
Team Development Planning Worksheet
A structured, practical resource for mid-level to senior professionals who are serious about building high-performing teams. This 

worksheet guides you through every stage of team development — from assessing where your team stands today to designing targeted 

growth plans and tracking measurable progress over time.



OVERVIEW

How to Use This Worksheet
This worksheet is designed to be worked through section by section, either independently or in collaboration with your HR Business 

Partner. Each module builds upon the insights gained in the previous one, creating a structured progression that ensures clarity and 
continuity. 

While it may be tempting to skip ahead, doing so comes with the risk of missing critical context, as later sections are intentionally 

designed to draw on the reflections, data, and decisions captured earlier. 

By moving through the modules in order, you not only build a stronger foundation for meaningful outcomes but also create a more 

coherent narrative that supports both individual growth and organizational alignment.

Track & 
Adjust

Develop 
PlansIdentify GapsAssess Team

To get the most value from this worksheet, set aside 90–120 minutes for your initial pass, allowing enough time to reflect deeply and 

capture meaningful insights. Once completed, schedule a recurring 30‑minute review each month to keep your plans current and 

responsive to evolving priorities.

 For maximum impact, revisit the worksheet quarterly with your direct reports present, using it as a collaborative tool to align goals, track 

progress, and identify opportunities for growth. Treat this as a living document rather than a one‑time exercise—its true effectiveness 

comes from consistent engagement, iteration, and shared accountability.
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MODULE 1

Team Snapshot: Where Are You Starting From?
Before you can begin developing your team, it’s essential to establish an honest, clear-eyed picture of where they stand today. This 

module is designed to help you capture baseline information about each team member in a structured way—covering their role, tenure, 

current performance level, and areas of development focus.

 By documenting these details upfront, you create a foundation for meaningful growth conversations and ensure that future plans are 

grounded in reality rather than assumptions. 

Think of this step as building a snapshot of your team’s present state: it not only highlights strengths and opportunities but also provides 
the context needed to track progress over time and measure the impact of your development efforts

Team Member Name Role / Title Tenure (Years) Current Performance 
Level

Primary Development 
Focus

e.g. Priya Sharma Senior Analyst 3 High Performer Leadership & stakeholder 

management

💡 Tip: Use your last performance review cycle as a starting point. Avoid defaulting to gut feel — cross-reference with data 

where possible, including peer feedback, project outcomes, and competency assessments.
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MODULE 1

Team Composition Analysis
Understanding the mix of experience, skills, and career stages across your team is critical for balanced development planning. A team 

heavily weighted toward one profile—for example, all senior contributors with no emerging talent—will face very different challenges 
than a team with a diverse blend of junior, mid-level, and senior professionals.

 By mapping out this distribution, you gain visibility into potential gaps, succession risks, and opportunities for mentorship. It also helps 
you anticipate the kinds of support, stretch assignments, or coaching interventions that will be most effective.

 In short, this exercise ensures that your development strategy is not only tailored to individuals but also aligned with the collective needs 

and future trajectory of the team.

Reflection Prompts

What is the experience range on your team (months to years)?

Are skills evenly distributed, or concentrated in a few individuals?

Do you have succession coverage for key roles?

Are there hidden high-potentials being overlooked?

What critical skills are entirely absent from your team?

Your Notes

Write your observations below after reviewing your team snapshot:

Experience range: ___________________________

Key skill concentrations: ____________________

Succession gaps identified: __________________

High-potential candidates: ___________________

Critical missing skills: ______________________
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MODULE 2

Skills Gap Assessment Framework
A skills gap assessment identifies the delta between the capabilities your team currently possesses and the capabilities required to 
achieve its objectives over the next 12–18 months. This exercise is not just about listing strengths and weaknesses—it’s about clarifying 

where the team is today versus where it needs to be tomorrow. Without this step, development investments often become scattered, 

reactive, and fail to move the needle strategically.

 By systematically mapping current skills against future demands, you create a clear roadmap for targeted training, hiring, or role 

adjustments. The result is a sharper focus on building the right capabilities at the right time, ensuring that your team is equipped to 

deliver on both immediate priorities and long-term goals.

