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	Management Development Needs Assessment

	Find the few skills worth developing next



There are 47 tasks. Two ratings each. This exercise takes about twenty minutes, and it will assist you in identifying where to invest time and attention this quarter.
Management development should be intentional and ongoing. Don’t pick the training or focus before you know what needs to change. This assessment will help answer that question. You'll rate every management task listed, and simple math will surface the handful of items that deserve your time.
Rate honestly. Nobody is grading you. If you're doing this alongside a supervisor or a coach, rate separately first and compare after. The gaps between your answers and theirs are usually the most useful part of the exercise.
HOW THE 47 TASKS ARE ORGANIZED
The tasks sit in seven categories under the three phases of leadership. Your results point to a phase, the phase points to a category, and the category points to the task you choose to work on.
	Leading Self
	Self-Management and Feedback (6)

	Leading People
	Staffing and Hiring (6)  ·  Coaching and Performance (10)  ·  Difficult Situations (9)

	Leading Teams
	Planning and Resources (5)  ·  Goals and Accountability (4)  ·  Team Communication (7)



	STEP ONE  ·  Rate Every Task



Work through all 47 rows. Circle one number under Importance and one under Difficulty. Go quickly. Your first instinct is usually the most accurate, and second-guessing will not improve the outcome.
Importance is how much this task matters to the job you hold right now. Not to managers in general. To you, this year, in this role. A task can be vital to somebody else and only a 1 for you.
Difficulty is how hard it is for you to do well today. Pay attention to the ones you quietly avoid.
Never done it? Check the box, then rate it anyway with your best guess. Those rows get their own short list at the end.

	#
	MANAGEMENT TASK
	IMPORTANCE
1 = low  ·  5 = extreme
	DIFFICULTY
1 = easy  ·  5 = very hard
	NEVER
DONE
	SCORE
I × D

	LEADING SELF

	Self-Management and Feedback   6 tasks

	1
	Assess your own work performance
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	2
	Manage your time and handle multiple priorities
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	3
	Handle job stress
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	4
	Develop your managerial skills, knowledge, and abilities
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	5
	Accept and use constructive criticism from your boss
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	6
	Accept and use constructive criticism from your peers
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	LEADING PEOPLE

	Staffing and Hiring   6 tasks

	7
	Determine staffing requirements for your department
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	8
	Write an effective job description
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	9
	Screen employee applications and resumes
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	10
	Interview job applicants in compliance with the law
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	11
	Select the most qualified candidate for a position
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	12
	Orient a new employee to benefits, pay, and policies
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	Coaching and Performance   10 tasks

	13
	Provide a new employee with on-the-job training
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	14
	Define your expectations to new employees
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	15
	Develop individual goals with employees
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	16
	Monitor the individual goals of your employees and report status to your supervisor
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	17
	Take corrective action when an employee is behind on individual goals
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	18
	Provide an employee with constructive criticism of their work
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	19
	Praise or reward an employee for good work
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	20
	Conduct a formal employee performance appraisal
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	21
	Develop your employees
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	22
	Motivate your employees
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	Difficult Situations   9 tasks

	23
	Deal with an employee who is upset with you
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	24
	Respond to an employee who brings you personal problems (family, health, financial)
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	25
	Respond when the quality of an employee's work goes into rapid decline
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	26
	Deal with an employee suspected of substance abuse
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	27
	Deal with an employee who is chronically late
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	28
	Deal with an employee who spends too much time on non-work activities
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	29
	Deal with an employee who continually stirs the pot in your department
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	30
	Deal with feuding employees
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	31
	Terminate an employee
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	LEADING TEAMS

	Planning and Resources   5 tasks

	32
	Develop a plan for your department
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	33
	Develop goals and objectives for your department
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	34
	Determine material and supply requirements for your department
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	35
	Develop a budget for your department
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	36
	Order materials and supplies for your department
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	Goals and Accountability   4 tasks

	37
	Monitor your department's goals and objectives; report status to your supervisor and peers
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	38
	Monitor your department's budget; report status to your supervisor and peers
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	39
	Take corrective action when your department is behind on a goal
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	40
	Take corrective action when your department is headed over budget
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	Team Communication   7 tasks

