Shoeing the
Cobbler's Children

Often so concerned about the development of others, training
and development practitioners have a tendency to forget about

their own needs in this area.

BEVERLY MILLSNOVOA, BARRY M. FARRELL and

NANCY E. ROBBINS

he core of the training and

development practitioner's job is

assessing the development needs
of employees, providing the resources for
addressing those needs, and anticipating
future needs. But while were busy taking
care of everybody else, who's taking care
of our professional training and develop-
ment needs? When was the last time most
of us assessed our strengths and develop-
ment needs and implemented a devel op-
ment plan? In most cases were the prover-
bia cobbler's children, running barefoot
through the organization.

But we're not completely without shoes.
Modelsfor Excellence, developed by Patricia
McLagan for the American Society for
Training and Development, isan excellent
competency model which, unfortunately,
many of us have not applied in our own
professional lives. \See McLagansarticle on
pivfessional development on page xx of this
issue—Ed. | Maybe what we need most is
a systematic way to translate the com-
petency model into practice. The ap-
proach outlined below consists of five
steps: identification of development objec-
tives, job analysis, self-evaluation, input
from other sources, and development
planning.

Identify development
objectives

The first step in the competency model
is identifying your specific development
objectives. Just as objectives guide the
development of a training course, they
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should also guide your
development.

Questions you might ask in determin-
ing and ranking your development objec-
tives are listed in Figure 1 You may, of
course, have other objectives. But the
most important thing to keep in mind is
that you need to specify and rank these ob-
jectives so they can guide your develop-
ment process.

personal

Do ajob analysis
After you specify your objectives, you
need to understand where you've been and
where you are now. You can accomplish
this by performing a self-directed analysis
of your current and past work experiences.
Job analysis in the context of self-

assessment and development planning
provides the basis for comparing your
competencies with those required for ef-
fective performance in acurrent or future
job. You could use the list of 15 roles and
critical outputs described in Modelsfor Ex-
cellence to identify and rank the roles you
have performed in your present and past
jobs.

Once you have determined the rolesyou
have performed, you can look at the com-
petencies related to these roles. Profiling
your current and past jobs in terms of the
competencies needed to perform major
work roles provides a solid framework for
understanding your current competency
levels.

You can also use this process to analyze
a future or ideal job. You can "build" an
idealjob by putting together the roles most
suited to your interests and talents. You
also could analyze an actual job by gather-
ing information from people who are
familiar with the job.

After developing these "job profiles," you
can use them in anumber of ways depend-
ing on your particular development objec-
tives. Training and development practi-
tioners who want to improve current job
performance can use the critical com-
petencies identified through this job
analysisto guide the next three steps of the
development planning process. Practi-
tioners seeking advancement and people

Figure 1—Sample questions for determining development objectives

For training and development practitioners:

« What can | do to improve my current job performance?
« What do | need to do to stay abreast of changing job requirements?
¢ What should | do to improve myself for futurejobs?

For students:

¢ How interested am | in becoming a training and development professional ?
¢ What should | study to prepare myself for the training and development

field?

« What work internship experiences would best prepare me to be a training

and development practitioner?

For the human resource professional interested in the training and develop-

ment field:

¢ How well would the training and development profession meet my career

needs and interests?

« How transferable are my current competencies to the training and develop-

ment field?

¢ What do | need to do to become a strong candidate for training and

development positions?
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interested in entering the training and
development field can compare the com-
petencies required by their current and
past jobs with those required for a future
or ideal job.

