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HROE Organization Development
Developing and delivering high quality learning, 
leadership, and organization development to enable 
positive impact across the Texas A&M community.

Learn. Develop. Lead. Impact.
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Transforming how we develop competencies 
across the Texas A&M community to enable the  

University’s 2020 - 2025 Strategic Plan

Be a best place to live, work, and learn.

Strengthen the leadership competencies of staff, 
faculty, administrators, and students.

Develop the next generation of future leaders with 
the competencies needed to lead and manage the 
institution  into the 21st century.

While leadership competencies are important, so is the 
learning and development of every employee at this 
instituion.
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Transforming how we develop employees 
across the Texas A&M community

Our 
Future 
Direction

As part of this future direction, OD is building the 
foundation, programs, and services to support Texas 
A&M’s 2020 - 2025 Strategic Plan to:

• Be a best place to live, work, and learn.

• Strengthen the leadership competencies of staff, faculty, 
administrators, and students.

• Develop the next generation of future leaders with the 
competencies needed to lead and manage the institution  
into the 21st century.

• Enhance the learning and development of every 
employee at this instituion.

The focus is competency-based and progressive 
development which entails:
• Programs and services aligned to the University’s key 

functional and leadership roles 

• A longer-term outlook and progressive development 

• More diverse learning activites such as virtual, self-
directed, assessments, including 360, and leadership 
coaching

• Helping people learn, practice, and easily access and 
reference what they need to know and do for their job

• Expanding Learning Technology (eLearning), Evaluation 
and Organization Development efforts, including 

employee engagement, strategic planning and 
execution, and change management.

This is a huge multi-year strategic change. The first 
few years of the shaping plan focus on leadership 
development and functional development. One of the 
new leadership programs, Leading Others, already 
launched last year with great results as noted in the 
Evaluations Results Thus Far section. 

As you explore the rest of the report and discover the 
great things we are doing over the next few years, we 
hope you agree, we are developing the foundation, 
programs, and services to enable the University’s 
2020-2025 Strategic Plan, as well as your learning, 
development, leadership, and impact across the Texas 
A&M community. 

- Jeff Risinger, PhD 
   Vice President
   Division of Human Resources and  
   Organizational Effectivenss

- Your HROE Organization Development team

Since Fall 2018, the Organization Development (OD) department within the Division 
of Human Resources & Organizational Effectiveness (HROE) has been working with 
representatives from different colleges and divisions across Texas A&M to transform how 
we develop employees to better align with industry practices and meet the needs of the 
Texas A&M community. 
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Hiring someone into a role hoping there is enough 
support for them to learn it or they will figure the job 
out over time (sink or swim), can lead to employees 
feeling overwhelmed and incapable. This inturn can 
lead to low morale, poor employee engagement, 
errors, inefficiencies, turnover, and financial losses for 
the University.  Even if someone has experience in the 
role, they may not know how the University does it, 

Functional development can help address these 
issues by helping one learn what they should know 
and do to perform the job.

The process and practices we use are based on 
those which are well researched and used in the 
Learning and Organization Development field. It is 
rigorous, takes time, and yields high quality, value, 
and impact to the individual, function, and University.
We work with represenatives in the functional role 

from across the University community to first get very 
clear about what people should really know and do 
in the role. We identify the core competencies for 
the role and define each with what specifically one 
should know and do across four competency levels:

• Awareness - brand new to role and/or the University, 
learning processes, practices, etc.

• Fundamental Application - working in the role and 
applying the core competencies in a small group or 
working with someone more experienced in a larger 
group

• Skilled Application - autonomous or leading others in 
the role

• Mastery - seen as an expert, sought out, and builds 
individual and organization capability in the role

This becomes a competency map or CMap, which 
drives the learning content. The CMap can also 

Functional 
Development 03
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be used as a tool to help establish and manage 
expectations between the employee and manager. 
For learning content, we first focus on the Awareness 
level. If someone in the role is expected to know it, 
they should be educated on it. Similarly, if someone 
is expected to do it in the Fundamental Application 
level, we try to prepare them for it. Once the content 
is developed, we pilot it with representatives in the 
functional role across the University community to 
make sure it will meet needs before rolling it out. 

