The People Development Process

An Overview

History

In February, 2002, President William E. Troutt announced the formation of the People Development Process Committee and described its purpose: 

To help every employee be the best that he/she can be for Rhodes to be the best it can be. 

In March 2002, the committee surveyed staff to gain a deeper understanding about how we perceive employee development. Review of the survey results enabled the People Development Process Committee to pursue an employee development model that addresses the needs of Rhodes staff. Overwhelmingly, the survey results highlighted the need for regular feedback (at least annually) and flexibility in timing and format of the formal development process.

The People Development Process is based on these principles
· A shared understanding between the supervisor and the employee of

· job responsibilities

· performance standards

· performance level

· Highly interactive, with employee and supervisor invested in the outcome
· Every supervisor is expected to champion employee development

· Every employee is responsible for his/her own development
· Insight into employee effectiveness derived from honest and open feedback from a variety of sources 

Core Values in the Feedback Process
Rhodes’ core values are truth, loyalty and service. These words can be found on the College seal as far back as 1870. In 1922, President Diehl explained the values expressed on the College seal to the student body:

If the principles set forth in this seal are followed and lived up to success is sure to follow. Truth, loyalty and service include so much that one cannot account for with a pen, but if put into practice, these principles will show the way to success and happiness.

Over the years, students, faculty and staff have lived by these values to build Rhodes into the outstanding institution it is today. The basic principles of the People Development Process are derived from truth, loyalty and service. In our jobs, we demonstrate truth, loyalty and service by identifying those people who depend on our performance, seeking feedback from those people and refining our work in response. By adhering to the College’s core values the People Development Process aims to help every employee be the best that he/she can be for Rhodes to be the best it can be.  
Staff Success Factors
The College’s core values of truth, loyalty and service are the basis for establishing the Staff Success Factors in the People Development Process:

· Service - to people inside and outside the College;

· Teamwork – work effectively with colleagues from all levels and backgrounds;

· Communication – address key issues and share important information quickly and effectively.

Division and Department Success Factors
In addition to Staff Success Factors, each department or function should add other factors important to success in each position or group of positions. “Important” is the key word and the number should be limited.

Timing
Workloads for different divisions/departments vary significantly. Therefore, each division/department will establish its own timetable for completing the People Development Process for its employees and should contact Human Resources once the timetable is determined. This process will be conducted at a minimum of one time per year with each employee. The People Development Process will begin July 1, 2003. 

An Overview of the Process
The development process involves these three steps:

· The employee and supervisor meet to review the current job description and modify the job description, if necessary; they jointly determine the key characteristics of successful performance;

· The employee and supervisor complete the Performance Development Foundation for the current period;

· Based on the Performance Development Foundation and work priorities for the next period, employee and supervisor draft the Employee Development Plan. Employee and supervisor agree on a timetable to review progress toward each goal.

The People Development Process

Instructions

1. Job Description Review
· Prior to meeting with the employee, the supervisor will request an electronic copy of the employee’s job description from Human Resources.
· The supervisor will then forward the job description to the employee.
· At the beginning of the meeting, the employee and supervisor will review the job description together.
· If no changes are necessary, the supervisor will inform Human Resources that no changes were made.
· If revisions to the job description are proposed, subsequent to the meeting, the employee will make the necessary changes to the job description.
· The revised job description will be forwarded to the supervisor, who will submit it to the appropriate Dean.
· After approval from the Dean is obtained, the supervisor will submit the revised job description to the Director of Human Resources for approval.
2. Obtaining Feedback from a Variety of Sources
The supervisor and employee will cultivate a manageable list of people who can provide feedback on the employee’s work. This feedback will form the basis for evaluating the Staff Success Factors, and for determining goals for the employee’s development. The list of people should be recorded on the Employee Development Plan.

· Feedback can come from particular individuals (for example, the Bursar) or groups of people (for example, patrons of the library or people who request repairs).
· Feedback should be sought on an ongoing basis.

· How feedback is sought should be determined by each department.
· Examples of feedback include written satisfaction surveys, or conversations with the people we serve (for example, students, faculty, staff, alumni or other constituents).

· In completing the Employee Development Foundation, the employee and supervisor may find insufficient support for evaluating the Staff Success Factors. If this is the case, a feedback plan or skills in seeking feedback may be incorporated as a goal on the Employee Development Plan.