Use the 3-zone framework below to categorise every skill relevant to your team's function. This creates a prioritised map of where to 

invest your development budget and attention.

1

🟢 Zone 1: Strength
Skills where your team is consistently meeting or exceeding expectations. Maintain and leverage these — consider using 
strong performers as internal coaches or mentors.

Examples: Data analysis, project delivery, client communication

2

🟡 Zone 2: Development
Skills that exist in the team but are inconsistent or not yet at required proficiency. These are your highest-ROI 
development investments — the foundation is there.

Examples: Strategic thinking, executive presentations, cross-functional collaboration

3

🔴 Zone 3: Gap
Skills that are largely absent from the team but will be required. These require structured interventions — training, hiring, 

or partnerships — not just coaching conversations.

Examples: AI/ML literacy, financial modelling, change management
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MODULE 2

Skills Gap Mapping Table
Complete this table for each core competency relevant to your team’s function, ensuring that the assessment is both thorough and 
consistent. For every competency, rate the team’s current proficiency on a scale of 1–5 (where 1 represents no proficiency and 5 

represents expert-level mastery).

 Then, rate the required proficiency level needed to meet your team’s objectives over the next 12 months. The difference between these 

two ratings—the gap score—becomes the driver of your prioritization, highlighting where development efforts, training investments, or 

role adjustments will have the greatest strategic impact.

 By quantifying the gaps in this way, you transform what could be a subjective conversation into a clear, data-driven roadmap for 

capability building.

Competency / Skill Current Level (1–5 
avg)

Required Level (1–
5)

Gap Score Priority Action

e.g. Data Storytelling 2.5 4 1.5 Workshop + coaching

e.g. Stakeholder 
Management

3 4.5 1.5 Mentoring + stretch 
assignments

⚠️ Common Mistake: Managers often rate their team's current proficiency too generously because they conflate effort with 

output. Use observable evidence — deliverable quality, feedback from stakeholders, and competency assessments — not 

intent.
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MODULE 3

Individual Development Plan (IDP) Builder
An Individual Development Plan is the cornerstone of structured team development. It documents a team member's aspirations, current 
gaps, development goals, and the specific actions and timelines that will close those gaps. A strong IDP is co-created — not handed down 

— and reviewed regularly.

Use the template below for each team member. Complete one IDP per person, ideally developed during a 1:1 development conversation 

rather than filled out unilaterally by the manager.

1

Team Member Profile
Name: __________________ | Role: __________________

Career aspiration (12–24 months): ____________________

Current strengths to leverage: ______________________

2

Development Goals
Goal 1 (skill/behaviour): ___________________________

Goal 2 (skill/behaviour): ___________________________

Goal 3 (skill/behaviour): ___________________________

Link to team/org objective: _________________________

3

Action Plan
Learning activity: ___________________________________

Resources needed: ___________________________________

Timeline / milestones: _______________________________

Support required from manager: _____________________

4

Success Metrics
How will progress be measured? _____________________

Check-in frequency: _________________________________

Review date: ________________________________________

Sponsor / mentor assigned: __________________________

https://www.planetspark.in/resources 6



MODULE 3

The 70-20-10 Learning Model
When designing development activities for each Individual Development Plan (IDP), apply the 70-20-10 framework to ensure learning 

happens through multiple channels. Research consistently shows that adults learn most effectively through on-the-job experience (the 
70), supported by social learning through coaching, mentoring, and peer collaboration (the 20), and reinforced by formal training 

programs or courses (the 10). 

In practice, this means prioritizing stretch assignments, project rotations, and real-world problem solving as the primary vehicles for 

growth, while supplementing them with structured feedback loops and targeted learning opportunities. By balancing all three elements, 

you create a holistic development plan that not only builds skills but also embeds them into daily work, making learning both practical 

and sustainable.

70% — Experience

Assign stretch projects that push beyond 
current comfort zones. Rotate 

responsibilities, sponsor visibility with 

senior leaders, and create safe space for 

calculated risk-taking and learning from 

failure.