Evaluate your self
The foundation for effective develop-
ment planning isreliable and valid assess-
ment of your current knowledge and skill
levels. Making accurate conclusions about
your training and development needs is
directly related to how well you evaluate
your competencies. A natural starting
point for identifying your strengths and
weaknesses is self-evaluation.
Self-evaluation is nothing more than a
structured procedure for taking a good,
close look at yourself. Before you do
anything else, you need to sit down and
ask yourself what you can and cannot do.
The key to effective self-evaluation isa
structured framework for gathering,
organizing, and interpreting information
about yourself. A framework already exists
in Modelsfor Excellence, which defines the
competency requirements for major roles
in the training and development field.
Begin your self-evaluation by ranking
competencies and eliminating those of
minimal concern. Each competency's im-
portance depends on your objectives and
the results of your job analysis performed
earlier. Focusing your attention on key
competencies will help you target your
assessment in the most significant areas.
After you identify your critical com-
petencies, you are in agood position to
rate yourself on them. You might want to
use the rating scales provided in Model sfor
Excellence. The scales include behavioral
anchors to help you determine your com-
petency levels—for example basic, in-
termediate, or advanced levels. Your
honest and conscientious self-ratings
should result in acompetency profilethat
specifies where your strengths and
development needs lie. Keep in mind that
the ald cliche of "you only get out what you
put in" realy applies to self-assessment.
Be aware that there are innumerable
problemsin rating yourself. One of the big-
gest problems is the "halo" effect: the
tendency to give yoursdlf high ratingsin dl
areas because your overal rating of
yourself ishigh. It's very unusual for aper-
son to be highly competent at everything,
so don't fal into the trap of letting a
generally favorable self-image bias your
judgment in specific areas.
A good rule of thumb in testing the ac-
curacy of your competency ratings is
documenting past accomplishments that

demonstrate your claimed performance
levels. This might seem laborious at first,
but such documentation will help you
avoid inflating—or deflating—your true
competency levels, lending greater
credibility to self-evaluation.

Get input from other sources

The next step alows you to verify your
self-assessment through "externa" infor-
mation sources. Of course the extent to
which you use these sources will depend
on a number of factors, such as their
availability and your time constraints.

One objectiveway to confirm your self-
evaluation istakingjob knowledgetestsin
relevant subject matter areas. Although
finding tests on training and development
theory and practices may seem next to im-
possible, alittle digging might yield some
results. Possible test sources include col-
leges and universities that offer training
and development programs, test publish-
ers, and training and development depart-
ments in large companies. Test results can
contribute significantly to verifying your
self-perceptions or can alter inaccurate
assessments of your competencies.

You can perform amore detailed evalua-
tion of your key competencies by having
others observe you on your current job.
Suppose you want to determine what your
level of expertise is for "Group Process
Skills. Ydu could ask your manager and a
couple of colleagues to pay particular at-
tention to your work behavior in this area
over aperiod of time. You should provide
these people with some guidelines-easily
derived from Models for Excellence—hi
making observations; this will enhance the
reliability of their evaluations. After your
chosen observers have had sufficient op-
portunity to seeyou in relevant work situa-
tions, they can assess your performance
and back up their evaluations with specific
behavior examples.

The most important thing to remember
when verifying your own self-assessment
isto obtain information about your knowl-
edge and skill levels from as many sources
as possible. These multiple evaluations
help ensure the accuracy and utility of
development planning conclusions.

Design a development plan
Vdid information about your competen-
cies is useless unless you apply the infor-
mation you glean in satisfying training and
development needs. The basic goal of
development planning isto help you gain
the knowledge, skills, and experience
needed to performyour currentjob more
effectively and to prepare you for assum-

ing the responsibilities of futurejobs.

An important step in development plan-
ning is documenting the competencies
targeted for your development. Use your
specific development objectives and the
information you obtained through job
analysis and competency evaluation to
help you select up to three competencies
that you will attempt to develop. More
than three development objectives are un-
manageable for most people.

For each target competency, develop an
action plan that describes what you intend
to do and atimetable for improving your
expertise. Refer back to the critical out-
puts related to each competency; use
them to specify how you plan to
demonstrate increased expertise in the
target competency areas once you have
fully implemented your development plan.
It's also a good idea to perform regular
progress checks to review your develop-
ment plan and chart your progress against
development objectives. Last, but not
least, initiate discussions regarding your
development plan with your present
manager and afew carefully selected men-
tors, advisors, job experts, or ardent
supporters.