3. Performance Development Foundation
This document can be found in the Human Resources section on the College’s web site. Each division or department must define the “Staff Success Factors” for their area. This will assist the employee in understanding the division or departmental goals and help the employee know his/her role in achieving these goals. The completed People Development Foundation form will then be forwarded to Human Resources. Below are examples of each “Staff Success Factor:”
A.
Service – To people inside and outside the College:
· Each person we work with deserves our best efforts.
· All job activities advance the College’s goals toward excellence – goals for the College to be the best it can be.
· Exhibits behavior that assures the customer that his or her well-being is of prime concern.
· Acknowledges all problems and complaints, and attempts to resolve them immediately whenever possible.
· Performs all duties in a courteous and prompt manner, while displaying a professional appearance.
· Outwardly displays a positive, helpful attitude no matter how demanding or inconvenient requests might seem.
· Seeks feedback from colleagues in and out of the institution. 
B. Teamwork – Work effectively with colleagues from all levels and backgrounds:
· Builds trust with co-workers across organizational and functional boundaries.
· Participates willingly and supports team decisions.
· Speaks about others in positive terms, and openly acknowledges others’ contributions to success.
· Offers assistance to others and feels free to ask for assistance from others.
· Shows respect for others, values their contributions.
· Promotes a culture of teamwork that balances individual initiative with team accomplishments.

C. Communication – Address key issues and share important information quickly and effectively:
· Listens attentively to others’ perspectives and ideas without interrupting.
· Ensures understanding and commitment to ideas and decisions.
· Shares information in a clear and concise manner.
· Acknowledges and addresses problems and issues in an honest, non-judgmental way.
· Encourages others to express their ideas and opinions openly and candidly.
· Demonstrates sensitivity to the concerns and viewpoints of others and responds appropriately.
D. Division/Departmental Success Factors
In addition to the Staff Success Factors, each division or department should add other factors that are important to success in each position or group of positions. These factors should be limited to those that are considered the most important in achieving the goals of the division or department. Each division or department will be responsible for selecting and defining the Division/Departmental Success Factors. Examples of Division/Departmental Success Factors are included in the Frequently Asked Questions section of this packet.
4. Employee Development Plan
· This document can be found in the Human Resources section on the College’s web site. Prior to meeting with the supervisor, the employee will list the sources for feedback and his/her goals and training needs on The Employee Development Plan.
· Persons listed as sources are not expected to complete a formal Performance Development Foundation Form for the employee. The employee and supervisor should determine appropriate methods for gathering feedback.
· During the meeting, the employee and supervisor will review the Employee Development Plan together. The plan should be manageable and focused on priorities.
· If no changes are necessary, the supervisor will forward the Employee Development Plan to Human Resources. 
· If revisions are necessary as a result of the review with the supervisor, following the meeting, the employee will make the necessary changes to the Employee Development Plan. 
· The completed Employee Development Plan will be returned to the supervisor, who will forward the revised Employee Development Plan to Human Resources.
Performance Development Foundation

Academic Year:_________
To help every employee be the best that he/she can be for Rhodes to be the best it can be.

	Date:
	

	Staff Member:
	

	Title:
	


Job Description Review. 

1. The supervisor and employee will review the job description following the guidelines outlined in the instruction section.

2. Please indicate which action was taken:

	
	No revisions were made to the job description.

	
	Revisions were made to the job description and will be submitted to the appropriate Dean and subsequently to Human Resources for approval.


Performance Development Foundation. For Rhodes to maintain excellence, the following are important measures of success. Supervisor, please summarize your overall observations about the individual’s contribution both to the department and to Rhodes as a whole. Where performance does not meet expectations, the supervisor and employee must form a plan to enhance employee performance and record this in the Employee Development Plan in addition to other goals. 

	Area of Importance
	Exceeds
 Expectations
	Meets
 Expectations
	Does Not Meet Expectations 

	Staff Success Factors
(as defined by the division)
	
	
	

	· Service – To people inside and outside the College
 
	
	
	

	· Teamwork – Work effectively with colleagues from all levels and backgrounds 
	
	
	

	· Communication – Address key issues and share important information quickly and effectively
	
	
	

	Division/Department / Individual Factors


	
	
	

	· 
	
	
	

	· 
	
	
	

	· 
	
	
	

	· 
	
	
	


Additional Comments:

________________________________________________________________________________________________________

________________________________________________________________________________________________________

Employee Development Plan

Academic Year: _________
Please record the sources for feedback regarding the Staff Success Factors:

	Goals
	Assignments and Responsibilities
	Timing

	
	
	

	
	
	

	
	
	

	Training Needs
	Training Sources
	Timing 

	
	
	

	
	
	

	
	
	


Signatures: I have participated in and received a copy of both my Performance Development Foundation and Employee Development Plan:

Employee


Date



Supervisor


Date



 Suggestions for Obtaining and Receiving Feedback
· Start with something positive, rather than with something negative, focusing primarily on the areas that need improvement. Remember to reinforce good performance.

