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While it's true that managers play a role in professional development, it's important to
recognize that it's ultimately up to you to invest in yourself. We can't rely on organizations to
provide a thoughtful development process. Instead, each person needs to own their future. As
a manager, it's your responsibility to support growth and create an environment for successful
development. An Individual Development Plan is a great way to do just that.

This guide provides a step-by-step process for how to create an IDP along with a template to
track progress.
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Download the IDP template here: bit.ly/MM-IDP-Template

What role do I want to have in 3, 5, or 10 years?
What responsibilities or activities do I enjoy? How might those show up in a future role?
What lifestyle do I want? How might that impact my career choices?

To decide on your long-term goals or vision, ask yourself the following questions:

What challenges me in my current role?
What feedback have I received in past performance reviews?
What, if I were better at, would make my current situation more enjoyable or make me
more effective?

To decide on your short-term goals, ask yourself the following questions:

STEP ONE: DETERMINE YOUR GOALS

The heart of any solid plan is the goals. These goals provide direction by capturing your
vision of where you want to go.



Have a mix of short and long-term goals so that you get the excitement and momentum
of ‘quick wins’ and the benefits of moving towards your future vision.
If you aren’t clear on your long-term goals, do some research. Read job descriptions, 
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TIPS:

"It's on the individual to take
ownership over their own growth.
The manager can play an outsized
and critical role, but if the person
doesn't want to learn, even the

best boss can't make them."

interview individuals who have a job you may
be interested in to learn more about it, or
observe people in your aspirational role and
analyze what makes them great at their job.

If you aren’t clear on your short-term goals,
ask your manager or colleagues for
feedback, or inquire about what your
manager or company is looking for in high
performers. 
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Market-specific information such as insights into pain points of new parents
Regulations such as chemicals of concern listed by the US FDA
Industry-specific information such as how the health-care system works
Certifications such as Project Management certified
Processes such as how to develop new products from idea through prototype

Examples:

STEP TWO: TRANSLATE GOALS INTO KNOWLEDGE, SKILLS, AND
EXPERIENCES

Expand your goals, especially the long-term ones, by getting into the details. Occasionally,
even our short-term goals are composed of multiple aspects. Convert these goals into the
specific knowledge, skills and experiences needed to achieve them. 

KNOWLEDGE: WHAT INFORMATION DO YOU NEED TO KNOW?
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Competencies such as staying calm under pressure or influencing without authority  
Hard skills such as writing Java or using Photoshop
Languages such as speaking or reading Spanish
Soft skills such as giving constructive feedback or deep listening
Management skills such as leading effective meetings
Executive Functioning skills such a time management or goal persistence

Examples:

SKILLS: WHAT DO YOU NEED TO BE ABLE TO DO?

Leading a fully remote or global team
Implementing a new software or process across a team or company
Hiring or Firing a team member
Owning goals or budget for a team or department
Producing a major event
Closing a sale
Managing through a transition

Examples:

EXPERIENCES: WHAT REAL-LIFE EXPERIENCES DO YOU NEED TO HAVE?

When first brainstorming, put everything on the table. Don’t narrow your focus to only the
things you *dont* have. Instead, aim to create a full picture of everything it would take for
*anyone* to achieve that future vision.
Do a deep dive into your past work, volunteer and life experiences to determine what
skills, knowledge and experiences you already have. Then align these to the list you
generated for a specific goal.
Consider using tools such as Strengthsfinder, Sparketype, or Emotional Intelligence
assessments to help you better understand yourself.
Have between 1-3 focus areas at any time. More than 3 can feel overwhelming and slow
down progress, but limiting yourself to only 1 can feel deflating if it takes a long time to
achieve.

TIPS:
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STEP THREE: CREATE YOUR ACTION PLAN

Brainstorm various ways you can go about gaining the knowledge, skills and experiences
you’ve decided to focus on. Select the approaches that feel most promising and fit your
time / budget available. Add these actions to your IDP tracker along with the timeline for
completion. Remember, you can always try a different action or approach later.

Read articles or books
Listen to podcasts or audiobooks
Watch videos 
Practice a skill or behavior
Participate in an online or in-person
class / course
Hire a coach
Find a mentor
Enroll in a certification program

Examples:
Volunteer to take on specific responsibilities
at work or in your community
Ask your manager to help identify specific
opportunities
Join a networking group 
Attend a conference, workshop or seminar 
Investigate what professional development
support your organization currently offers
Enlist an accountability partner

Completion of a certification or course
Feedback from you boss or colleagues
Performed a skill at a benchmark level 
Experienced a specific situation
Able to recall information when needed

Examples of external metrics:

STEP FOUR: DECIDE ON METRICS

It’s important to know how you’ll measure success and know when you’ve achieved the
level of knowledge, skill or experience necessary. This way, you can turn your attention to
a new focus area or goal and continue your development journey.

You can set up external or internal metrics for each growth focus.

Confidence in yourself or your ability
Satisfaction with your level of proficiency
Efficiency when performing an action
Ease of performing an action
New habits in place
New mindset in place

Examples of internal metrics:
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Don’t worry about crafting SMART goals. Instead, use language that works for you. The
key is that these goals and metrics provide clarity on where you’re headed and inspire
you to take action.
If you’re not sure how to measure the ‘point of arrival’, ask your manager or colleagues
what they would expect to see from someone who has achieved that level of knowledge,
skill or experience. 

TIPS:

"Envisioning a long term career
aspiration gives you direction so

that you intentionally move toward
your dream role rather than feeling

at the whim of whatever
promotion you're offered or job

opportunity is available."

STEP FIVE: TAKE ACTION AND KEEP TRACK OF PROGRESS

An IDP is a living document that should be revisited regularly. Make it a regular part of your
professional journey.

Talk with your manager about your career aspirations and professional
development goals. Ask for their support in achieving them.

TIPS:

Block time on your calendar each month
or quarter to check in on your progress
and update your IDP. Use this time to
reflect on how you’ve grown, what actions
you’ve accomplished and what new
actions you want to take on in support of
your growth.
Block time on your calendar or add a task
to your to-do list each week that supports
your professional development.
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STEP SIX: SUPPORT YOUR TEAM MEMBERS ON THEIR PROFESSIONAL
JOURNEY

Encourage each of your team members to create and implement their Individual
Development plan using the approach in this guide. 

Introduce the idea of an IDP by sharing the podcast, blog article, or communicating the
concept in your own words.
Encourage each person to create their own IDP using the approach outlined in this
guide. Support them along the way by:

Giving feedback or guidance on areas you see as opportunities for growth in their
current role and based on their future aspirations.
Brainstorming with them on the knowledge, skills, and experiences they may want
to gain.
Brainstorming actions, metrics and ways you can support them to achieve their
growth goals.

Incorporate progress tracking for their IDP into your monthly or quarterly 1-1s.

1.

2.

a.

b.

c.

3.

Actively seek opportunities that can help your team members advance their professional
development. This may mean asking your manager about opportunities coming down the
pike or connecting with other managers about opportunities within their domain.
Familiarize yourself with what your organization offers in support of professional
development so you can pass this along to your team members. Advocate when
necessary for additional supports like budget or time off to attend events.
Give real-time feedback - both critical and praise - so your team members can see where
they (continue to) struggle and where progress is made. Be as specific as possible and
connect the feedback to their growth goals when applicable.
If a team member isn’t interested in creating an IDP or owning their professional growth,
that's OK. Continue to support them to improve in their current role as needed and
explore the idea again in the future. We all move through phases of life where our energy
for investing in our growth is amplified and other times when it’s diminished.

TIPS:


