SUPERVISOR’S GUIDE TO

INDIVIDUAL DEVELOPMENT PLANNING

Introduction

As rapid change continues to affect GSFC and its workforce, employees and their supervisors are coming to grips with issues involving career planning and human resources utilization.  Some individuals are being asked (or encouraged) to acquire new skills and “refocus” their careers.  Supervisors and managers are being asked to fully utilize their existing employees, which requires more coaching and mentoring on their part.

This Guide is designed to help supervisors achieve a “vital and effective workforce” through a strong human resources development approach.  Consequently, supervisors will be better able to assist their employees with their individual development planning.

It would be helpful for supervisors to refer to the accompanying “Employee Guide to Individual Development Planning” for an understanding of  relevant questions and issues facing employees as they plan their development.  The process used in both guides is designed to culminate in a useful Individual Development Plan (IDP) for the employee that the supervisor is committed to support.

The following pages contain an outline of a four-step human resources development process, with  follow-up worksheets for each step.  The worksheets for Step 2A and 2B are intended to be copied so that they can be completed on individual employees.

For further assistance, contact Gary Dzurec at x6-8851.
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QUOTES ABOUT CHANGE
“Plan for the future.  People who stay in the present will be in the past.”

Abraham Lincoln
“Our moral responsibility is not to stop the future, but to shape it...to channel our destiny in humane directions and to ease the trauma of transitions.”

Alvin Toffler

“The fates guide those who go willingly; those who do not, they drag.”

Seneca
“Career: No longer a trip, but rather a journey.”

William Bridges, 

Surviving Corporate Transition
“Much of the work that Goddard will be doing will be very similar to the kind of work we have done in the past, but the manner in which we accomplish that work will be very different and will require different skills than those we now have on Center.”

Joseph H. Rothenberg, 

Draft 1996 Goddard Strategic Plan
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HUMAN RESOURCES DEVELOPMENT PROCESS FOR SUPERVISORS

Step 1:  Organizational Assessment

· What are changes/new requirements for future work?  What resources are available?

· Around GSFC

· Within your Directorate

Step 2:  Individual Assessment

· How does each individual employee match up to changing needs of the organization?

· Assess individual’s skills/competencies

· Assess individual’s job/career satisfaction

Step 3:  Select Appropriate Coaching Strategy


What is primary issue or concern of employee?


What is most effective coaching strategy?

Step 4:  Create Individual Development Plan (IDP)


What are short-term goals?


What are long-term goals?


What can employee do in next year to achieve goals?
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HUMAN RESOURCES DEVELOPMENT PROCESS FOR SUPERVISORS


Worksheets
Step 1.
Assess the Needs of the Organization
Key Questions:
What changes are occurring, or will occur in your directorate and across the Center (e. g., 
strategic planning, reengineering, budget changes, full-cost accounting)?

How will the work of your lab/branch be affected?

What new projects, missions, tasks or duties will your lab/branch have?

What current work will be reduced or eliminated all together?

What current work will be retained?

What processes are likely to change?

How will staffing levels be affected regarding civil servants?  Contractor support?

How will your lab/branch’s core competencies need to change?

What new skills or expertise will your lab/branch need?  

What current skills or expertise will no longer be needed?
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Step 2A:
Assess Individual Skills/Competencies WORKSHEET

Employee’s Name:


Position:



Date:
Key Questions:
What are employee’s strength?  Weaknesses?

How will employee’s job change in the near future? 

 Long-term?

How will it not change?

What new duties/responsibilities will require employee to upgrade or acquire new skills/expertise?
What current skills/expertise will be utilized less?
Where else on Center can they be utilized?
What does employee need to do to improve current job performance?
How feasible is it for employee to be re-trained for other jobs on Center?

How open is the individual to employment opportunities outside of Goddard?
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Step 2B:
Assess Individual’s Job/Career Satisfaction WORKSHEET


Employee”s Name:



Position:



Date:

Key Questions:
How satisfied is employee with current job?

Is the present job challenging?  Motivating?

What are the employee’s career motivators?  What does the employee value in his/her job and career?

1.)  Power, achievement, status, upward mobility?

2.)  Recognition among peers, expertise, professional security and identity?

3.)  Creativity, personal growth, mentoring others, building on past skills,  experience?

4.)  Change, variety, autonomy, independence?

Will the job continue to challenge and motivate if it doesn’t change?  If  it does change?

Is employee ready for something new and different -- more challenging?


How is employee’s job performance?

For employees who are ready for a change:

What are the specific issues, problems or concerns for this employee?

Can the current or future work of your lab/branch provide what employee desires?

Where else can employee find what he/she wants?  

What are the opportunities around the Center?

How does employee feel about his/her career at this point?

How will employee’s career be affected by the changes occurring at GSFC?

How can employee best prepare to take advantage of opportunities resulting from 
these changes?

Is this a good time for employee to re-think his/her career and plan some changes?
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Step 3:

Select Appropriate Coaching Strategy
Key Questions:
What is the primary issue or concern for each employee at this time?