Once the learning content is in place, a Learning 
& Development (L&D) Path is developed, 
outlining recommended L&D activities at each 
competency level. It can be used by employees 
and managers to help identify specific courses, 
self-study, on the job activities, etc. to develop one’s 
competencies in their role - current and future. 

All of this can be the foundation for performance 
management, career development, career ladders, etc. 

At some point, usually around fundamental or skilled application, one may be interested in continuing developing 
functional/technical competencies and be a functional/technical expert - OR - move into management or 
administration. This is where leadership development and the University’s new leadership development 
framework, outlined on the next few pages, can help. 
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Texas A&M’s new leadership 
development framework is 
competency-based, progressive 
development designed to further one’s 
learning, development, leadership, 
and impact across the Texas A&M 
community - in their current and future 
roles. 

Starting with Leading Self, which is for 
everyone - under the context you do 
not have to be a supervisor or manager 
to lead - to Leading the Organization 
for those in senior leadership roles, 
each of the programs:

• Grounds itself in developing Texas 
A&M values and expected behaviors 
at each leadership level

• Develops specific competencies at 
each level (competency-based) 

• Builds upon each other, expanding 
one’s learning, development, and 
capacity in a competency (progressive 
development). 

The tables on pages 10-11 describe 
each program along with the 
competencies being developed across 
the progression.

For example, the Interpersonal 
Effectiveness competency in Leading 
Self starts with awareness of one’s 
own and others personality and 
communication preferences, which 
then transitions to Adapting  
Interpersonal Style and 

Communication in Leading Others 
followed by Emotional Intelligence in 
Leading the Function. 

Similarly, Leading Self starts with 
foundational concepts and practices 
of Diversity and Inclusion, which then 
transitions to Valuing Differences in 
Leading Others followed by Creating 
a Culture of Diversity and Inclusion in 
Leading the Function. 

Each program also focuses on 
relevant, evidence-based, and 
demonstrated concepts and practices 
contextualized to Texas A&M.

Moreover, as it is a common, powerful 
practice to enable one’s learning and 
development, each program also 
focuses on gaining self-awareness -

• Who we are, what we do, and the 
impact on ourself and others

• Both doing and being – how we are 
acheiving and who we are being while 
achieving

• Our relationship to the  environment 
around us – how are we being, what 
are we doing, and what is the impact 
of both of these things to everything 
and everyone around us

• Building high value relationships 
based on trust and connection. 

Visit Lead.tamu.edu to learn more 
about each program. 

Leadership 
Development
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Texas A&M’s new Leadership Development framework is com-
petency-based and progressive development to further one’s 
learning, development, leadership, and impact in their current 
and future roles within the Texas A&M community. 

Image of leadership development program descriptions
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Shaping Plan

Image of shaping plan through FY23
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Who’s Been Involved Thus Far
Kudos and appreciation to those who have been involved to help 
make this transformational change to improve how we develop 
people, the University, and the Texas A&M community successful.

Melissa Easley (Admissions)
Damon Slaydon (College of Engineering and TEES)
David Brown (UES)
John McCall (Assoc VP and Controller) 
Brandy Kosh (Exec Dir, Academic Affairs)
Brynn Fitzpatrick Pinto (College of Liberal Arts)
Belinda Hale (Asst Dean, Vet Med)
Debbie Thomas (Dean, College of Geosciences)
Annette Shenkir (Assoc VP, Research) 
John O’Neill (Asst Dean, HSC Public Health
Sharon Gibson-Mainka (Manager, TAMU IT)

Deborah Wright (Assoc VP, Finance)
Kelley Ervin (Transportation)
Suprena Bennett (College of Ed)
Cory Hearnsberger (Engineering)
Jared Scoggins (College of Engineering)
Jingqiu Ren (Academic Affairs)
Brandi Plunkett (Mays Center for Exec Dev)
Cody Holland  (College of Vet Med)
Sarah McLaughlin (College of Vet Med)
Roger Martinez (Provost Office)
Tom Owen (Research)
Peggy Zapalac (Assoc VP, Univ Risk & Compliance)
Kim Zemanek (HSC)
Stacy Overby (TTI)
Eric Bowman (A&M Foundation)