	41
	Conduct a departmental meeting
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	42
	Manage by walking around and listening
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	43
	Tell your boss bad news
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	44
	Communicate with your peers
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	45
	Communicate with your organization's customers
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	46
	Make a presentation to the entire organization
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	47
	Write a report to be distributed to the entire organization
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	Your Own Tasks   add anything your job demands that isn't listed above

	48
	
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	49
	
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	

	50
	
	 1    2    3    4    5 
	 1    2    3    4    5 
	
	



	STEP TWO  ·  Multiply the Rows That Matter



Here's the shortcut that keeps this to twenty minutes. Go back and look only at the rows where you circled 4 or 5 for Importance. Multiply Importance by Difficulty. Write the product in the Score column. Leave every other row blank.
Why skip the rest? A task you rated 3 or below for importance tops out at 15, so it can't reach the top band no matter how hard it is. The math has already answered those rows for you. Most people do about a dozen multiplications instead of 47.
	Example:  You rated "Terminate an employee" a 5 for importance and a 4 for difficulty. 5 × 4 = 20, so it's a Develop Now. "Order materials and supplies" came in at a 2 for importance, so you skip it and move on, even if you find it a chore.



	STEP THREE  ·  Find Your Focus Phase



Start with the winners. Copy your highest-scoring tasks below in descending order. Five tasks is plenty. If more than five landed at 20 or above, select the five that will enhance your development the most.
	RANK
	TASK
	SCORE
	PHASE
	CATEGORY

	1
	
	
	
	

	2
	
	
	
	

	3
	
	
	
	

	4
	
	
	
	

	5
	
	
	
	



Now read down the two right-hand columns. That's the whole analysis; there's nothing to add up.
The Phase column names where to go next. Whichever phase repeats is where your attention belongs, and it tells you which part of the library to open: Leading Self Tools, Leading People Tools, or Leading Team Tools. If it's a tie, choose based on impact and need.
The Category column names your theme. If three or more of your five share a category, that's the one thing to work on this quarter. If they're scattered across five different categories, take the top two by score and don't worry about the pattern.
If you ended up with eight or ten tasks at 20 or above, that's common for a newer manager and it doesn't change the instruction. Pick two. The rest will still be there in ninety days, and several will have shrunk on their own once the first two improve.

	STEP FOUR  ·  Choose Your Response



Every scored task now sits in one of three bands. The band tells you what kind of response fits. It also saves you from booking a two-day workshop for something a fifteen-minute conversation would fix.
	DEVELOP NOW   ·   Score 20 to 25

	This is important to your role and hard for you today. That combination is what costs you: missed deadlines, conversations you keep postponing, work that lands back on your desk.
Pick no more than two. Put real support behind each one, whether that's formal training, a coach, or a mentor who's done it well.
Practice in a live environment inside of a week. Training you don't use within seven days mostly evaporates.
Set a check-in date before you close this page. Thirty days is about right.



	PLAN IT NEXT   ·   Score 12 to 19

	It matters, and you're competent but not totally proficient.
Handle them on the job. Ask one person who will watch you in action and tell you what they see.
Revisit them at your next assessment. A few will have quietly resolved themselves once your top two improve.



	NOT THIS QUARTER   ·   Score 1 to 11

	Either it doesn't matter much to your role, or you already handle it well. Both are fine answers.
Leave it alone. The discipline of a needs assessment is in what you choose not to work on.
One exception: if a low-importance task is about to become a high-importance one because your role is changing, move it up yourself. The tool doesn't know about your upcoming promotion.