20% — Social

Pair team members with mentors inside 
or outside the org. Create structured peer 

learning — project debriefs, reading 

groups, lunch-and-learns. Coach actively 

in 1:1s rather than just checking on tasks.

10% — Formal

Invest in targeted training courses, 
certifications, and industry conferences. 

Choose programmes that directly address 

identified skill gaps rather than generic 

"nice to have" training catalogues.
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MODULE 3

Development Activity Menu
Not all development activities are created equal. Use this menu as a reference when designing IDPs. Match the activity type to the 

learning need 4 technical skills often require different interventions than leadership or behavioural development.

Activity Type Best Used For Example Time Investment

Stretch Assignment Leadership, strategic 

thinking

Lead a cross-functional initiative 

outside usual scope

Ongoing (136 months)

Job Shadowing Role exploration, new 

functions

Spend 2 days with the Finance 

Business Partner

135 days

Mentoring Career navigation, soft skills Monthly sessions with a VP outside 

your function

132 hrs/month

Coaching Behavioural change, mindset 

shifts

6-session engagement with an 

executive coach

6312 hrs total

Online Course Technical skills, knowledge 
gaps

Coursera: Data Analysis with Python 10340 hrs

Certification Credentialing, technical 

depth

PMP, CFA Level 1, Google Analytics 403200 hrs

Internal Workshop Team-wide skill uplift Facilitated session on influencing 

without authority

Half or full day

Conference / Event Industry trends, networking NASSCOM Summit, Product Conf 

India

133 days
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MODULE 4

Development Conversations: A Manager's Guide
The quality of your development conversations will make or break the impact of any plan you create. Too many managers default to 

performance-focused 1:1s and neglect dedicated, future-focused development dialogue. High performers, in particular, leave managers 
— not companies — when their growth is ignored.

A great development conversation is structured, honest, and forward-looking. It surfaces aspirations, acknowledges blockers, and results 
in clear, mutually agreed next steps. Use the GROW model as a simple, field-tested framework for structuring these conversations.

G — Goal
"What does success look like for you in the next 12 months? Where do you want to grow professionally?" Set a clear, 

motivating development goal that connects personal aspiration with team need.

R — Reality
"What's your current experience with this skill? What feedback have you received?" Build honest self-awareness without 

judgment. Use specific examples, not generalisations.

O — Options
"What could you do to develop this capability? What resources or support might help?" Co-generate a range of 

development activities before narrowing down. Avoid jumping to one solution too quickly.

W — Will
"What will you commit to doing, and by when?" Close with specific, time-bound actions. Confirm what support you will 

provide as their manager. Document agreements for follow-up.
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MODULE 4

Development Conversation: Reflection Prompts
Use these prompts to prepare for and conduct meaningful development conversations with each team member. Distribute them to your 

direct reports at least 48 hours before the scheduled discussion, giving them time to reflect on the questions and gather their own 
perspectives. When both parties come prepared, the quality of dialogue improves dramatically—conversations shift from surface-level 

updates to deeper, more constructive exchanges about growth, challenges, and future opportunities. 

This preparation also signals respect for your team members’ time and input, reinforcing that development is a shared responsibility 

rather than a top‑down directive. By embedding reflection into the process, you create space for more honest insights and actionable 

outcomes.

Prompts for the Team Member

What aspects of your role do you find most energising? Least energising?

What skill or capability do you most want to build this year?

Where do you want to be in your career in 2–3 years?

What is one thing I could do differently to better support your development?

What development opportunities have you not yet had access to that you'd like?

Are there any blockers — internal or external — preventing your growth right now?

Prompts for the Manager

What strengths does this person have that they may not fully see themselves?

What is the one behaviour or capability that, if developed, would have the biggest impact on their trajectory?

Have I given this person enough stretch and visibility recently?

Am I holding this person back in any way — consciously or unconsciously?

What specific support am I willing to commit to for their development this quarter?