Decision Review Board Working Group  
(Leading Others)

Pilot Participants
(Leading Others)

Roger Martinez (Academic Affairs)
Dawn Coleman-Glenn (Enrollment & 
Academic Services)
Casey Ricketts (Education)
Gene Harrison (HSC)
Benny Holland (HSC)
Slavojka Arezina (Libraries)
Kristen K. Kubenka (IT)
Michael D. Denison (IT)
Cory Hearnsberger (IT)

Tracy Persky (IT)
Jeffrey Phillips (IT)
Kim Williamson (Research)
Paul Riley (Transportation)
Les Williams (UES)
Cody Holland (Vet Med)
Sarah McLaughlin (Vet Med)
Clint Wolf (HROE)
Courtney Charanza (HROE)
Cayley Birchfiled (Tarleton)

Angela Ann Sanchez (Academic Affairs)
Kristen Ebner (Education)
Tyler Phillips (Enrollment & Acad Svcs)
Sarah Boreen (HROE)
Abigail Roy (HROE)
Donna Thomas (HROE)
Carl Ivey (IT)
Michael Phillips (IT)
Kim Reverman (IT)
Mona Somers (Research)
Jill Stickler (Student Affairs)
Michelle Parker (Engineering / TEES)
Allie Prejean (Engineering / TEES)

Pilot Participants
(Leading Self)

Suprena Bennet (Education)
Reese Bunsie (SFAID)
Mia Conrad (Education)
Kelley Ervin (F&O)
Kurt Felpel (Economics)
Cory Hearnsberger (Engineering IT)
Cody Holland (Vet Med)
Sarah McLaughlin (Vet Med)
Stacy Overby (TTI)
Tom Owen (Research)
Peggy Zapalac (F&O)
Kim Zemanek (HSC)

Working Group  
(Leading Self)
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Deborah Daniel (College of Vet Medicine)
Tanja Peterson (Student Affairs / Health)
Megan Hoelscher (Transportation)
Brooklyn Smith (Psychology)
Evelyn Castaneda (HROE)
Mary Schubert (HROE)
Laura Dohnalik (HROE)
Melanie Upton (HROE)
Scott Bauer (HROE)
Rita Bowden (HROE)
Elizabeth Schwartz / Michelle Steedly
Laura Krajka (HROE)
Amber Cervantez (HROE)
Dawn Suehs (Payroll)
Joe Corn (Payroll)

Shauna Ramos (Architecture)
Erica Jones (Engineering / TEES)
Griselda Vazquez (Engineering / TEES)
Lorie Tubbs (Liberal Arts)
Will Bailey (Science - Biology)
Jeanne Andreski (Bush School)
Crystal King (Science)
Kimberly Syptak (Mays / Center for Exec Dev)
Kim Williamson (Division of Research)
Renee Weidemann (Research)
Jovana Guillen (Provost Office / AABS)
Tara Hunter (Provost Office / AABS)
Nicole Filger (School of Public Health)
Darla Guerra (Transportation Services)
Lauren Milano (Vet Med)

Working Group
(Functional Dev for HR)

John Pettit (Engineering / TEES)
Orion Hicks (Medicine)
Ian Clauss (Transportation)
Eric Irwin (Transportation)
Joshua Thuma (Transportation)
Brandon Wavra (Transportation)
Silvia Campos (TTI)
Randy Goodson (TTI)
Chelsie Bozarth (Vet Med)
Leah Ramirez (Vet Med)
Lori Reismeier (Vet Med)
Shirley Chauvin (TTI)

Pilot Participants
(Leading Self)

Ryann Howe (Architecture)
Shauna Ramos (Architecture)
Whitney Wine (Athletics)
Noeline Gunasekara (Education)
Chelsea Franks (Engineering / TEES)
LaTasha Phillips (Geosciences)
Dalaiah Eiland (Liberal Arts)
Roxanne Moody (Liberal Arts)
Kim Syptak (Mays)
Jessica Beck-Guerrero (Research)
Allisson Zavodny (Transportation)

