threatened by the idea of developing their replacement. They may be concerned that they could look less capable if the other individual excels. But as a manager, your team is a reflection of you. When they are strong, you are an even stronger manager. By developing your associates, you begin to position yourself for your own career growth. Think back to the people who gave you a chance and helped you grow professionally – it was probably beneficial for both of you. 





Career Growth  You’re most effective when you 
have the strength of a team behind you.

Business Growth  Everyone is more successful 
when prepared to meet new business needs.

Productivity  Delegating tasks to others can free 
you to focus on critical priorities.

Retention  Team members who feel appreciated 
and find work satisfying are less likely to leave.

Benefits of Developing Others

Presenter
Presentation Notes
There are numerous benefits to you and the team when you develop others. 

First, development supports YOUR career growth. The fastest way to excel in your career is to invest in and grow your team. In order for you to grow into your next role, you must have individuals who are prepared to step up and take on the next challenge for you or with you. You’re more effective in your role when you have the strength of a team behind you. 

Developing people supports the growth of the business. The business is growing at such a rate that you could be asked to take on new work at any time. Consider what it means to a client relationship when you can quickly adapt to their requests because you have associates who are capable of doing more and doing it well. 

If you are able to delegate some tasks to associates, it may free up some of your time and allow you to focus on other critical priorities while at the same time broadening their skills. 

And of course, when associates are presented with appropriate challenges for them, it can make work more interesting and satisfying to do. It also helps them feel valued and appreciated when their manager encourages them to learn something new. All of these factors can make it less likely that associates will leave, improving retention.

Ask participants for their input on additional examples.



7

Create a plan & ask 
for support. Own your 
development. 

You
Top performers 
who are motivated, 
create a personal 
development plan.

Individual

Activities that everyone can be 
involved in & are ongoing or periodic.

Team

Plan for Development

Presenter
Presentation Notes
While it’s part of your responsibility as a manager to grow the skills of your team, don’t forget to focus on your development. Be proactive: create a development plan for yourself, discuss it with your manager, and ask for the support you need. Remember: you “own” your professional growth. 

Question: Either in your current role (now) or in the past:  Have you created a structured development plan for yourself? What about for someone who reports to you? Possible options:

Yes for Myself & Yes for a Team Member
Yes for Myself, but No for a Team Member
No for Myself, but Yes for a Team Member





Differentiating Team Members
Each associate has unique developmental needs.

EXPECTATIONS

• Appropriately 
address 
performance 
expectations

DRAFT PLANS

• Draft suitable 
development 
plans

GROWTH
• Assist direct 

reports in 
managing their 
careers

FOUNDATIONS
• Build a better 

foundation for 
organizational 
success

Presenter
Presentation Notes
As we have learned throughout this course, no two associates are the same. Each associate will require different plans for their development. 
Distinguishing among associates allows you to:
•Appropriately address performance expectations. What is a realistic expectation for one Team member may not be for another, even if they share the same job title.
•Draft suitable developmental plans. While some Team members may need only stretch goals to provide them on-the-job challenges, others may need goals directed at improving their performance.
•Help direct reports manage their careers. Tailoring a development program to suit the specific needs of individual Team members helps to maximize their chances of success in the workplace in both their current and future jobs.
•Better build a foundation for our organization's success. Knowing who your top performers are our organization focus its retention efforts.

Let’s look at some steps to help customize a development plan for each of your associates.




Creating the Development Plan- 4 Steps

Gather data01
Conduct discussion02
Create development plan03
Follow-up04

Presenter
Presentation Notes
Whether you are trying to decide on a challenging special project or gauge an appropriate stretch assignment, you'll need to work with the associate in a series of one-on-one career development conversations. 

While the content of these career development conversations will differ based on the Team member and his or her performance, aspirations and potential, following is  a simple 4-step process you can use to prepare for these conversations and support your associates with the creation of their development plans.   

Gather data.  
Conduct the discussion 
Create the development plan 
Agree on a preferred cadence for following up with the associate to assess progress

How many of you currently do this with your associates?

Why or Why not?

How do you do this?


Let’s look at each of  the steps in more detail.
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Gather data01

Performance Reviews

Past development plans
and execution

History of training of courses
attended & opportunities

Individual self-appraisals, 
(if applicable)

What are the associate’s 
career interests and values?

What are the associate’s
strengths and opportunities 
for development? 
.How does the development 
opportunity link to associate’s 
interests or career aspirations?

What motivates them?

Types of Data Questions to Ask

Presenter
Presentation Notes
Start by doing your homework. Use as many sources as possible to try to assemble the most complete picture of your direct report. Look for any documentation you might have on file, including the associate’s:

Past developmental plans
Individual self-appraisals, if they exist
Performance reviews
History of training or courses attended

Next you'll want to clarify how ready you are to conduct a career development discussion. You should be able to answer the following questions adequately:

•What are the associate's skills? Describe your associate's abilities and the knowledge that she or he has developed. These skills fall into many categories, from leadership to management to analytical abilities.
•What are the associate's interests and values? What is most important to your associate in terms of managing his or her work and personal life? What provides meaning in the work the Team member does? To answer these questions accurately, you may need to ask the person directly, or work with them using career management tools.
•What opportunities are available to the Team member? What tasks or assignments offer challenges that would encourage the Team member to build his or her skills and acquire new knowledge? What other job functions might be appropriate given their transferable skills?