What coaching strategy would be most effective (see attached)?

What resources are available to assist you and the employee (see attached)?

Step 4: 
Create an Individual Development Plan (IDP)
Key Questions:
Has employee ever had an IDP?

How familiar is he/she with the process of creating an IDP?

What assistance might be necessary?

What information does employee need to do a plan?

How can it be obtained?  Where?  From whom?

What might prevent employee from implementing the plan successfully?

What might prevent you from supporting the plan?
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COACHING STRATEGIES FOR SUPERVISORS

Employee Issue


Coaching Strategy






GSFC Resources/Support
Job performance needs

Give feedback, analyze performance problem:






to improve



-- If lack of skill/knowledge - provide training;


On-site & off-site training

-- If lack of motivation - provide incentives, rewards, or 

Awards program

    disincentives;

-- If obstacles in work environment or poor processes -

Process improvement training

    remove obstacles or improve processes.



and consultation

Job performance is good

Maintain good performance:







-- Reward, recognize, give feedback




Awards program

-- Enhance, broaden skills, expertise




On-site & off-site training














Academic programs

Job is changing, evolving

Identify gaps in skills/knowledge;




On-site & off-site training

provide training, developmental assignments

Job is becoming obsolete

Help identify other positions on center;



Re-Focus Opportunities, 

re-tool employee with needed skills.




Personnel Management 

Specialist (PMS), training

Employee has “topped out”,

Help identify options, provide development



PMS, rotational assignments, 

wants promotion or job change









training, academic programs,














career counselor, career














management courses
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Employee has “burned out” from
Relieve pressure by off-loading




Employee Assistance

overwork; exhaustion


some duties; consider fresh assignments;



Program; sabbaticals

encourage time off; refer to EAP

Employee wants to broaden skills,
Help identify areas of interest; provide



PMS, training, academic

expertise to be more flexible for
training & development.





programs

future moves

Employee wants to change

Help identify areas of interest





PMS, career counselor,

careers













career management courses









Employee wants to leave GSFC
Refer employee to CTAP





Career Transition Assistance

Program

Employee wants to retire

Help identify options for retirement




Pre-retirement Planning 

Seminar

Retirement Counselor
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CAREER CONCEPT COACHING TECHNIQUES

Career Concept/Motivators


Issue





Strategies
Linears -- power, achievement

Lack of upward mobility


Assign as Group Leader

Task force assignments

Short-term projects

Steady States -- expertise, security

Job obsolescence



Encourage to re-direct expertise

Staying current in state of field

Goddard Fellows

Involvement in own science vs.

PI status

company business



IPA’s

Long-term, specialized assignments

Graduate Study programs

Professional conferences

Spirals -- personal growth, nurturance
Flexibility




Assign as mentor

Directorate’s willingness to let go

Cross-training

of individual, or trade



Rotational job assignments

Identifying new opportunities


Job enrichment

Task force assignments

Transitories -- change, independence

Directorate’s willingness to let go

Assign to high change areas

of individual, or trade



Start-up, creative short-term assignments

IPA’s

Facilitate moves

Variety in assignments
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The Individual Development Plan
To the extent that any of your employee’s career goals involve acquiring some new skills or expertise, an Individual Development Plan (IDP) will be very helpful.  Using the attached IDP form, the employee should begin drafting a plan by incorporating the goals he/she formulated on the “Goal Development WORKSHEET” and the relevent actions from the “Method for Taking Action WORKSHEET”  in the Employee’s Guide to Individual Development Planning.  In selecting actions,  a balance should be achieved  between formal training activities (e. g., courses, seminars) and other kinds of learning experiences (e. g., work assignments, books).  Also, realistic timeframes for completing these actions should be included.

The Supervisor’s Role

The supervisor is in an excellent position to support the employee’s  development in several ways.  He or she can:

Give feedback on performance in the current job and identify strengths and areas for improvement.

Act as a mentor and coach.

Represent the organization’s needs, goals and opportunities.

Let the employee know what is happening around GSFC.

Help assess advancement potential and qualifications for other positions.

Act as a resource and referral for exploring options.

Support training and development (if related to GSFC’s mission) with time for 
training and funding.

Realistically, the supervisor may not be able to support the employee very much if his/her goals are to leave GSFC and work elsewhere.  However, the more closely his/her goals are linked to those of GSFC, the more valuable a resource the supervisor can be in  career planning.

-  11  -


INDIVIDUAL DEVELOPMENT PLAN
Name:




Current 


Code:



Date:




Position:
Goals




Actions



Completion









Dates
------------------------------------------------------------------------------------------------------------

First Year:
------------------------------------------------------------------------------------------------------------

Second Year:
------------------------------------------------------------------------------------------------------------

Third Year:
--------------------------------------------------        ----------------------------------------------------

Employee Signature and Date: (Optional)
   Supervisor Signature and Date: (Optional)