SKILLS YOU'VE NEVER USED
List the tasks where you checked the Never Done box. These aren't weaknesses, and they don't belong in your priority list. They're the gaps that show up the first day you need them and not one day sooner.
A new manager who has never terminated an employee will eventually have to. The time to learn the process is well before you need to do it, not the morning it happens. Pick one from this list each quarter and go find out how it's done at your organization: read the policy, ask someone who's experienced, walk through the paperwork that is required.
	TASK I'VE NEVER DONE
	CATEGORY
	WHEN I'LL LEARN IT

	
	
	

	
	
	

	
	
	

	
	
	



	STEP FIVE  ·  Write Your Plan



An assessment that ends here is just an opinion you now hold about yourself. Fill this in and it becomes a plan. It takes three minutes, and it's the only part of this document that changes anything.
Two priorities means two of everything. Each one needs its own weekly practice and its own person to tell you how it's going, and those may well be two different people.
	My focus phase
	Leading Self  /  Leading People  /  Leading Teams

	My focus category
	The category that repeats in my top five

	
	PRIORITY ONE
	PRIORITY TWO

	The task
	Task and score
	Task and score

	My weekly practice
	What I'll do every week
	What I'll do every week

	My feedback source
	Who'll tell me the truth
	Who'll tell me the truth

	My check-in date
	30 days from today



	COMPLETED EXAMPLE  ·  Marcus Webb, Service Manager



Marcus runs the service side of a 22-person heating and cooling company. Nine technicians report to him. He was promoted eighteen months ago because he was the best tech in the building, which is how most people end up in management, but nobody handed him a leadership manual on the way up. He filled this assessment out in about twenty-five minutes. Here are the first 22 of his 47 rows, so you can see what the completed assessment will look like in practice.
	#
	MANAGEMENT TASK
	IMPORTANCE
1 = low  ·  5 = extreme
	DIFFICULTY
1 = easy  ·  5 = very hard
	NEVER
DONE
	SCORE
I × D

	LEADING SELF

	Self-Management and Feedback   6 tasks

	1
	Assess your own work performance
	 1    2   (3)   4    5 
	 1    2   (3)   4    5 
	
	

	2
	Manage your time and handle multiple priorities
	 1    2    3    4   (5)
	 1    2   (3)   4    5 
	
	15

	3
	Handle job stress
	 1    2    3   (4)   5 
	 1    2    3   (4)   5 
	
	16

	4
	Develop your managerial skills, knowledge, and abilities
	 1    2    3   (4)   5 
	 1   (2)   3    4    5 
	
	8

	5
	Accept and use constructive criticism from your boss
	 1    2   (3)   4    5 
	 1   (2)   3    4    5 
	
	

	6
	Accept and use constructive criticism from your peers
	 1   (2)   3    4    5 
	 1   (2)   3    4    5 
	
	

	LEADING PEOPLE

	Staffing and Hiring   6 tasks

	7
	Determine staffing requirements for your department
	 1    2    3   (4)   5 
	 1    2   (3)   4    5 
	
	12

	8
	Write an effective job description
	 1    2   (3)   4    5 
	 1   (2)   3    4    5 
	
	

	9
	Screen employee applications and resumes
	 1    2    3    4   (5)
	 1    2    3    4   (5)
	
	25

	10
	Interview job applicants in compliance with the law
	 1    2    3   (4)   5 
	 1    2    3   (4)   5 
	
	16

	11
	Select the most qualified candidate for a position
	 1    2    3    4   (5)
	 1   (2)   3    4    5 
	
	10

	12
	Orient a new employee to benefits, pay, and policies
	 1   (2)   3    4    5 
	 1   (2)   3    4    5 
	✓
	

	Coaching and Performance   10 tasks

	13
	Provide a new employee with on-the-job training
	 1    2    3    4   (5)
	 1   (2)   3    4    5 
	
	10

	14
	Define your expectations to new employees
	 1    2    3   (4)   5 
	 1    2   (3)   4    5 
	
	12

	15
	Develop individual goals with employees
	 1    2    3   (4)   5 
	 1    2    3   (4)   5 
	
	16

	16
	Monitor the individual goals of your employees and report status to your supervisor
	 1    2    3   (4)   5 
	 1    2    3   (4)   5 
	
	16

	17
	Take corrective action when an employee is behind on individual goals
	 1    2    3    4   (5)
	 1    2    3   (4)   5 
	
	20

	18
	Provide an employee with constructive criticism of their work
	 1    2    3    4   (5)
	 1    2    3    4   (5)
	
	25

	19
	Praise or reward an employee for good work
	 1    2   (3)   4    5 
	 1   (2)   3    4    5 
	
	