Is their IDP genuinely co-created, or did I design it for them?
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MODULE 5

Team Development Priorities: Setting the Agenda
Beyond individual IDPs, effective managers take a portfolio view of their team's development — identifying collective skill themes, 

balancing investment across team members, and ensuring development planning is directly aligned with strategic priorities for the year 
ahead.

Use the priority-setting matrix below to determine where to focus team-level development investment. Plot each development initiative 

on two dimensions: strategic impact (how important is this to achieving team objectives?) and feasibility (how readily can this be 

addressed with available resources and time?).

After completing the matrix, list your top 3 team-level development priorities for the current planning cycle below:

Priority 1
Development focus: 

_________________________ | 
Rationale: 

_________________________ | Target 

audience: 

_________________________

Priority 2
Development focus: 

_________________________ | 
Rationale: 

_________________________ | Target 

audience: 

_________________________

Priority 3
Development focus: 

_________________________ | 
Rationale: 

_________________________ | Target 

audience: 

_________________________
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MODULE 5

Aligning Development to Business Strategy
Development planning that operates in isolation from business strategy is a wasted investment. The most effective team development 
plans are explicitly designed to build the capabilities that the organisation will need most — not just what individual team members 

want, or what's easiest to deliver.

Work through these alignment questions before finalising your team development plan for the year. If you cannot answer them clearly, 

schedule time with your own manager or HR Business Partner to clarify strategic direction before proceeding.

1

What are the top 3 strategic priorities for your business unit in the next 12 months?
Priority 1: _____________________________________________

Priority 2: _____________________________________________

Priority 3: _____________________________________________

2

What capabilities will your team need to deliver on these priorities?
Capability 1: _____________________________________________

Capability 2: _____________________________________________

Capability 3: _____________________________________________

3

Which team members are best positioned to drive each strategic priority?
Priority 1 lead: __________ | Development needed: __________

Priority 2 lead: __________ | Development needed: __________

Priority 3 lead: __________ | Development needed: __________

4

What is the single biggest capability gap that could derail your strategy?
Gap identified: _____________________________________________

Mitigation plan: _____________________________________________

Timeline to address: _____________________________________________
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MODULE 6

Tracking Progress: Development Metrics That 
Matter
Development plans without measurement are aspirations, not commitments. Establishing clear metrics at the outset creates 

accountability — for both the team member and the manager — and enables you to course-correct early when progress stalls. The best 

metrics are observable, specific, and tied directly to the development goal.

Use the measurement framework below to define how you will track progress for each development goal across your team. Avoid the 
common trap of measuring activity (attended a workshop) instead of impact (applied the skill in a real business context with measurable 

results).

Outcome Metrics
Measure the actual business or behavioural impact of development. Examples: improved stakeholder satisfaction scores, 

successful delivery of a project requiring the new skill, promotion or role expansion, peer feedback showing behavioural 

change.

Progress Milestones
Break each development goal into 30, 60, and 90-day checkpoints. At each milestone, review what was completed, what 
was applied, and what the team member and manager will do differently in the next period based on what was learned.

Qualitative Feedback
Complement hard metrics with structured feedback from peers, stakeholders, and direct reports. Use pulse check-ins, 

360-degree feedback tools, or simple structured questions: "What have you noticed changing? What would you like to see 

more of?"
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MODULE 6

Development Progress Tracker
Use this tracker to maintain a consolidated view of all active development goals across your team, ensuring that progress is visible and 

accountability is shared. Review and update the table during every monthly 1:1 to keep individual plans current, and revisit it as part of 

your quarterly development review cycle to identify broader patterns and team-level priorities.

 To make the tracker more actionable, colour‑code the status column using the legend provided—this creates an at‑a‑glance dashboard of 
team development health, allowing you to quickly spot stalled goals, celebrate completed milestones, and redirect focus where needed. 