Brooke Fletcher (AABS)
Elizabeth Galvan (AABS)
Jan Shaw (AABS)
Jillian Caruso (AABS)
Julia Owens (AABS)
Maegan Puga (AABS)
Mason Veach (AABS)
Nereida Ramirez (AABS)
Paul Castilleja (AABS)
Melanie Upton (HROE)
Nikki Cavender (HROE)

Pilot Participants
(Functional Dev for HR)

Suprena Bennet (Education)
Reese Bunsie (SFAID)
Mia Conrad (Education)
Kelley Ervin (F&O)
Kurt Felpel (Economics)
Cory Hearnsberger (Engineering IT)
Cody Holland (Vet Med)
Sarah McLaughlin (Vet Med)
Stacy Overby (TTI)
Tom Owen (Research)
Peggy Zapalac (F&O)
Kim Zemanek (HSC)

Working Group  
(Leading Self)
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We evaluate beyond the typical transactional 
measures and how much someone liked the 
service, program, facilitator, materials, etc. 

We have a robust evaluation strategy and practice 
to validate our programs, products, and services 
enable business needs and desired outcomes. The 
strategy is framed around:

• Quality - relevant, meaningful, aligned with 
business needs, and effectiveness

• Impact - improved competencies, application of 
learning, improved performance, and enabled 
desired outcomes and results 

• Progress - progress of OD engagements, 
planned events, project timelines, etc.

Impact is further broken down to Anticipated Impact 
and Actual Impact. The latter is evaluated six to nine 
months after an event, engagement, etc. to help 
validate applicaiton of learning back on the job as 
well as improved competency, performance, and 
results for the individual and organization. 

Although we continue to support Texas A&M’s 
competency development needs by continuing 
some of the more popular legacy offerings during 
the transition, the evaluation strategy only applies to 
new programs, services, etc. 

With the Leading Others program the first to launch, 
we have evaluation results to validate the value 
and impact they are already having - despite being 
relatively new. 

Evaluation Results Thus Far
Demonstrating Quality, Value, and Impact
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From a curriculum standpoint - EXCELLENT. Then 
you paired it with exceptional pedagogy strategies.  
Very happy with the learning experience.

Leading Others - Overall

The material is very comprehensive 
and I enjoyed the active learning 
environment. It would [have been] very 
hard if the material was presented 
online and in a lecture only format...

Strong metrics above 90% are an indication of how well the program design and content are aligned 
to the University’s needs, particularly the following measures:

• Relevant to job
• Linked to business needs
• Learning will enable improved performance

A breakdown for each block is on the next couple of pages. 
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Competencies Developed
BLOCK 1

Introduction to 
Leadership 

Valuing Differences

Adapting Interpersonal 
Style and Communication

BLOCK 2

Ethics

People Management 
& Development

Conflict Management

Team Development

BLOCK 3

Financial 
Management

Project & Change 
Management

A major strength of the [Leading Others 
program] is the way in which the 
learning objectives can tie to our 360 
results. The reflection of our 360 results 
and identifying key objectives to focus 

on with content that is relevant...

The materials provided are clear and I 
expect to reference them for the rest of 
my career. The instructors did a great 

job making the material engaging.

Great. Very thorough 
and relevant.
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Block 1
• Introduction to Leadership 
• Valuing Differences
• Adapting Interpersonal Style and 

Communication

Block 3
• Financial Management
• Project & Change 

Management

Leading Others - By Block

Block 2
• Ethics
• People Management & 

Development
• Team Development
• Conflict Management
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Change management is a complex
 ball of wax which  can drive organization 
success, failure or mediocrity.  In the same 
sense, it can also influence an individual’s 

own career success. I feel like this was 
one of the most important blocks of 

information for me.

The adapting communication 
section and discussion 

planning material is fantastic 
and so helpful...

Very well-organized.  
Great exercises. 
Good content. 
Great expertise and facilitation.

I’ll be able to take the 
materials and immediately 
use them in my job. There 
was a focus on how to 
actually use…here at A&M 
which makes it easier…It’s 
good to know definitions 
and theory, but [we applied 
and practiced during class].