	20
	Conduct a formal employee performance appraisal
	 1    2    3    4   (5)
	 1    2    3    4   (5)
	
	25

	21
	Develop your employees
	 1    2   (3)   4    5 
	 1    2   (3)   4    5 
	
	

	22
	Motivate your employees
	 1    2    3    4   (5)
	 1    2    3    4   (5)
	
	25


rows 23 to 47 continue the same way
What jumped out:  Five tasks came in at 20 or above. Four of the five sat in Coaching and Performance. That surprised him, because the thing Marcus complains about is hiring. Hiring did produce one real priority, since screening resumes scored a 25, but it was the only hiring row that cleared 20 and the rest fell into Plan It Next or lower. What he complains about and what's costing him turned out to be two different lists. That gap is the whole reason to run the numbers instead of acting on an assumption.
	RANK
	TASK
	SCORE
	PHASE
	CATEGORY

	1
	Provide an employee with constructive criticism of their work
	25
	Leading People
	Coaching and Performance

	2
	Conduct a formal employee performance appraisal
	25
	Leading People
	Coaching and Performance

	3
	Motivate your employees
	25
	Leading People
	Coaching and Performance

	4
	Screen employee applications and resumes
	25
	Leading People
	Staffing and Hiring

	5
	Take corrective action when an employee is behind on individual goals
	20
	Leading People
	Coaching and Performance



What Marcus did next:  The Phase column reads Leading People five times out of five, so that part took him about two seconds. The Category column said Coaching and Performance four times, and that's his theme. He picked two tasks, not four. Giving constructive criticism came first, because he could see it feeding the other three; if he could tell a tech something hard on a Tuesday, the annual appraisal would stop being an ambush. Here's the plan he wrote before he stood up.
	My focus phase
	Leading People

	My focus category
	Coaching and Performance

	
	PRIORITY ONE
	PRIORITY TWO

	The task
	Provide constructive criticism of their work (25)
	Conduct a formal performance appraisal (25)

	My weekly practice
	One piece of specific corrective feedback and one piece of specific praise, to any tech, before Friday
	Draft one section of an appraisal every Friday morning, using that week's notes

	My feedback source
	Dale, the owner, on his ride-alongs twice a month
	Dale reads the first appraisal before I deliver it

	My check-in date
	Thursday, October 16



At sixty days he had run four appraisals without dreading any of them. He never touched the hiring row. It's still a 25, and it'll still be there next time.

RUNNING THIS ACROSS A TEAM
If you support several managers, this works as a group instrument as well. Not only will you complete an assessment for each employee, but you will have each manager complete their own copy. Once the documents are collected, and you’ve compared your responses to theirs, you’ll have what you need for a robust conversation.
Additionally, you may see trends in their collective responses, which will enable you to identify training opportunities.
	1.  Everyone rates independently. No comparing notes first. You want honest variance, not a committee answer.
2.  Tally Develop Now counts by task across the group. Any task that shows up as a Develop Now for three or more managers is a training topic. One manager struggling is a coaching conversation; four managers struggling is a group training opportunity.
3.  Sort those tasks by how many managers flagged them. That order is your training calendar. One topic a month is plenty.
4.  Watch the Never Done boxes separately. If six of your eight managers have never run a termination, you have a training gap that should be prioritized for resolution.
5.  Rerun it twice a year. Quarterly during growth or after a reorganization. Compare the Develop Now counts rather than the individual scores.



Caution. This is a development tool, and it doesn't belong inside a performance review. If someone isn't meeting expectations, address it directly, in a performance conversation, with the documentation that belongs there. Hiding a hard message inside a development instrument is unfair to the person and it diminishes the purpose of the tool for everyone else on the team.
PAIR THIS WITH
	Leadership Assessment
25 statements across 8 categories. Where this tool asks what you do, that one asks how you show up while you do it.
	360 Degree Feedback
Your ratings are one perspective. This adds the ones you can't see from where you're standing, but others can help you. 
	Performance Appraisal
Once you've improved a coaching skill, performance is where it shows up.




Find more free leadership tools, templates, and resources at www.Leadership-Tools.com	Page 1