Over time, this visual system becomes a powerful tool for monitoring growth, reinforcing commitment, and sustaining momentum across 

the team.Status Legend: On Track   At Risk   Stalled   ✅ Complete

Team Member Development Goal Key Action / Activity Target Date Status & Notes

e.g. Arjun Mehta Executive 
communication

Lead monthly 
leadership briefing

Q2 End On Track — presented to VP 
last week

e.g. Sneha Rao Financial acumen CFO office shadowing 

+ FP&A course

Q3 End At Risk — course not yet 

enrolled

💡 Best Practice: Share this tracker with each team member — transparency about their own development status increases 

ownership and self-accountability. Never use this as a surveillance tool; frame it as a shared commitment document.
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MODULE 7

Succession Planning & Talent Pipeline
Team development planning is incomplete without a view of succession. Every team has roles that are critical — positions where the loss 
of the incumbent would significantly disrupt operations, client relationships, or strategic delivery. Identifying these roles and building 

internal pipeline is a core management responsibility, not an HR exercise done once a year.

Use the succession planning grid below to map your key roles against internal readiness. Honest assessment here is essential — inflating 

readiness ratings creates false security and leaves the organisation exposed.

Critical Role Current Incumbent Ready Now (0–12 
months)

Ready Soon (1–2 
years)

Development Action 
Needed

e.g. Team Lead Rajesh Kumar Priya Sharma Amit Joshi Priya: Executive 

presence coaching; 

Amit: P&L exposure

Succession Health Check

Do you have at least one "ready soon" successor for every critical role?

Are your high-potentials aware they are being developed for larger roles?

Are you actively creating visibility for successors with senior stakeholders?

Is your pipeline diverse — across gender, background, and experience type?

Your Assessment

Roles with no successor identified: ________________

High-potentials currently being groomed: ________________

Diversity gaps in pipeline: ________________

Biggest succession risk on team: ________________

Planned mitigation: ________________
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MODULE 7

High-Potential Identification Framework
Identifying high-potential employees (HiPos) accurately is one of the most consequential — and most frequently mishandled — 

management responsibilities. Research shows that organisations typically misidentify HiPos approximately 50% of the time, often 

conflating current high performance with future leadership potential. These are related but distinct constructs.

A true high-potential demonstrates three distinct qualities beyond current performance. Use this framework to evaluate candidates 

objectively, not based on likability or proximity to the manager.

Ability
Cognitive complexity, learning agility, and capacity to handle significantly greater scope and ambiguity than their current 

role demands. Can they think at the next level?

Ask: Do they consistently solve problems that their peers cannot? Do they see patterns and connections others miss?

Engagement
Discretionary effort, emotional investment in the organisation's mission, and aspiration to grow into roles of greater 
responsibility and impact. Do they want to lead?

Ask: Do they go beyond what is required? Do they speak about the company's future as if it is personally meaningful to 
them?

Aspiration
A genuine desire for career advancement, increased complexity, and broader organisational influence. Critically — this 

must come from the individual, not be projected onto them by the manager.

Ask: Have they explicitly expressed interest in greater responsibility? Have you actually asked them?

⚠️ Critical Reminder: Never place someone on a HiPo list without having a direct, honest conversation with them about it. 

Invisible development plans for individuals who have not consented lead to misaligned expectations and avoidable attrition.
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MODULE 8

Common Mistakes in Team Development 
Planning
Even experienced managers fall into predictable traps when building and executing team development plans. Awareness of these pitfalls 

is the first step to avoiding them. Review this list honestly — if more than three of these sound familiar, your development planning 

process likely needs a structural reset.

Treating development as an annual event
Development conversations that happen only during appraisal season are performative. Growth requires consistent, frequent 

touchpoints — at minimum monthly, ideally woven into every substantive 1:1 conversation throughout the year.

Building plans without the team member's input
An IDP created by a manager without genuine co-creation is a document — not a commitment. Without intrinsic ownership, team 

members comply at best, disengage at worst. Always build with, never for.

Focusing exclusively on weakness remediation
Strength-blind development plans exhaust people and rarely produce breakthrough results. Research consistently shows that the 
highest returns come from amplifying existing strengths, not endlessly patching weaknesses. Balance is key.

Over-investing in formal training at the expense of experience
Sending everyone on a course is the path of least resistance — and the lowest ROI development strategy available. Stretch 

assignments, new responsibilities, and coached real-world application develop capability at a fraction of the cost and at far 

greater depth.