· Support your comments with facts. Talk about observable performance rather than speaking vaguely and judging performance on inferences or assumptions.

· Be candid, honest and fair instead of confrontational.

· Have an open mind rather than thinking your opinion is the only one that matters.

· Listen instead of doing all the talking.

· Have ongoing informal discussions throughout the year.
· Continually seek input from the people with whom you work regarding the service they receive.
· Use “we” to stress teamwork.

· Feedback should be FAST: frequent, accurate, specific, and timely.
Conducting a Successful Meeting
Tips for the Supervisor and Employee
Prepare

· Set aside enough time to complete the meeting in one session, rather than fitting the session in between two important meetings with the chance of having it interrupted. 
· Consider performance and development over the entire year, rather than focusing only on recent happenings or rehashing issues from the deep, dark past.

· Come to the meeting prepared to discuss suggested enhancement of performance.

Keep an Open Mind

· Focus on how to improve rather than on past mistakes.

· Listen.

· Give feedback thoughtfully.

· Receive feedback graciously. It may help you become more effective.

· Ask questions.

Tips for Goal Setting

· Keep goals concise, measurable and realistic.
· Aim for growth and not for perfection.
· Be specific about what resources are necessary to meet a particular goal.
· Describe goals in a positive manner rather than negative actions.

· Determine what assistance is needed from colleagues, including the supervisor, to achieve these goals.
· Set a reasonable timeframe to achieve these goals.
· Participate in goal setting together.
Topics for Reflection Prior to the Meeting

· What are the main priorities of the employee’s job?

· Does the job description need revision?

· Formulate specific insights on the employee’s performance.
· What are possible goals for the employee’s development?
Frequently Asked Questions

About the People Development Process

	Q:
	Why are we implementing the People Development Process?

	A:
	To cultivate an environment in which employees are learning from each other and continuously seeking enhancement of their work.


	Q:
	Does the process affect my pay?

	A:
	No, the People Development Process is not used to calculate adjustments in pay.


	Q:
	How often should I formally meet with my supervisor to update my development plan?

	A:
	At a minimum, each employee should meet with their supervisor once a year. At the discretion of the applicable Dean or Director, some divisions/departments may choose to meet more often. Informally, each employee should continually seek input regarding how services can be enhanced.


	Q:
	When should the Performance Development Foundation and Employee Development Plan occur?

	A:
	The Performance Development Foundation and Employee Development Plan may occur at any point during the fiscal year (July 1 – June 30). Because the workloads for the different divisions/department vary significantly during the course of the year, there is not a campus-wide timetable for completing the documents. Each division/department will determine its timetable based on their work schedule and notify Human Resources.


	Q:
	Who initiates the process?

	A:
	It should be a collaborative effort between the employee and his/her supervisor. However, employees should be proactive in contacting their supervisor about scheduling a meeting.


	Q:
	Where are the completed employee development documents maintained?

	A:
	The employee, the supervisor and the Human Resources Office each retain a copy.


Rhodes Vision

Rhodes College aspires to graduate students with a life-long passion for learning, a compassion for others, and the ability to translate academic study and personal concern into effective leadership and action in their communities and the world.

We will achieve our aspiration through four strategic imperatives:

1. To attract and retain a talented, diverse student body and engage these students in a challenging, inclusive and culturally-broadening experience.

2. To ensure our faculty and staff have the talent, the time and the resources to inspire and involve our students in meaningful study, research and service.

3. To enhance student opportunities for learning in Memphis.

4. To provide a residential place of learning that inspires integrity and high achievement through its beauty, its emphasis on values, its Presbyterian history, and its heritage as a leader in the liberal arts and sciences.

Adopted by the Rhodes Board of Trustees

January 17, 2003
“Realizing that the good is ever the enemy of the best, we did not seek merely the good, but the best.”

 Charles E. Diehl, 1917-1948.
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