Learning material 
covers a lot of valuable/ 

relevant information.
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Majority of participants’ supervisors 
indicate participants are delegating more 
work, providing specific expectations, and 
coaching more to improve performance.

The top impact from 
participants supervisors is 
less conflict between the 

participant and their team.

Per Participants...

Per Participants’ Supervisors...

Impact Back on the Job

Majority of participants’ indicate they:
• Are more comfortable with and better at addressing 

conflict and working through conflict
• Have improved in communicating with employees
• Have regular coaching with employees they supervise to 

enable development, meeting expetation, etc.
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Actual Value and Impact - 6 Months Later
Approximately six months after 
completing the Leading Others program, 
evaluation results indicate 94% of the 
participants are applying the learning 
and have improved competency with 
almost 93% attaining positive results. 
Even more impressive, is evaluation 
results from program participants’ 
supervisors is even greater - 100% and 
over 97%, respectively. This is further 
indication of the quality of the program 
and how aligned the design and content 
is to business needs. 

Majority of responses from participants’ 
supervisors indicate participants are 
delegating more work, providing 
specific expectations, and coaching to 
improve performance. In addition, the 
top response is less conflict between 
the participant and their team. This is 
particularly noteworthy in consideration 
of the 2018 needs assessment 

outcomes that drove the new 
leadership development framework 
and Leading Others. Needs assessment 
participants stated conflict, complaints, 
and uncomfortable work environments 
were a resulting condition of those in 
supervisory roles not being prepared for 
their role.

Similarly, majority of participants indicate 
they:

• Are more comfortable with and better 
at addressing and working through 
conflict

• Have improved in communicating 
with employees

• Have regular coaching with 
employees they supervise to enable 
development, meeting expectations, 
etc,

• Have increased delegating or getting 
things through their team. 
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Progress

# of Participants in Legacy and New Offerings

NOTE: 
Decrease in 2020 is due to rescheduling events in response to COVID-19.

# of Events across Legacy and New Offerings

NOTE: 
Decrease in 2020 is due to rescheduling events in response to COVID-19.
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Email Inquiries

Inquiries by Type
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What’s 
Next

We will pilot the capstone 
simuluation for the Leading 
the Function program  this fall; 
and, continue developing other 
program components.

Leading the 
Function

Leadership 
/ Executive 
Coaching
Coupled with Leading the 
Function, yet for any leader, 
we have the service and are 
continuing to build the internal 
capacity to provide leadership/
executive coaching.

If interested in or need of 
leadership  or executive coaching, 
contact OrgDev@tamu.edu

Envisioned to be more of an 
experience to help new employees, 
especially those who are not former 
students, feel more welcomed and 
part of the University community, 
work to revamp orientation/
onboarding will commence next 
year.

New Employee 
Orientation/
Onboarding

The next function in line for 
Functional Development is 
Academic Advising. We will 
commence competency map 
(CMap) work in Spring 2022. 

Keep an eye for seeking volunteers 
to shape the future of competency 
development of Academic Advisors 
across teh University community. 

Functional 
Development - 
Academic Advisors

The innaugural Functional 
Development program - Functional 
Development for HR Liaison - also 
recently completed pilot, The 
team is now working on post-pilot 
revisions and preparing to launch 
the program with first delivery in 
early Spring 2022. 

Sign Up to join us December 6-10 to 
learn more and enroll.

Functional 
Development - 
HR Liaisons

Leading 
Self
After completing the pilot in May, 
the team is working on post-pilot 
revisions and preparing to launch the 
program with first delivery in early 
Spring 2022. 

Sign Up to join us December 6-10 to 
learn more and enroll.

Nominations are now open for the 
next cohort, Spring 2022, starting 
in January. Check out the Leading 
Others page to learn more.

With the plan to have two per year, 
nominations will open in March 
for the Fall FY22 cohort starting in 
September.

Leading 
Others

Contact us to learn more or 
get involved

OrgDev.tamu.eduOrgDev@tamu.edu
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OrgDev.tamu.eduOrgDev@tamu.edu

Developing and delivering high quality learning, leadership, and organization development to enable your 
learning, leadership, deveopment, and positive impact across the Texas A&M community.

Learn. Develop. Lead. Impact.