Neglecting your solid performers
High potentials and struggling performers attract disproportionate management attention. Your reliable, consistent contributors 

— the backbone of most teams — are frequently under-invested and, as a result, quietly disengaged. Neglect them at your peril.
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MODULE 8

Building a Development Culture on Your Team
Sustainable team development is not about periodic planning exercises — it is about the culture you create through daily habits, 

language, and modelling. Managers who build genuinely developmental cultures do not treat growth as an agenda item; they treat it as 
an operating principle embedded in how the team works, learns, and reflects together.

The following practices, implemented consistently, signal to your team that development is real, valued, and prioritised — not just an HR 
compliance activity.

Dedicated Development Time
Block time in team schedules specifically for learning — whether 

that is attending a course, reading, or reflecting after a project. 
Protect this time from operational encroachment. What gets 

scheduled gets done.

Peer Learning Rituals
Introduce regular team learning practices: a monthly 30-minute 

"what I learned this month" share-out, project retrospectives with 
explicit learning capture, or a rotating "teach the team" slot in 

team meetings.

Celebrate Growth Publicly
Acknowledge development milestones visibly — not just 

performance outcomes. When a team member completes a 

certification, successfully applies a new skill, or takes on a stretch 

role, name it explicitly in team forums. Recognition reinforces the 

behaviour.

Model Your Own Development
Share your own learning goals, what you are currently working on, 

and what you found challenging. Managers who are visibly 

learning themselves create psychological safety for their team to 

acknowledge gaps without shame.
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QUICK REFERENCE

Development Planning Cheat Sheet
A consolidated quick-reference summary of the key frameworks, tools, and principles covered in this worksheet. Pin this to your desk, 
save it to your desktop, or share it with your team leads. The best development plan is the one you actually use.

Core Frameworks at a Glance

70-20-10: 70% experience, 20% social, 10% formal training

GROW Model: Goal → Reality → Options → Will

3 Zones: Strength / Development / Gap

HiPo Formula: Ability + Engagement + Aspiration

Priority Matrix: Impact vs. Feasibility (2×2)

IDP Must-Haves: Goal + Actions + Metrics + Review date

Manager's Monthly Development Checklist

✅ Reviewed development tracker for all direct reports

✅ Had at least one dedicated development conversation per person

✅ Identified and removed at least one development blocker

✅ Created one new stretch opportunity for a team member

✅ Recognised a development milestone publicly

✅ Updated IDPs to reflect current progress and next steps

✅ Reflected on your own development goal progress

70%
Experience-Based Learning

Of all development happens on the job — 

not in a classroom

50%
HiPo Misidentification Rate

Of organisations misidentify high-

potentials by confusing performance with 

potential

4x
Engagement Multiplier

Teams with active development cultures 

show 4x higher employee engagement 

scores
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SUMMARY

Key Takeaways & Next Steps
You now have a complete, structured toolkit for planning, executing, and tracking team development with rigour and impact. The 

difference between teams that grow and teams that stagnate almost always comes down to one thing: whether the manager treats 
development as a priority worthy of consistent time, attention, and follow-through — or as a compliance exercise completed once a year 

and quickly forgotten.

1
Complete Your Team Snapshot
Fill in the team snapshot table and composition analysis within the next 7 days. This baseline is the foundation of 

everything else in this worksheet.

2
Run Skills Gap Assessments
Complete the skills gap mapping table for all direct reports within the next 2 weeks. Cross-reference with your business 

unit's strategic priorities.

3
Co-Create IDPs
Schedule dedicated 60-minute development conversations with each team member within the next 30 days. Use the 

GROW model and the reflection prompts from Module 4.

4
Activate the Tracker
Set up your development progress tracker and commit to a monthly review cadence. Share it with your team members to 

build transparency and shared accountability.

5
Review Quarterly
Treat this worksheet as a living document. Revisit it every quarter to update priorities, celebrate completions, and 

redesign plans that are not working.

"The growth and development of people is the highest calling of leadership." — Harvey S. Firestone
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