Manager’s Guide to Supporting Employee Development Plans

At COMPANY XYZ we emphasize that development planning is the responsibility of the employee. However, as a leader you have a key role in supporting your employees’ success. And remember, as your employees develop new skills, the work gets done faster and smarter. You’ll reap the benefits of employee development, too! 

There are several things you can do to support your employees as they create their development plans:
· Be a role model: Create your own development plan. It’s true: actions DO speak louder than words. Your employees look up to you. If you believe that development plans are important, then create one for yourself! You’ll gain valuable career and skill-building benefits, and you’ll also show your team that self-development is important at COMPANY XYZ. 
· Work with employees to develop a plan: Encourage employees to draft their development plan. Assist employees as needed to create the draft. They may need a hand outlining specific skills and action plans, and as a manager you’re in a terrific position to offer guidance and feedback. Once the plan is drafted, spend 30 minutes reviewing the plan and offering your candid feedback. During that half hour, you can:  offer feedback regarding the employee’s career, strengths and development opportunities; offer specific suggestions for development; let the employee know that you will follow up with them, continuing to offer feedback. 
· Recognize employees who create development plans: You may not have a large budget to reward employees who create and implement development plans. However, recognition goes a long way! Be sure to recognize and praise employees who are actively working on development plans. (Remember: recognition can be either public or private, depending on the employee’s preference.) Point out recent performance improvements. Help your employees see that their development is important to you.  

· Offer feedback: Your feedback is one of the most valuable resources you can offer an employee. Often, people don’t see themselves the way others see them. You can give an employee valuable insight on how you view their skill level. This opens up the conversation for improvement opportunities, and skill-building activities. For feedback to be helpful, be sure it is: 1. Specific. Offer examples to support your perspective. 2. Frequent. A little feedback once each week is actionable. An hour-long feedback session once each quarter isn’t. Grab a cup of coffee, or take five minutes each week to review their development. 3. Actionable. Tell the employee what you see them doing well, and what you would like to see different. Give specific feedback on what you would like changed. 
A successful feedback meeting covers these key points:

· Brief review of the employee’s development goals: confirm the skills being developed.
· Ask what’s going well, and what the employee is finding challenging. Problem-solve to enhance successes and remove barriers to skill-building.
· Review the employee’s achievements: what actions have been taken to build new skills, gather feedback, evaluate learning, and try new behaviors? What results are you and the employee noticing on the job?  
· Offer your own feedback: how do you see the employee’s skill level – is it improving, staying about the same? Offer specific examples to support your opinion. 
· Next steps: what actions does the employee commit to, to continue in his/her development? By when will these actions be complete? How can you assist the employee? When will you meet again to offer feedback and review progress? 
· Build a little extra time into an employee’s schedule: Few people learn while under the gun. Employees need a little extra time to develop. This includes the time to plan and execute development activities, and also the time to solicit feedback and improve skills. Managers must consider the time factor as they create employee performance goals.

· Reinforce new employee skills. Catch your employees doing it right! Give corrective feedback in private, but give praise publicly. Learning a new skill is challenging: be sure to reinforce your employees’ new behaviors as they gain new skills and knowledge. You don’t need to mention in public that the new skill is related to a development plan: just point out what’s going well. 
Notes:
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