A critical part of the development plan-
ning process is determining the kinds of
development activities most effectivefor
your given development needs, preferred
learning style, and work or school situa-
tion. Since the most useful learning often
occurs on the job itself, you should view
the work setting asaprimary opportunity
for professional development. On-the-job
training activities in which you seek and
receive constructive feedback can be ex-
tremely useful in building competency ex-
pertise. You, or someone you know with
expertise in a given competency, can
create your own set of activities for each
target competency in your development
plan. Your company may even have some
resources. For example, Control Data
Business Advisors, of Minneapolis, pro-
vides their Employee Development Manual,
which suggests on-the-job activities
designed to increase employees' expertise
in given competencies.

The publications and services offered
through membership in ASTD aso arein-
valuable development resources. Among
these resources are the Resource Center
and Member Information Exchange,
books, cassettes, videotapes, and other
publications and resources.

There are ahost of other resources for
professional development currently
available, taking the form of flyers for
courses, books, cassettes, on-the-job ac-
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tivities, and the like. Organizing these
resources according to the competencies
listed in Models for Excellence provides a
guite for furare deveduprment plenning for
yourself and for colleagues.

The networking that occurs at both
loca and national ASTD meetings pro-
vides an ideal opportunity for gathering in-
formation about development activities for
given competency areas. Local chapters
could even formalize thistype of resource-
sharing and publish an actual development
guide that lists development activities
suited to each of the 31 competencies
listed in Modelsfor Excellence. You can be
as creative with your professional devel op-
ment as your imagination, budget, and
time allow.

Put it all together

With dl the barriers to receiving train-
ing and development in organizations-
such as budget constraints, lack of time,
little management support, and hard-to-
find information on development
resources—it's no wonder that many of us |
ask how we can afford the time and effort
required for development planning and its
implementation. But how can we afford not
to expend the time and energy when to-
day's dynamic business environment is
characterized by a phenomenal rate of
technological change for which we must
prepare employees?

Models for Excellence, coupled with a
systematic approach to development plan-
ning, can help us maximize our current
performance while preparing us to meet
tomorrow's demands. The cobbler's
children need not run barefoot. All we
have to do is practice what we preach —
and then preach what we practice.

Models of Excellence isavailablefrom the
ASTD Publishing Service. Order Code:
MCME. $43 fer ASTD Natioral membkers,
$65 for nonmembers, plus $1.75for shipping
and handling. To order, contact ASTD
Publishing Service, P.O. Box 4856, Hampden
Sation, Baltimore, MD 21211 or call
703/683-8129. w\
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Some Interest in Training!

DEL TAK'snew Lunchtime Theatr e program gives you top-quality
employee development videos featuring nationally recognized
speakers— plus all thetocfls you'll need to generateinteresyand
enthudasm for thetraining.

¢ Dr. Ken Blanchard in The One
Minute Manager
¢ John Houseman in Brain

The Speakers
More than 50 videotapes, each
designed to be shown in alunch

hour, featurerenowned speakers Power
addressing important issues: * and more
* Tom Brokaw in lacocca: An
American Profile The/Promotion

Tomjptersin A Passion for iplete "promotion kit" is

llence rs freeand includes:
= Walter Cronkite in Team e AT X 227 glossy posters
Excellence A "mini marquee" pocket

Mark McCormack in What
They Don't Teach You At
Harvard Business School

holder for easily displaying
current attractions and
updating new ones

A packet of program insert
sheets for planning and
customizing your lunchtime
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A Subsidiary of National Education Corporation
LuncWin* ™™

Send for your free promotion kit: To get ycﬁ)r kit, andﬂkfeza"rn more about
Lunchtime Theatre, mail this coupon today-

Title:

Company Name:
Address:
City/State/Zip:

No. of Employees: Phone:

Return to: DELTAK Training Corp., East-West Technological Center
1751 West Diehl Road, Naperville, IL 60540-9075
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