If you can't answer these questions, do more research before having your development conversation. If you haven't spent the time to uncover an Team member's skills, interests, and values, or sought the opportunities in your organization to match them, the development discussion may be unproductive and even frustrating for the Team member.
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Conduct discussion02
• Reiterate purpose & importance 

of discussion
• Clarify responsibilities
• Share your perceptions 
• Verify 
• Listen actively
• Talk about opportunities 

identified
• Discuss options & limitations
• Set expectations

Presenter
Presentation Notes
Next, you will conduct the discussion. When you begin the meeting, reiterate the purpose and importance of the discussion. Take some time to help the associate understand that you are interested in his or her success. 

Make sure your direct report understands that he or she is responsible for working with you to create a developmental plan—and for sticking to it. 

Next, share your perceptions about the associate's skills, interests, and values. Verify the accuracy of these assumptions and gather more information by asking pointed questions. Listen actively to his or her answers. 

Talk about the opportunities you've identified. Discuss the options—and limitations—within the associate's current job and the organization as a whole as they relate to the associate's skills, interests, and values. Don't create false expectations for promotions or other opportunities that may not materialize. 

This discussion will help you and your associate align on the skill(s) to be developed and the potential development action steps they can take to enhance their capabilities in these areas.
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Create development plan03

WHY

Goal

WHAT

Skills, 
Knowledge, 
Abilities to 

Develop

HOW

Actions 
to Take

Discuss & 
Agree

REVIEW TRACKWHEN

Monitor, 
Support & 

Adjust

Dates to 
Start and 

Gauge 
Progress

IMPLEMENT

Presenter
Presentation Notes
Creating a development plan for yourself or a associate doesn’t have to be complicated, but it does require communication and follow-through. Here’s a process that can help. (Use Associate roadmap on the register Corporate University if training is needed.)

First, identify the development goal. This is WHY the person needs to develop. 
For example, does the associate want to learn an advanced skill? Prepare for the next role? 
Then, determine WHAT needs to be developed 
What are the 1-2 most important areas to focus on. Then, what specific knowledge, skills, and abilities will the person need in those areas to move toward the goal?
Next, define the development actions to take. This is where the 70-20-10 model comes into play and it’s HOW the person will develop. 
What on-the-job activities or special assignments will help? Are there any actions that need to be stopped? Think about who can help coach, train, or provide feedback to the associate as well as any additional resources that will be needed.
Determine the timeframe. This is WHEN the plan will start , any milestone dates for specific development actions and when regular check-ins will occur between the associate and the manager.
Next, review the plan to make sure the associate understands and agrees with the actions and the timeframe. If it’s your plan, you’ll want to make sure you review the plan with your manager and gain his or her support.
Once the plan is implemented, it’s essential to have regular check-ins to discuss progress. 
Track and monitor their progress. Provide support and make adjustments as needed.
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Follow-up04
• Follow up with your associates to 

monitor their progress on a regular basis

• Scheduling periodic check-ins 

• This will ensure you are following 
through on your own commitment to 
the development process

Presenter
Presentation Notes
As we mentioned, scheduling periodic check-ins with the associate will help you determine if he or she needs additional training, coaching, or support. Likewise, it will ensure that you are following through on your own commitment to the development process.

Lack of follow-up is the #1 reason great development plans fail, so put a recurring reminder on your calendar to check-in with the associate.
If the associate is struggling, your job as a manager is to help them overcome obstacles by helping them think of alternatives or by connecting them to others who might be able to assist.
Ultimately, the associate needs to be committed to the plan. It interests, goals, and business needs change, the plan should be adjusted. 
As an organization, we do measure performance, but we do not formally measure development. For a plan to succeed, the associate needs to be committed to it and as a manager, you need to be available to support them along the way.







Include everyone in team opportunities

Determine who needs a specific individual plan

Follow-up and adjust as needed

Be proactive: “Own” your professional growth

Development Tips

Presenter
Presentation Notes
What tips do you have for developing yourself or your associates? Please enter any advice you’d offer to a new manager in the Questions box. 

Overall, here are the tips we suggest:
Include everyone in team development opportunities. Consider how you can use associates’ strengths to help one another.
Determine who on your team is interested in and ready for a bigger challenge by observing work and talking to them. Then, invest extra time in creating an individual development plan for them.
Be proactive and share your interests and development needs with your leadership.
Having a plan is only helpful if it can be implemented. Make sure you hold individuals accountable and provide the necessary support by following up on progress and adjusting the plan as their interests and the needs of the business change. The same goes for you: If you need help holding yourself accountable for your own development, then share your plan with others you trust who can offer feedback on whether it’s practical and schedule regular development check-ins with your manager.

{Read and comment on participants responses once entered.}




Action: Craft the Development Plan
What ideas do you have to develop your 
current associates in order to assist them in 
meeting their goals? 

Write in Participant Workbook and be sure to 
set a calendar date to discuss with your team.
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Presenter
Presentation Notes
Now that we have learned about creating a development plan, what steps can you take with each of your associates to craft a development plan for each of them? (Write these down in your workbook. These don’t need to be complete plans. Just a draft or list of ideas that you have to help implement with your team.)  
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